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Patrick J. Lekgothoane (South Africa), Molefe Jonathan Maleka (South Africa),
Zeleke Worku (South Africa)

EXPLORING ORGANIZATIONAL
CULTURE AT A STATE-OWNED
ENTERPRISE IN SOUTH AFRICA:
A PROCESS APPROACH

Abstract

The researchers intended to explore organizational culture at a state-owned enterprise
(SOE) in South Africa. The reviewed literature showed very few similar studies where
job satisfaction was tested as a mediator between organizational citizenship behavior
and organizational culture. Furthermore, the reviewed literature revealed that Martins’
organizational culture model, which was used to give theoretical grounding to the
study, did not have job satisfaction as a mediator. The research design was exploratory,
correlational, and cross-sectional. A total of 204 respondents were selected using a
stratified sampling technique. The major finding was that the respondents perceived
the organizational culture as a hostile, bellicose culture, rife with politics. The unex-
pected result was a significant positive relationship between organizational citizenship
behavior and organizational culture. This means that even when the organization’s cul-
ture was hostile, employees did not abuse and leave and went beyond the call of duty.
It was found that job satisfaction did not mediate the relationship between organiza-
tional citizenship behavior and organizational culture.

Keywords job satisfaction, hostility, organizational citizenship
behavior, parastatal, South Africa
JEL Classification J28, M12, M14

INTRODUCTION

Organizational culture is a construct of interest to organizational psy-
chology (Naidoo & Martins, 2014) and management sciences scholars
(Demir, 2015). It can adversely or positively affect the implementation
of the organization strategy. Drucker opines that “culture eats strategy
for breakfast” (as cited in Teasdale, 2002, p. 195). It can adversely affect
any organization’s performance (Kamaamia, 2017), including state-
owned enterprises (Chavunduka, Fauzi, Muranda, Sifile, Mabvure, &
Dandira, 2014). Internationally, particularly in Greece, it was found
that, at a public enterprise with a hostile culture, there was a great deal
of politics, jealousy, and negative emotions, there was high attrition of
skilled workers, and junior employees were sexually harassed and bul-
lied by managers (Rovithis, Liardakis, Merkouris, Patiraki, Nassilaki,
& Philithis, 2017).

A culture with a hostile relationship instead of cooperation is known
as bureaucratic (Raaphorst, 2017). A study at a Chinese state-owned
enterprise (SOE) showed that, where there was no trust or affective
commitment, employees were more likely to resign, and their organ-
izational citizenship was adversely affected (Wong, 2017). Conversely,
at an SOE in India, the data showed that a positive organizational
culture enhanced job satisfaction and affective commitment (Saha &
Kumar, 2018). Besides, the studies found that, where a positive culture
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existed, employees shared information (Tseng, 2017), and managers treated employees with respect and
dignity (Saks & Gruman, 2011).

It can be deduced that there are two types of organizational cultures: positive, and bellicose or hostile. A
hostile culture is perpetuated by organizational politics and hostility (O’ Donnell & Boyle, 2008), while
a positive culture is about helping others and employees (Confeld, 2016). In some instances, it has been
found that a culture of nepotism during recruitment and selection is rife (Mahlangu, 2001, p. 46), where
employees with appropriate qualifications and experience are overlooked and not appointed in critical
and managerial positions (Spector, 1985).

Based on the above discussion, it is clear that both individual (i.e., job satisfaction and organizational
citizenship behavior) and organizational (i.e., recruitment and selection) factors predict organization-
al culture. Previous research has shown that in South Africa, a hostile or bellicose culture prevails in
SOEs (Maleka & Rankhumise, 2014). In such an organizational culture, employees are bullied during
performance appraisals, and those who object are given poor performance appraisals and do not receive
career development opportunities (Maleka, 2012). Furthermore, there is evidence that employees do not
go beyond the call of duty in South African SOEs, meaning that a lack of organizational citizenship be-
havior is rife (Garg & Ramjee, 2013). It was against this background that the researchers embarked on
this study to quantify the predictors of a culture of respect or a hostile culture.

