
www.ssoar.info

Corporate Culture and Public Relations
Korolko, Valentyn; Nekrasova, Oksana

Veröffentlichungsversion / Published Version
Sammelwerksbeitrag / collection article

Empfohlene Zitierung / Suggested Citation:
Korolko, V., & Nekrasova, O. (2009). Corporate Culture and Public Relations. In Y. Golovakha (Ed.), Ukrainian
Sociological Review 2006-2007 (pp. 105-122). Kiev: Institute of Sociology of the National Academy of Sciences of
Ukraine. https://nbn-resolving.org/urn:nbn:de:0168-ssoar-106630

Nutzungsbedingungen:
Dieser Text wird unter einer Deposit-Lizenz (Keine
Weiterverbreitung - keine Bearbeitung) zur Verfügung gestellt.
Gewährt wird ein nicht exklusives, nicht übertragbares,
persönliches und beschränktes Recht auf Nutzung dieses
Dokuments. Dieses Dokument ist ausschließlich für
den persönlichen, nicht-kommerziellen Gebrauch bestimmt.
Auf sämtlichen Kopien dieses Dokuments müssen alle
Urheberrechtshinweise und sonstigen Hinweise auf gesetzlichen
Schutz beibehalten werden. Sie dürfen dieses Dokument
nicht in irgendeiner Weise abändern, noch dürfen Sie
dieses Dokument für öffentliche oder kommerzielle Zwecke
vervielfältigen, öffentlich ausstellen, aufführen, vertreiben oder
anderweitig nutzen.
Mit der Verwendung dieses Dokuments erkennen Sie die
Nutzungsbedingungen an.

Terms of use:
This document is made available under Deposit Licence (No
Redistribution - no modifications). We grant a non-exclusive, non-
transferable, individual and limited right to using this document.
This document is solely intended for your personal, non-
commercial use. All of the copies of this documents must retain
all copyright information and other information regarding legal
protection. You are not allowed to alter this document in any
way, to copy it for public or commercial purposes, to exhibit the
document in public, to perform, distribute or otherwise use the
document in public.
By using this particular document, you accept the above-stated
conditions of use.

http://www.ssoar.info
https://nbn-resolving.org/urn:nbn:de:0168-ssoar-106630


Valentyn Korolko, Oksana Nekrasova

Cor po rate Cul ture and Pub lic Re la tions

VALENTYN KOROLKO,
Doc tor of Sci ences in Phi los o phy, Pro fes sor, Head of Pub lic Re la tions
The ory and Meth ods Chair of the Uni ver sity of “Kyiv-Mohyla Acad emy”,
Lead ing Re search Fel low of the In sti tute of So ci ol ogy, NAS of Ukraine

OKSANA NEKRASOVA, 
Can di date of Sci ences in His tory, Do cent of Pub lic Re la tions The ory and
Meth ods Chair of the Uni ver sity of “Kyiv-Mohyla Academy”

Cor po rate Cul ture and Pub lic Re la tions*

Ab stract

An a lyz ing Amer i can pub li ca tions deal ing with the con cept of ex cel lent
pub lic re la tions, the au thors trace the de vel op ment of or ga ni za tional
cul ture and its con nec tion with so ci etal cul ture, as well as an a lyze the o -
ret i cal and meth od olog i cal is sues of cor po rate cul ture and its im pact on
pub lic re la tions in an or ga ni za tion. Spe cial at ten tion is paid to some
ways in which pro fes sional PR de part ments can be come the source of
pro gres sive coun ter cul tures in side the or ga ni za tion ca pa ble of chang -
ing a pre vail ing cul ture in the or ga ni za tion to make it more ex cel lent.

The study of cul ture phe nom e non has a long tra di tion. But lat terly in -
ter est to the cul ture con cept has ac quired a more prag matic trend. 

