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Ndlovu Wiseman (South Africa), Hlanganipai Ngirande (South Africa), Sam Tlou
Setati (South Africa)

EXISTING ORGANIZATIONAL
CULTURE TYPOLOGIES

AND ORGANIZATIONAL
COMMITMENT AT A SELECTED
HIGHER EDUCATION
INSTITUTION IN SOUTH AFRICA

Abstract

The study investigates the relationship between organizational culture and organiza-
tion commitment at a higher education institution in South Africa. Quantitative re-
search approach was used and 30 participants were chosen at random from academic
and non-academic employees of the university. Furthermore, in order to gather data,
the study used a structured questionnaire regarding the effects of existing organiza-
tional culture on organizational commitment. Pearson correlation analysis was used
to determine the relationship between existing organizational culture typologies and
facets of organizational commitment. The study revealed that different culture typolo-
gies bring about different levels of organizational commitment. Moreover, support of
culture had a strong significant relationship with normative and continuance commit-
ment. This means that if the organization shows the sense care and support to its em-
ployees, they will develop an obligatory sense of belonging and help the organization
in attaining its objectives.

organizational culture, organizational commitment, role
culture, power culture, achievement culture, support
culture, higher education institution

M12, M14

Keywords
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INTRODUCTION AND THE BACKGROUND
TO THE STUDY

The major emphasis in HEIs (Higher Education Institutions) is to con-
tinuously improve the quality of education and research. This con-
notes higher education performance and its influence on the ranking
of universities across the globe. Therefore, it is important to note fac-
tors that contribute to organization performance. Hence the perfor-
mance of organization depends strongly on how things are done in
that particular institution (Alvesson, 2013). The way of doing things
detects the outcomes and how the organization is going to address its
challenges on day to day basis. Mullins (1999) defines organizational
culture as “the collection of traditions values, beliefs, policies, and at-
titudes that constitute a pervasive context for everything one does and
thinks in an organization” (p. 53). Schein (2010) defines organization-
al culture as “a pattern of shared basic assumptions learned by a group
as it solved its problems of external adaptation and internal integra-
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tion, which 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” (p. 18). Thus, organizational
culture is an instrument that directs the performance of organizations (Singh, 2011). Furthermore, the
uniqueness of organizational culture for each institution predicts how that organization will perform
and meet its targets (Sudan & Kumar, 2004; Robbins, Odendaal, & Roodt, 2007; Singh, 2011).

Organizational culture coincides with organizational commitment (Pinho, Rodrigues, & Dipp, 2014).
Given that employees are well acquainted with the organizational culture, they will commit to the cause
of the organization (Alvesson, 2013). Studies have shown that employees who are happy with the corpo-
rate culture, are willing to make significant strides in their endeavor to meet organizational objectives
(Sudan & Kumar, 2004; Kessuwan & Muenjohn, 2010; Mitic, Vukonjanski, Terek, Gligorovic, & Zoric,
2016). Organizational culture has been found to predict organizational commitment (Pinho, Rodrigues,
& Dipp, 2014). Organisational commitment goes in hand and glove with organizational culture and they
both predict how an organization will perform (Shahid & Azhar, 2013).

In line with the above, organizational culture and organizational commitment contribute significantly
to the development of the success of any institution (Black, 2004; Pinho, Rodrigues, & Dipp, 2014).
Studies, have long shown how uniquely and significantly organizational culture and commitment can
add to the success and competitiveness of organizations (Meyer & Allen, 1990; Kessuwan & Muenjohn,
2010; Shahid & Azhar, 2013; Mitic, Vukonjanski, Terek, Gligorovic, & Zoric, 2016). Committed em-
ployees have been found to exhibit innovation, work satisfaction, high performance and less turnover
(Shahid & Azhar, 2013). This implies that HEIs with a culture that employees can identify with and
highly committed staft are strategically positioned for high performance and high achievement.