Thus, the study aimed to explore organizational culture at the SOE. This was achieved by measuring
how respondents rated the organization culture and its predictors, i.e., organizational citizenship be-
havior and job satisfaction. In the next section, the literature to determine the direct relationship be-
tween organizational citizenship behavior and organizational culture is reviewed. Besides, the discus-
sion is on how job satisfaction mediates the relationship between organizational citizenship behavior
and organizational culture. The hypotheses are developed.

1. LITERATURE REVIEW
AND HYPOTHESES

DEVELOPMENT

course by including organizational citizenship be-
havior as a predictor of organizational culture.

In South Africa, Martins (1989) is a prominent
scholar in the field of organizational culture. He

Scholars internationally have developed organi-
zational culture theoretical frameworks (Fleury,
2009). Like in this study, they have used individ-
ual and organizational factors to develop their
frameworks (Ankrah, Proverbs, & Debrah, 2009).
Organizational predictors that have been measured
by scholars are innovation and risk-taking, atten-
tion to detail, outcome orientation, people commu-
nication, training and development, rewards, de-
cision making, planning, teamwork, management
practices, work play, processes, collaboration, con-
trol, cultivation, competence, clan culture, adhoc-
racy, and market (Harrison, 1972; A. Ramdhan, M.
A.Ramdhan, & Ainisyifa, 2017). However, there
seems to be a lack of studies focusing on organi-
zational citizenship behavior as a predictor of or-
ganizational culture. Hence, the researchers in this
article contribute to the organizational culture dis-
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used Schein’s organizational culture dimension
to create an organizational culture framework.
E. Martins and N. Martins (2003) define organiza-
tional culture as “a system of shared meaning held
by members, distinguishing the organization from
other organizations”. Martins” framework has em-
ployee needs and objectives and interpersonal re-
lationships as individual factors, and leadership
and management processes as organizational fac-
tors (Tuan & Venkatesh, 2010). However, Martins’
framework does not have organizational citizen-
ship behavior as a variable predicting organiza-
tional culture.

The unintended consequences of a hostile culture in
SOEs in South Africa ultimately compromise par-
astatals’ performance (Mekwe, 2015). It has been
found that, in SOEs where the organizational cul-
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ture is hostile, there is a great deal of politics (Mbele,
2015), jealousy (Barlow, 2016), and negative emo-
tions (Phale, 2008), there is high attrition of skilled
workers, and junior employees are sexually har-
assed (Merkin, 2008) and bullied by managers or
supervisors (Fapohunda, 2013). Bullying managers
are protected by top managers and are not disci-
plined (Killoren, 2014). Eventually, employees end
up not coming to work, taking leave regularly, or
both (Magee, Gordon, Robinson, Caputi, & Oades,
2017), and the SOE struggles to achieve its strate-
gic objectives or goals (Wiedmer, 2011). Sometimes
bullying is not vertical but is horizontally perpe-
trated by employees who have a close relationship
with bellicose managers (Katrinli, Atabay, Gunay,
& Cangarli, 2010). On the other hand, it had been
found that SOEs with a culture of respect and uni-
ty have the potential to realize their expected out-
comes like, amongst others, delivering services to
the public (Mahlangu, 2001).

Previous research has shown that, when the cul-
ture is hostile, employees do not come to work
(Magee et al.,, 2017; Sarafraz & Kia, 2015), and
they only do their jobs and do not work beyond
the call of duty (Garg & Ramjee, 2013), managers
abuse the performance appraisal (Idowu, 2017;
Cappelli & Conyon, 2017) and do address employ-
ees’ complaints on expeditiously (OECD, 2014).
Allen, Barnard, Rush, and Russell (2000) found
that ratings consisted of non-prescribed behaviors,
rendering the rating employee to attach his/her
personal views on what constitutes organizational
citizenship behavior. Thus, high-performing em-
ployees rated the relationship between organiza-
tional citizenship behavior and performance high-
er than managers (Turnipseed & Rassuli, 2005).