First, the cul ture con cept has be gun stud ied as a key vari able that af -
fects or ga ni za tional pro cesses. Ac a de mi cians started to use the con cept
in their at tempt to study the many fac ets of or ga ni za tions go ing be yond
their reg u lar eco nomic func tions. The need for get ting a cul tural per -
spec tive of or ga ni za tions was felt to be es sen tial when tra di tional the o -
ries such as con tin gency the ory failed to re solve more profound or ga ni za -
tional problems.
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Sec ond, the fac tor that acted as a cat a lyst in has ten ing re search ers to
view or ga ni za tions as cul tural en ti ties was an even tual shift in the bal an -
ce of lead ing global econ omy “play ers”. Spe cif i cally the swift rise of Ja pan
as an eco nomic power spawned in ter est to unique ness of its man a ge ment
style.

Third, the mush room ing of mul ti na tional and trans na tional cor po ra -
tions has in duced man ag ers to see them selves as mem bers of global
econ omy and spurred at ten tion to busi ness func tion ing in multi cul -
tural en vi ron ment and, in turn, raised in ter est in the con cept of or ga ni -
za tional cul ture. 

But it is nec es sary to men tion that at tempts to iden tify dif fer ent types
of busi ness cul tures in or ga ni za tions were made mainly through a com bi -
na tion of lim ited di men sions. Con cen trat ing at ten tion on the main fac -
tors de ter min ing or ga ni za tional pro cesses — both in ter nal and ex ter nal
to an or ga ni za tion — the re search ers made only sep a rate un co or di nated
ef forts to find a con cep tual link be tween or ga ni za tional cul ture and prac -
tice of pub lic re la tions, which have a con sid er able ef fect on de vel op ment
of this or that type of cor po rate cul ture. Among these stud ies it is nec es -
sary to men tion an at tempt of the Amer i can scholar James E. Grunig and
his col leagues to sys tem atize fac tors in flu enc ing the choice of a model of
pub lic re la tions made by an or ga ni za tion (see Fig.1 be low) [1]. 

This fig ure shows that Grunig con cen trates his at ten tion on con cep -
tual links be tween cul ture, pub lic re la tions and other or ga ni za tional
pro cesses that af fect pub lic re la tions. The or ga ni za tion ex ists in so cial
en vi ron ment and has an in ter de pen dent re la tion ship with el e ments of
the en vi ron ment whose goals and in ter ests are of ten in con sis tent with
those of the or ga ni za tion. Ex pressed in terms of sys tems anal y sis, this
means that the en vi ron ment sup plies in puts to an or ga ni za tion (by pro -
vid ing raw ma te ri als for pro duc tion, la bor force, etc.) and pro vides de -
mand for out puts that are vi tal both for en vi ron ment and for sus tain ing
the or ga ni za tion.

Such a sym bi otic in ter de pen dence be tween the en vi ron ment and the
or ga ni za tion is not al ways sim ple and clearly de fined. For ex am ple, such
el e ments in the en vi ron ment as po lit i cal par ties, spe cial in ter est groups
and so on could cause the im po si tion of po lit i cal or gov ern men tal reg u la -
tions that re strict or ga ni za tional pro cesses and con strain or ga ni za -
tional au ton omy. As for pub lic re la tions prac ti tio ners, they as bound ary
span ners have one foot in the or ga ni za tion and the other in the en vi ron -
ment, con stantly in ter act ing with con stit u en cies within and out side the
or ga ni za tion. They, there fore, play a cru cial role in man ag ing an or ga ni -
za tion’s in ter de pen dence with its en vi ron ment.

106 Ukrai nian So cio log i cal Re view, 2006–2007

Valentyn Korolko, Oksana Nekrasova



Fig.1. Fac tors in flu enc ing the choice of a model of pub lic re la tions

How ever, pub lic re la tions prac ti tio ners are sel dom free from or ga ni -
za tional con straints when they deal with ex ter nal con stit u en cies. The
power hold ers in an or ga ni za tion, the CEO and the key man ag ers in a
dom i nant co ali tion scan the en vi ron ment for stra te gic publics that pro -
vide threats or op por tu ni ties for an or ga ni za tion. Ide ally, they would
scan the en vi ron ment and com mu ni cate with cru cial yet vari ant con stit -
u en cies in the en vi ron ment through pub lic re la tions prac ti tio ners.