Organizational culture is the way in which things are done in any organization (Alvesson, 2013; Valencia,
Valle & Jimenez Jimmez, 2010). Therefore, if the existing organizational culture is ideal, employees will
achieve greater individual performance and commitment to the organization as they feel their needs
and desires are met (Pinho, Rodrigues & Dipp, 2014). Hence, in the present study organizational cul-
ture was analyzed in the view to determine how it influences organizational commitment which will
improve individual performance and consequently that of higher education institutions. The study used
Harrison and Stoke (1990) culture typologies which are role, power, achievement and support culture.
Thus, the study tested the effects of existing power, support, and role and achievement culture on the
different facets of organizational commitment.

1. ORGANIZATIONAL

CULTURE

acter and how it deals with various challenges
affecting it.

Organizational culture has become an integral
part of every organizational behavior stud-
ies (Van Stuyvesant Meijen, 2007; Manetje &
Martins, 2009; Brenton & Driskill, 2010). This
is a result of its influence on crucial factors that
relate to organisational success such as perfor-
mance and commitment (Lok & Crawford, 2003).
Presently, organizational culture has become
important in organizations unlike in the past
when the main focus was on organizational cli-
mate (Robbins, 2000; Ashkanasy, Wilderom, &
Peterson, 2011; Alvesson, 2013). Organizational
culture gives the organization its distinct char-

Collins and Porras (2000) reported that organi-
zational culture refers to, “shared meaning held
by members that distinguish one organization
from other organization” (p. 38). On the same
note, Arnold (2005) defined organizational cul-
ture “as the, distinctive norms, beliefs, principles
and ways in which of behaving that combine to
give each organization its distinct image” (p. 625).
Organizational culture can also be seen as the set
of values and principles that are shared amongst
individuals in a particular organization. These
values influence the way in which the members of
the organization relate to one another and to the
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external environment (Black, 2004). The study
used a definition by Black (2004), which articu-
lates that from these common standards, beliefs,
principles and expectations originates the ac-
cepted ways in which things are to be done in the
organization. Therefore, organizational culture
can be seen as a simple way in which things are
done. Organizational culture encompasses activ-
ities such as methods, processes and procedures
that are followed by an organization.

Decision making process, promotion processes
and how the company deals with challenges are
all found in the culture of the organization (Van
Stuyvesant Meijen, 2007). Organizational culture
is further said to impede or enhance the perfor-
mance of any institution be it private or public
organization (Martin, 2005; Nel, Werner, Botha,
Du Plessis, Mey, Ngalo, Poisat, & Van Hoek, 2014).

1.1. Antecedents of organizational
culture

Chatman and Cha (1994) pointed out that organi-
zational culture is affected by elements such as the
history of the organization, its purpose, method-
ology, size, location, leadership and its structures.
Nel et al. (2014) added that organizational culture
is influenced by its primary function and technol-
ogy. These predict the range and quality products
and clients the organization attracts.

There are a number of organizational culture ty-
pologies and these have been proved to influence
organizational commitment in positive or nega-
tive way (Meyer et al., 2010; Ozsahin et al., 2013;
Limpanitgul et al., 2014). Among others there are
typologies which include clan, bureaucratic, entre-
preneurial and market culture (Harrison & Stokes,
1992; Hellriegel, Jackson, Slocum, Staude, Amos,
Klopper, Louw, & Oosthuizen, 2004). The pres-
ent study focused on the culture typologies (role,
support, achievement and power) by Harrison and
Stoke (1992). These are briefly discussed below.

1.2. Culture types according
to Harrison and Stokes

Harrison and Stokes (1992) identified four culture
types which are include role, power, achievement
and support oriented culture.
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1.2.1.  Support culture

Support culture is based on mutual trust between
employees and the organization (Harrison &
Stokes, 1992). The type of culture states that peo-
ple are viewed as human beings as opposed to ma-
chine and they need to be cared for and supported
to achieve their goals (Harrison & Stokes, 1992).
A support culture oriented organization exhibits
a caring and warm atmosphere where employees
feel part of the organization thus enhancing com-
mitment. Furthermore, employees in such organi-
zations tend to work hard towards the accomplish-
ment of the organizational goals hence high per-
formance and development (Harmse, 2001; Van
Stuyvesant Meijen, 2007). Support culture brings
about quality service as “successful approaches to
quality are based on small work teams” (Harrison
& Stokes, 1993, p. 23).