Mitonga-Monga, Flotman, and Cilliers (2016) re-
vealed a significant positive relationship between
organizational citizenship behavior and job satis-
faction. Berber and Rofcanin (2012) and Kaur (2013)
define organizational citizenship behavior as going
beyond call of duty, being present at the workplace,
and not abusing leave. In a recent study by Zeyada
(2018), organizational culture proved to predict or-
ganizational citizenship behavior. However, in a
study conducted in India, organizational culture
did not predict organizational citizenship behavior
(Jain, 2015). In another study, organizational cit-
izenship behavior and organization culture were

http://dx.doi.org/10.21511/ppm.18(2).2020.35
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found to contribute to increasing turnover inten-
tions (Jacobs & Roodt, 2008). It is hypothesized that:
HI: There is a positive relationship between or-
ganizational citizenship behavior and or-
ganizational culture.

In order for mediation to take place, Leech, Barrett,
and Morgan (2015) argue that these conditions
should be met:

1) the independent variable must significantly
predict the dependent variable;

2) the independent variable must significantly
predict the mediating variable; and

3) the mediating variable must significantly pre-
dict the dependent variable.

In this study, the mediating variable was job satis-
faction, which is an affective stage of workers that
is influenced by the relationship between workers
and their supervisors (Baeza, Gonzalez, & Wang,
2018), as well as how management handles em-
ployee complaints or needs (Van Schalkwyk &
Rothmann, 2010) and salaries (Mutsonziwa &
Serumaga-Zakhe, 2015). Based on the previous
studies, it can be argued that organizational citi-
zenship behavior has not been tested as a predictor
of organizational culture. The following hypothe-
ses (H) were proposed:

H2: There is a positive relationship between or-
ganizational citizenship behavior and job

satisfaction.

Ha3: There is a positive relationship between job sat-
isfaction and organizational culture.

In the next section, the study methodology is
discussed.

2. METHODOLOGY

2.1. Participants and setting
The research design was cross-sectional, and re-

spondents were selected using a stratified sampling
technique. Respondents were stratified by gender.
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Data were collected from March to April 2018. 800
employees were working at the SOE, and using
the formula n = Zl2—a/2 .P(I—P)/aﬂ, the sam-
ple was 204. Out of 204 respondents, 125 (61.27%)
were male and 79 (38.73%) were female. The ma-
jority of the respondents (127; 62.25%) were aged
between 18 and 35 years. The data revealed that
178 (87.25%) of the respondents were not appoint-
ed in management positions and 173 (84.80%) had

five or more years’ experience at the SOE.
2.2. Measuring instrument

Five recruitment and selection items and five
organizational culture items (three positive and
two bellicose) were taken from Maleka (2012).
Some of the sample items were: “Organizational
politics are rife in the workplace” and “The cul-
ture of hostility is rife in the organization.” Five
organizational citizenship behavior items were
taken from Williams and Anderson’s (1991, p.
607) scale. Some of the sample items were: “I
volunteer to do things I am not required to do”
and “My attendance at work is above the norm.”
Five job satisfaction items were taken from
Spector’s (1985, p. 713) scale. Some of the sam-
ple items were: “My supervisor provides justifi-
cation for my performance appraisal score” and
“My manager attends to my complaints speedily.”
Similar to Reis et al’s (2015, p. 1096) organiza-
tional culture study and Armstrong’s (2015, p.
811) employee attitude studies (i.e., job satisfac-
tion), respondents rated items on a four-point
Likert scale, where 1 was strongly agree and 4
was strongly disagree.

2.3. Research
procedure

The researchers were given ethical clearance by
the university before data collection, after which
one researcher went to the SOE to collect the da-
ta. Respondents were informed that their partici-
pation was voluntary and not coerced to partici-
pate in the study. The respondents were informed
about the benefits of participating, and confiden-
tiality and anonymity were assured by not asking
respondents to write their names on the complet-
ed questionnaires. Each respondent was given an
informed consent form to complete before com-
pleting the questionnaire.
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2.4. Statistical analysis

The measuring instrument items were subjected
to principal component analysis using Statistical
Package for Social Sciences (SPSS) version 25. As
suggested by Pallant (2016), Pearson’s correlation
was calculated to determine multicollinearity and
the level of significance was 0.05. Based on Maree’s
(2016) and Pallant’s (2016) recommendation, ex-
ploratory factor analysis was used to extract fac-
tors and to achieve construct validity. Hayes’ pro-
cess was conducted to determine mediation, and
as suggested by Hayes (2014) and Field (2018),
bootstrap samples were set to 5,000.