The na ture of that com mu ni ca tion de pends on the model of pub lic re -
la tions cho sen by the or ga ni za tion power hold ers. The cho sen model is a
prod uct of choices made by the dom i nant co ali tion un der in flu ence of a
num ber of cir cum stances: (a) the or ga ni za tion’s schema for pub lic re la -
tions (its con cep tual un der stand ing of pub lic re la tions); (b) the po ten tial
of the pub lic re la tions de part ment to prac tice dif fer ent PR mod els; (c) the 
ex ist ing cul ture of the or ga ni za tion. Cor po rate cul ture thus in flu ences
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pub lic re la tions by pro vid ing a broad base of worldview, mean ing and
val ues that af fect all de ci sions in the or ga ni za tion — in clud ing the
choice of a model of pub lic re la tions and the de vel op ment of a schema
that de fines pub lic re la tions and its pur pose.

Pub lic re la tions prac ti tio ners have the great est im pact on de ci sions
made about pub lic re la tions when some of them are in cluded in the or -
ga ni za tion’s dom i nant co ali tion. If a pub lic re la tions prac ti tio ners are
not part of the dom i nant co ali tion, which is fre quently the case, pub lic
re la tions prac ti tio ners func tion more in the im ple men ta tion of de ci sions 
about pub lic re la tions than in their for mu la tion. Cor po rate cul ture also
has in di rect ef fects on pub lic re la tions: cor po rate cul ture is af fected by
the power hold ers in the dom i nant co ali tion, and it af fects which key PR
managers gain enough power to be in the dominant coalition.

Fi nally, pub lic re la tions can af fect cor po rate cul ture in ad di tion to
cor po rate cul ture af fect ing pub lic re la tions. In par tic u lar, in ter nal com -
mu ni ca tion af fects or ga ni za tional cul ture and, in turn, is af fected by it.
Ex ter nally, both pub lic re la tions prac ti tio ners and power hold ers must
know the pre vail ing cul ture or sub cul tures in the or ga ni za tion’s so cial
en vi ron ment so that they can make ap pro pri ate stra te gic choices of con -
stit u en cies, as well as com mu ni ca tion strat e gies for in ter act ing with
these key con stit u en cies. Such an un der stand ing also will help them
im prove their ca pa bil i ties for com mu ni cat ing suc cess fully across cul -
tural bound aries.

From Cul ture as a Whole to Cor po rate Cul ture

The term “cul ture” till now does not have a unan i mously ac cepted def i -
ni tion in the field of so cial sci ence, an thro pol ogy in clud ing. There are nu -
mer ous in ter pre ta tions what the term means and what it en com passes.
True, E. Tylor’s def i ni tion of the cul ture con cept [2] is ac knowl edged by
most as the first com pre hen sive def i ni tion of the term. Ñ. Kluckhohn, a
noted an thro pol o gist, also at tempted to de fine cul ture. He con sid ered
that “cul ture con sists in pat terned ways of think ing, feel ing and re act ing,
ac quired and trans mit ted mainly by sym bols, con sti tut ing the dis tinc tive
achieve ments of hu man groups, in clud ing their em bodi ments in ar ti -
facts; the es sen tial core of cul ture con sists of tra di tional (i.e. his tor i cally
de rived and se lected) ideas and es pe cially their at tached val ues” [3, p. 86].

Par tic u larly val ues are most of ten con sid ered as the build ing blocks
of cul ture. G. Hofstede, for ex am ple, saw cul ture as a “sys tem of val ues”,
elab o rat ing that this sys tem is “the col lec tive pro gram ming of the mind,
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which dis tin guishes the mem bers of one hu man group from an other” [4,
p. 25]. But at the same time he con ceded that his def i ni tion was not com -
pre hen sive and that it cov ered only what could be measured. 

It should be noted that cul ture is viewed uni ver sally as a con struct
that re duces am bi gu ity and fa cil i tates in ter ac tion in so cial set tings.
Peo ple of ten be come un con scious of the ex is tence of cul tural idio sync -
racies, tak ing them for granted. Cru cial el e ments of cul ture, la tently em -
bed ded in in di vid u als and groups, are pro jected in the form of shared
meanings or symbols [see 5].