1.2.2.  Role culture

‘Role culture gives protection to employees and
stability to the company and as people are protect-
ed from losing their jobs” (Harrison, 1993, p. 15).
Under role oriented organisations, employees
need to spend less time focusing their energy on
themselves but rather on their work. This type of
culture is tailored at dependability, rationality and
consistency, employees are expected to keep up to
their end of the bargain to be rewarded accord-
ingly (Harrison & Stokes, 1993).

1.2.3. Achievement culture

Achievement culture gives workers mutual vision
and determination in the organization (Harrison
& Stokes, 1992; Alvesson, 2013). It is sometimes
called “aligned organization” as it put its employ-
ee’s behind a common vision or purpose (Martin,
2006). Achievement oriented individuals have inner
organizational commitment and they tend to like
their work and want to make a contribution to the
society. These individuals willingly give more or go
an extra mile in their organizations to meet stated
objectives and they are passionate, energetic, and
engaged in company’s activities (Harmse, 2001).
1.2.4. Power culture

Power culture allows people in power to be either
good or bad. Thus, the resources of the organiza-
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tion can be used to frustrate members or to make
them happy. This is believed to be the tool used
to control others or behaviors of employees. Power
is centred on an individual or few individuals in
the organization (Martin, 2005). Most crucial de-
cisions are made by the person in power and that
particular person absolute authority in almost
all matters of the business. Harrison and Stokes
(1992) state that an “institution that is power cul-
tured is based on disproportion when it comes to
resource allocation or access”. Thus, the success of
the company is strongly dependent on the capabil-
ities of the leader(s) (Brown, 1995; Martin, 2005).

Several studies have been conducted on organi-
zational culture and its influence on various fac-
tors in different sectors, including performance
and commitment (Manetje & Martins, 2009; Zhu,
Devos, & Fei, 2011; Ng'ang’a & Nyongesa, 2012;
Tolentino, 2013). This study explored the effects of
existing organizational culture on organizational
commitment at a selected South African higher
education institution.

2. ORGANIZATIONAL
COMMITMENT

Organizational commitment as defined by differ-
ent authors indicates the relationship between an
individual employee and the organization, attach-
ment, identifying with the organization, the need
to remain and the will to work hard to meet the or-
ganizational goals (Van Stuyvesant Meijen, 2007;
Huey Yiing & Bin Ahmad, 2009; Lo, Ramayah,
Min, & Songan, 2010). Organizational commit-
ment has been defined as employee’s strong desire
to remain a member of a certain institution, his/
her willingness to put up more effort on behalf of
the company to achieve more.

In addition, Nel, et al. (2011) state that organisa-
tional commitment is one of the key components
to the success of an organization and it drives em-
ployees to willingly make sacrifices in pursuit of
organizational goals. Studies have shown that or-
ganizational commitment has other benefits to the
organization like low turnover, organizational cit-
izenship behavior, increased satisfaction and per-
formance that can be used to transform higher ed-
ucation institutions in South Africa (Riketta, 2002;

Coyle-Shapiro, Morrow, & Kessler, 2006; Ozsahin,
Zehir, Acar, & Sudak 2013; Jonathan, 2015).

Committed employees can contribute to the or-
ganisation’s overall wellbeing (McLaurine, 2008).
Inter alia, it increases organizational effective-
ness, reduce turnover and most importantly make
things work even in circumstances were the en-
vironment is not conducive and there are limited
resources (Meyer & Allen, 1990; Shahid & Azhar,
2013). According to Greenberg and Baron’s study
(as cited in Kessuwan & Muenjohn, 2010), an or-
ganization with highly committed employees is
more successful than an organization with less
committed employees.

On the other hand, employees with low organi-
zational commitment exhibit unwanted behavior
such as arriving late at work, detachment and ab-
senteeism (Ozsahin, Zehir, Acar, & Sudak, 2013).
Therefore, if employees are committed they can be
on time and contribute more to the organization.
This is supported by Mathieu and Zajac (1990) re-
vealed that there is strong correlation between or-
ganisational commitment and job performance
and withdrawal behavior. Thus, if employees are
not committed to their work this might affect the
organizational performance negatively to foster
change and adapt to the dynamic environment
(Ozsahin, Zehir, Acar, & Sudak, 2013). Hence,
HEI goals cannot be achieved if the employees are
detached from the organization and do not iden-
tify with the institution. In the present study, the
authors used organizational commitment as pro-
pounded by Allen and Meyer (1990) in which he
identified three different types of commitment.
These are normative, continuance and affective
commitment.