According to Hayes (2014), the equation for medi-
ation analysis is as follows:

Y =intercept +c’ X +b-M +e,

where Y = Outcome variables (organizational cul-
ture); Predictor (organizational citizenship behav-
ior); ¢’ = regression coeflicient of the direct effect of
X on Y when M is added to the model; M = medi-
ator (job satisfaction); b = regression coeflicient of
the indirect effect of M on Y; e = error term.

2.5. Validity and reliability

The researchers followed Christensen, Johnson,
and Turner (2015), Babbie (2013) and Kumar (2014),
advice and achieved content validity by presenting
the measuring instrument to an expert to validate
the items. Before data collection, the measuring in-
strument was pre-tested on 10 respondents. Before
principal component analysis, the suitability of the
data for factor analysis was assessed. The Kaiser-
Meyer-Olkin value was 0.70, which was above the
value of 0.5 recommended by Hair, Black, Babin,
and Anderson (2014). Bartlett’s test of sphericity
was statistically significant at p = 0.00. Principal
component analysis revealed three factors with
eigenvalues exceeding 1, explaining a total vari-
ance of 59.80%. As suggested by Hair, Black, Babin,
and Anderson (2014), a cut-off of 0.3 was used in
this study as inclusion criterion for factor loadings
in the model. Three factors emerged after conduct-
ing factor analysis. The first factor, labeled as job
satisfaction, had five items with factor loadings
ranging from 0.57 to 0.82. The second factor, la-
beled as organizational citizenship behavior, had

http://dx.doi.org/10.21511/ppm.18(2).2020.35
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three items with factor loadings ranging from 0.76
to 0.81. The third factor, labeled as organizational
culture, had two bellicose items with factor load-
ings of 0.838 and 0.842.

The Cronbach’s alphas for the organizational psy-
chology scales were as follows: 0.76 for job satis-
faction, 0.69 for organizational citizenship behav-
ior, and 0.62 for organizational culture. It is argued
that all organizational psychology scales were relia-
ble because they were within the Cronbach’s alpha
range of 0.6 to 0.9, as suggested by Maree (2016).

3. RESULTS

Table 1 presents the descriptive statistics. The data
showed that the respondents agreed with organi-
zational culture (M =2.00, SD = 0.77) and organ-
izational citizenship items (M =2.00, SD = 0.69).
On the other hand, the data showed that the
respondents disagreed with job satisfaction
(M =3.00, SD=0.65) and recruitment and
selection (M = 3.00, SD = 0.83) items.

Before calculating mediation, certain assumptions
were checked, and the data on histogram showed
a bell shape. The line on the P-P plot points was
on the diagonal “from bottom left to right”, and
the correlations between the independent varia-
bles (i.e., job satisfaction and organizational cit-

Table 1. Mean, standard deviation, and correlation

izenship behavior) were above 0.7. None of the
variance inflation factors were above 10, and the
tolerance was less than 0.10 (Pallant, 2016). These
data suggested that the assumptions of normality,
linearity, and multicollinearity were not violated
(Tabachnick & Fiddel, 2014).

Table 2 presents the mediation results. The da-
ta showed that the first path, known as a’, had
an R-squared of 0.01, while F (1, 197) = 1.23
and p = 0.27. It can be interpreted that organ-
izational citizenship behavior explained 1% of
total variance of job satisfaction. HI was sup-
ported because the organizational citizenship
behavior significantly predicted organizational
culture (p = 0.19, p = 0.02). H2 was not support-
ed as it could be observed that organizational
citizenship behavior did not significantly pre-
dict job satisfaction ( = 0.07, p = 0.28). H3 was
not supported because job satisfaction was not
a significant predictor of organizational culture
(B =0.05, p=0.55). When job satisfaction and
organizational citizenship behavior were pre-
dictors of organizational culture, the R-squared
was 0.03, F(2, 196) = 3.39 and p = 0.04, meaning
that the combination of job satisfaction and or-
ganizational citizenship behavior explained 3%
of total variance of organizational culture. The
data also showed that the confidence interval
included zero (-0.01,0.27), suggesting that me-
diation did not take place.