3. JUSTIFICATION
OF THE STUDY

South African government soon after the at-
tainment of independence, engaged in numer-
ous attempts to improve the performance of for-
mer, “black higher education institutions”. One
of these strategies was to merge former “white”
with “black” higher education institutions in
an endeavor to improve their performance
(Ministry of Education, 2002). However, these
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efforts have not significantly improved their
performances as expected (Badat, 2010; Higher
Education, 2015). Among others, these are still
confronted by several challenges such as lower
graduation rate and higher dropouts, especially
for first entering students (Kruger & Ramdass,
2010; Higher Education, 2015). Additionally,
this is still visible and reflected among the ra-
cial lines, which have evoked wide debate on the
ways to bring about social balance.

To counter these challenges faced by the for-
mer “Historically disadvantaged institutions”,
it was of paramount importance to investigate
the way things are done in these institutions
and how this influences the employee commit-
ment. As studies, have shown that organiza-
tional culture predicts organizational commit-
ment, which will, in turn, propel performance
of HEIs (Okechukwu, 2013; Shoaib Ch., Zainab,
Magsood, & Sana, 2013).

4. OBJECTIVES
OF THE STUDY

The study’s overall objective was to investigate
the effects of existing organizational culture on
the different facets of organizational commit-
ment (normative, affective and continuance) at
a selected higher education institution in South
Africa.

The specific objectives of the study were:

« To investigate the effects of power culture
on organizational commitment.

« To investigate the effects of role culture on
organizational commitment.

« To investigate the effects of support culture
on organizational commitment.

o To investigate the effects of achievement
culture on organizational commitment.

Hypotheses

H1  There is relationship between power culture

and organizational commitment.
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H2  There is relationship between role culture
and organizational commitment.

H3  'There is a relationship between support cul-
ture and organizational commitment.

H4  'There is a relationship between achievement

culture and organizational commitment.

5. METHODOLOGY

A self-administered questionnaire was used to
solicit data from the participants (academic and
non-academic) at the University of Venda. The
study used a random sampling technique to select
participants of the study. Random sampling tech-
nique reduced biasness, as each member from the
selected department had an equal chance of being
picked.

5.1. Measuring instruments

Harrison and Stokes’ (1992) organizational culture
questionnaire with 15 sub-statements was used to
measure organizational culture. The instrument
measures both existing and preferred organiza-
tional culture, however, for the purposes of this
study, the existing culture was used. The tool has
4 sub-scales, which are role culture, achievement
culture, power culture, and support culture orien-
tation. All the scales were measured on a 4-point
Likert scale ranging from 1-4. Thus, 1 = strongly
agree, 2 = agree, 3 = disagree and 4 = strongly dis-
agree. The instrument has been used by various
scholars and proved to be valid and reliable (Grebe,
1997; Harmse, 2001, Van Stuyvesant Meijen, 2007,
Ndlovu, 2014).

An organizational commitment questionnaire
(OCQ) (Meyer & Allen, 1990) was used to assess
organizational commitment. This is an 18 items
questionnaire that measures three dimensions
of organizational commitment, which are norma-
tive, affective, and continuance commitment. It
has 5 points Likert scale ranging from 1 = strong-
ly agree, 2 = agree, 3 = neutral, 4 = disagree and
5 = strongly disagree. According to Meyer and
Allen (1990), this questionnaire has reliability of
co-efficient alpha of 0.723. The valid and reliable
instrument has been used by many scholars in
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Table 1. Reliability of the existing organizational culture and organisational commitment

Cronbach’s alpha (r)

Scale Items Interpretation
Existing Achievement Culture 0.598 15 Acceptable
Existing  Power Culture (EPC) 0.550 15 Acceptable
Existing Role Culture (ERC) 0.678 15 Good
Existing  Support Culture (ESC) 0.634 15 Good
Normative Commitment (NC) 0.768 5 Very Good
Continuance Commitment (CC) 0.519 3 Acceptable
Affective Commitment (AC) 0.113 5 Poor
Average 0.551 Good

testing and checking organizational commitment
such as Dun, Dastoor and Sims (2012), as well as
Igella (2014).