. Standard | Organizational | Job i Organizational citizenship
Variable Mean : .. H H . . H .
. deviation culture : satisfaction behavior
Organizational culture 200 077 ol T
Jlobsatisfaction 300 065 B N S =S
Organizational citizenship behavior 2.00 0.69 0.18* 0.07 1
Note: * Correlation is significant at the 0.05 level (2-tailed).
Table 2. The data showing paths and constant
M (JS) : Y (0C)
. Pathand : . Standard . Pathand : . E
Antecedent i Coefficient : i Coefficient SE : p

i constant error i constant : :
I S) T e P2 005 0008 055
Lonstant ] 014 5007 ol 189 .....027 1000 .
k=001 R=0.03

F(1,197) = 1.23,p = 0.27

“F(2,196) = 3.39, p = 0.04

Note: OCB = organizational citizenship behavior, OC = organizational culture, JS = job satisfaction. a, b and ¢’ are paths on the

model, and i is the constant.

http://dx.doi.org/10.21511/ppm.18(2).2020.35
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4. DISCUSSION

One of the first specific objectives was to determine
how the respondents rated organizational culture
and its predictors. The mean score of the organiza-
tional culture items (M = 2.00, SD = 0.69) showed
a negative trend, suggesting that respondents
agreed that organizational politics and culture of
hostility were rife at the SOE. These data were con-
sistent with the study conducted by Maleka and
Rankhumise (2014) at another parastatal. The un-
intended consequences of workplace politics are
that employees who do not have the right skills are
appointed into managerial positions. Since they
do not have managerial competencies, they can-
not help the SOE achieve its objectives, and they
have adversarial relationships with subordinates
(Maleka, 2012). Drucker (as cited in Teasdale, 2002,
p. 195) opines that “culture eats strategy for break-
fast”. Previous research has shown that, when the
culture is hostile, employees do not come to work
(Magee et al., 2017; Sarafraz & Kia, 2015), and they
only do their jobs and do not work beyond the call
of duty (Garg & Ramjee, 2013). When such a cul-
ture is rife, there are no mentoring, coaching, and
development opportunities, as found by Booysen
(2007). To reverse these trends, managers at SOEs
should foster a culture of respect that rewards and
recognizes employees who go beyond call of duty
(Berber & Rofcanin, 2012; Kaur, 2013; Mahlangu,
2001; Spector, 1985). Furthermore, Van Rooij and
Fine (2018) posit that a positive culture that pro-
motes transparency, honesty, and responsibili-
ty should be inculcated or fostered by managers.
Research has found that managers who changed a
negative culture to one of respect and inspiration
were supported by their subordinates to achieve
strategic goals (Phale, 2008).

Similar to organizational culture, the mean
score for organizational citizenship behavior was
(M =2.00; SD = 0.69). This suggested that re-
spondents agreed with these statements. The pres-
ent study results showed that employees rated or-
ganizational citizenship behavior positively when
responding to the statements: “I volunteer to do
things I am not required to do” and “My attend-
ance at work is above the norm.” Bachrach, Powell,
Bendoly, and Richey (2005, p. 14) found that when
employees exhibited organizational citizenship
behavior, they worked independently and per-
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formed their tasks with aplomb. Such employees
did not abuse leave (Magee et al., 2017) and did
not resign (Ibukunoluwa, Anuoluwapo, & Agbude,
2015; Karam, Kuo, & Towson, 2008; Wong, 2017).

It was found that respondents rated job satisfac-
tion items negatively (M = 3.00, SD = 0.65). It can
be claimed that respondents disagreed with state-
ments such as: “My supervisor reviews my per-
formance with me” and “My immediate supervi-
sor articulates a compelling vision of the future.”
Previous research at another South African SOE
showed that managers who were insecure and
did not like to be challenged gave employees low
performance scores (Maleka, 2012). Cappelli and
Conyon (2017) and Idowu (2017) found that su-
pervisors who justified performance appraisal
scores enhanced employee satisfaction levels. The
results were not consistent with research by the
OECD (2014), which found that when supervisors
resolved employees’ complaints in the parastatal,
employees were satisfied.

To test mediation or indirect effects, the Hayes’
(2014) analysis was used. The results showed a
positive relationship between organizational citi-
zenship behavior and job satisfaction, but the re-
lationship was not significant (f = 0.07, p = 0.28).
Similarly, Mitonga-Monga, Flotman, and Cilliers
(2016) found a significant positive relationship be-
tween organizational citizenship behavior and job
satisfaction. In SOEs where such relationships are
significant, the organizations perform and reach
their strategic objectives (Wiedmer, 2011).

The indirect relationship between job satisfaction
and organizational culture was also tested. It was
also found that job satisfaction did not signifi-
cantly predict organizational culture (B =0.05,
p=0.55), but the relationship was positive.
Toumivaara (2015) also found a positive relation-
ship between job satisfaction and organizational
culture. Based on the results of the indirect effect,
it can be concluded mediation did not take place.
Since organizational citizenship behaviors and
job satisfaction only contributed 3% of hostile or-
ganization culture, it means 97% of other factors
not measured in this study might contribute to a
hostile culture. Research in the SOE established
that the other drivers of a bellicose culture are a
patronage relationship, abuse and ostracizing dili-
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gent and hardworking employees (Wiedmer, 2011),
micro-management (Dwivedi, Kaushik, & Luxmi,
2014) corruption, and undesirable treatment of
employees (Thomas, 2012).

Lastly, a direct, significant, and positive relation-
ship between organizational citizenship behav-
ior and organizational culture ( = 0.19, p = 0.02)
was established in this study. This finding was
surprising since the SOE’s organizational culture
was deemed bellicose, but the organizational citi-
zenship behavior items (i.e., coming to work and

Problems and Perspectives in Management, Volume 18, Issue 2, 2020

volunteering to do things not required to do) were
positive. Previous research has shown that, when
the culture is hostile, employees do not come to
work (Magee et al., 2017; Sarafraz & Kia, 2015), and
they only do their jobs and do not work beyond
the call of duty (Garg & Ramjee, 2013). However,
the findings agreed with the study conducted by
Allen, Barnard, Rush, and Russell (2000) and Saks
and Gruman (2011) who found that SOE employ-
ees went beyond call of duty because the culture
was not hostile, but it was based on principles of
respect and dignity.

CONCLUSION

The main purpose of the study was to explore organizational culture at the SOE. Notwithstanding the
limitations of this exploratory study on two predictors of organizational culture, the study has con-
tributed by indicating that organizational citizenship behavior is a predictor of organizational culture,
where such a relationship has not been fully established in the literature in the South African context.
Additionally, the study has contributed by finding that, even though the SOE’s organizational culture
was predominantly bellicose, employees volunteered to go beyond call of duty, and workplace attend-
ance was above the norm.

It can be concluded that a bellicose culture could be changed to a positive culture if SOE’s managers:

o created campaigns that will foster a culture of respect instead of a bellicose culture (i.e., hostility
and politics);

o continued encouraging and motivating employees to go beyond call of duty and not abuse the leave
system; and

o maintained a culture of conducting performance appraisals fairly and resolving employees’ com-
plaints speedily.

Unlike in this study, future researchers should have five respect and bellicose items, so that, when fac-
tors analysis is conducted, the two cultures are unidimensional and distinct. In the future, a similar
study should be conducted in other business units and SOEs, using larger representative samples. It is
recommended that in the future, research should focus on engagement as a mediator, and remuneration
and gender as predictors of job satisfaction. Previous SOE research has found that, in bellicose cultures,
gender pay disparities are immense (Maleka, 2012).

The limitations of the study were, firstly, that the study was conducted at only two business units of the
organization in one province. Secondly, the study was based on a cross-sectional design, which gave a
once-off snapshot picture of organizational culture at the SOE.

Despite these limitations, this study contributed to the body of knowledge in that it is one of the few that
were conducted at a South African SOE that explored whether job satisfaction mediated the relationship
between organizational citizenship behavior and organizational culture. This study contributes to the
body of knowledge by establishing a predictive path between organizational citizenship behavior and
organizational culture, which, according to the literature, is under-researched in the South African
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context. Although some of the study paths were not significant (refer to Table 2), this exploratory study
created a framework that managers can use to change a bellicose culture into a positive one. The study

used valid and reliable scales.
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