5.2. Data analysis

The data was then transformed into a meaning-
ful form through using descriptive statistics to
analyses personal information of the participants.
Pearson correlation analysis was used to deter-
mine relationship between different organization-
al culture typologies and organizational commit-
ment. The study analyses used Statistical Package
for the Social Sciences program (SPSS version 23).

Simple frequency tables were employed to de-
pict and summarise the information from the
respondents (Punch, 1995). Frequency tables are
tools used to show respondents scores in the dis-
tribution (Asthana & Bhushan, 2016). In addition,
the scores were further tabulated in accordance
with the number of respondents in each catego-
ry. Tables and graphs were used to represent the
analysis from frequency distributions. This exer-
cise enabled the study to illustrate and outline the
basic features of the data collected (Sekaran, 1992;
Collis & Hussey, 2013; Asthana & Bhushan, 2016).
After the data had been analyzed using frequency
tables, simple graphs were constructed and graph-
ically illustrated (Mertens, 2014).

In the present study, the reliability of the culture
and commitment questionnaire was tested and
the results for Cronbach’s alpha are shown in
Table 1 above.

The study distributed fifty questionnaires to the
randomly selected participants from both aca-
demic and non-academic of a selected school
within the institution. Of the 50 distributed ques-
tionnaires, 30 usable questionnaires were collect-
ed and analyzed. This gave the study a response
rate of 60%, which is recommendable.

Respondents were not required to provide their
details such as names and address thus ensuring
their confidentiality. Furthermore, participants
were informed of their rights of participation.
Thus, they were informed that it is voluntary and
if they do not feel comfortable in answering some
or the whole questionnaire they have the right to
refuse.

6. RESULTS AND
DISCUSSIONS

The majority of the participants 9 (30%) were
between 1-2 and 3-4 years of service at the uni-
versity and 5-6 years of service followed with
7 (23.3%) participants. In addition, employees
who had been working of the institution for less
than a year were the least represented 1 (3.3%).
Males constituted the large number of the re-
spondents 16 (53.3%). In terms of the age, the
majority 15 (50%) of the participants were be-
tween the age of 31-40 years. The sample also
showed that 14 (46.7%) of the respondents were
from academic staff and 16 (53.3%) respondents
from non-academic staff of a selected school in
the university.
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Table 2. Inter correlation matrix of scores on the organizational culture typologies and organizational

commitment constructs

Category 1 2 3 4 5 6 7
i Pearson 1
: Correlation
1. Power culture e
© Sig. (2-tailed)
| Pearson
Correlation -320 1
2. Role culture SR
¢ Sig. (2-tailed) .085
¢ Pearson —.029 _.343 1
Correlation : :
3. Achievement culture -
: Sig. (2-tailed) .878 .063
{ Pearson
. Correlation -288  .009 067 1
4. Support culture b
i Sig. (2-tailed) 123 960 726
{ Pearson
© Correlation —.678%* 114 .924** .290 1
5. Affective commitment s
i Sig. (2-tailed) .010 109 .899 120
{ Pearson
i Correlation —240 77 459 72 210 !
6. Normative commitment i p—
Sig. (2-tailed) .035 141 155 .01 .265
{ Pearson
Corcltion | —754% =531 130 ezt 157 753
7. Continuance commitment e
Sig. (2-tailed) .002 .012 493 .004 408 .000

Note: **. Correlation is significant at the 0.01 level (2-tailed).

6.1. Relationship between
organisational culture typologies
and organizational commitment
constructs

Results in Table 2 show that there is strong
negative and significant relationship between
power culture and affective commitment
(r =-0.678; p= 010). Also, power culture
have strong negative relationship with continu-
ance commitment (r =-0.754; p = .002) . This
is indicated by p value that is less than 0.01 in
both cases. Thus, the increase in the power cul-
ture will result in decrease in affective and con-
tinuance commitment. On the other hand, the
results show that there is negative and weak rela-
tionship between power culture and normative
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commitment (r =-0.240; p = 0.35) , however,
the p value illustrates that there is less signifi-
cance in the relationship, as the p value is more
than 0.01. Based on the hypothesis above that
there is a relationship between power culture
and organizational commitment constructs, we,
therefore, accept the two assumptions that there
is relationship between power culture and affec-
tive and continuance commitment. On the oth-
er hand, we reject the assumption that there is
relationship between power culture and norma-
tive commitment.

Furthermore, results show that there is posi-
tive relationship between role culture and af-
fective =~ commitment (r:114; p:0.109)
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and role culture and normative commitment
(r =0.777; p = 0.141). However, the relation-
ship is much stronger between role culture and
normative commitment shown by the r value
that is closer to 1. The p value in both cases
is greater than 0.01, hence there is no statisti-
cal significance of the relationship between role
culture and affective commitment and role cul-
ture and normative commitment. In addition,
Table 2 shows that there is moderate negative
relationship between role culture and continu-
ance commitment, however, with less statistical
significance (r =-0.53L p= 0.012). Given
the results above, we, therefore, accept the hy-
pothesis that there is a relationship between role
culture and normative and affective commit-
ment, however, reject the relationship between
role culture and continuance commitment.

Achievement culture and affective commitment
have strong positive relationship with no or less
statistical significance (r =0.924; p= 0.899).
Therefore, the relationship between the two
cannot be relied upon, as they have less or no
statistical significance. Moreover, the corre-
lational results show a moderate relationship
between normative commitment and achieve-
ment culture and a weak, however, positive re-
lationship between achievement and continu-
ance commitment (7 =0.459; p=0.1 15) and
(r:130; p =0.493), respectively. This indi-
cates that there is no significant relationship
between achievement culture and all the three
facets of organizational commitment. Thus, the
adjustment of the culture construct will not
necessarily affect the commitment levels on em-
ployees in this institution. In this case we accept
that there is a relationship between achievement

culture and all three facets of organizational
commitment, however, not significant.

Lastly, the study revealed that there is less signifi-
cant relationship between support culture and af-
fective commitment (7 =0.290; p =0.120).

Thus, the change in support culture does not affect
affective commitment of the employees at the se-
lected department at the institution. Interestingly,
the study further showed that normative commit-
ment and support culture have indirect relationship
(r =-0.721; p=0.01 1). Thus, the increase in ei-
ther, will result in the decrease of the other. Hence,
when support culture is to be enhanced in the or-
ganization, normative commitment will depreciate.
Additionally, support culture in this department/
school at the selected institution has positive strong
and significant relationship with continuance com-
mitment (r =0.882; p= 0.004). Thus, when
support culture is cherished and nurtured and as a
result grows, continuance culture will also increase

in the organization. Given the results, we thus accept
the presumption that there is relationship between
support culture and normative, continuance and af-
fective commitment.

7. LIMITATIONS
OF THE STUDY

As indicated earlier, the researcher distributed fif-
ty questionnaires and a 60 per cent response rate
was achieved. This meant that the study did not
achieve its anticipated and target sample size. The
limited sample size was dealt with by the random
selection of participants in the study per various
departments, which made it easier for the study to
bear much weight on its findings.

CONCLUSION AND RECOMMENDATIONS

Given the above results, one can conclude that culture constructs affect commitment facets in various
different ways. This is shown by the complexity and the variation of the results with one culture con-
struct having a different effect on each of the organizational commitment facets. Therefore, based on
these findings and other literature studies, it is wise for an institution to diagnose its own culture and
verify how it affects its specific employees’ and organizational commitment. This will give the institu-
tion an overview of their employees’ behavior under certain circumstances, hence, adjust their circum-
stances based sole on their own organizational merits. In conclusion, there is no one size fit all on the
effects of culture on organizational commitment, it clearly based on the type of employees, the nature
of the business and the environment in which the company or business operates.
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