So, we could say that cul ture con cept is still di versely de fined. But
com plex ity and se man tic con fu sion are bound to mul ti ply when this
con cept is com pounded with the con cept of or ga ni za tion. To prove it, we
could re fer to at tempts of a num ber of the Amer i can schol ars to de fine
or ga ni za tional cul ture and to explain its content. 

For ex am ple, con sid er ing con cept of cor po rate cul ture as “the set of
dom i nant val ues es poused by an or ga ni za tion”, T. Deal and A. Ken nedy
pos ited that these “core val ues” de ter mine ev ery thing, from “what prod -
ucts get man u fac tured” and to “how work ers are treated” [6, p. 31]. T. Pe -
ters and R. Water man, on the con trary, pro posed very nar row ap proach
and saw cor po rate cul ture as the set of val ues, which help “in uni fy ing
the so cial di men sions of the or ga ni za tion” that fa cil i tate fi nan cial sta bil -
ity [7, p. 106]. Some au thors in the course of their anal y sis of var i ous cor -
po rate cul tures from the point of cor po rate ex cel lence pos ited it does not
re sult from or ga ni za tional struc ture alone. They even pre scribed what
they called the “7-S Frame work”, con sist ing of seven vari ables each
start ing with the let ter S (Sys tem, Strat egy, Struc ture, Style, Staff, Skill,
and Shared Val ues), as their for mula for or ga ni za tional success. “Sha -
red Values” was accorded pivotal place in their framework [7, p. 10].

There are at tempts where or ga ni za tional cul ture has been re ferred to
the “rules of the game” that new com ers must learn in or der to be come an
ac cepted mem bers of the or ga ni za tion. Hence cor po rate cul ture is seen
some times as “the shared un der stand ing of an or ga ni za tion’s em ploy -
ees — how we do things around here” [8, p. 29], some times it ad dressed
as the syn the sis of “ba sic as sump tions” that mem bers of an or ga ni za -
tion share. For ex am ple, E. Schein saw ba sic as sump tions as “learned”
re sponses to a group’s prob lems of sur vival in its ex ter nal en vi ron ment
and prob lems of in ter nal in te gra tion. These be liefs op er ate un con -
scious ly and help mem bers de fine their view of the or ga ni za tion and its
re la tion ship with en vi ron ment. These be liefs come to be taken for grant -
ed be cause they solve prob lems re peat edly and re li ably, So, cor po rate
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cul ture, a learned prod uct of such group ex pe ri ences, evolves only when
there is a definable group with a significant history [9, p. 3]. 

At the same time there is a group of schol ars who con sider or ga ni za -
tional cul ture as the “phi los o phy” that guides an or ga ni za tion’s pol icy to -
ward em ploy ees and cus tom ers. For ex am ple, these schol ars con tend that 
these phi los o phies would be passed on and ce mented over gen er a tions as
a re sult of long time mem ber ship [10]. One can also hear an opin ion that
or ga ni za tional cul ture is a sys tem of mean ings, which should be in ves ti -
gated from semiotic point of view — the in ves ti ga tion of the use of signs
that al low in ter pret ing com mu ni ca tion — as an ap proach in iden ti fy ing
and an a lyz ing cul tures in or ga ni za tions [11]. Some schol ars an a lyz ing or -
ga ni za tional sto ries as an in te gral com po nent of the cor po rate cul ture
come to un der stand ing of the cor po rate cul ture as an in sti tu tion [12].

Spe cial un der stand ing of the cor po rate cul ture was pro posed by
Amer i can au thors A. Wilkins and W. Ouchi [13]. Giv ing the anal ogy to
such so cial in sti tu tion as clan (fam ily), they pos ited that only un der cer -
tain cir cum stances cor po rate cul ture does im prove or ga ni za tional ef fi -
ciency. The au thors spec i fied key con di tions that en cour age the de vel op -
ment of “thick” so cial un der stand ings unique to each or ga ni za tion,
which in turn lead to the for ma tion of clans. They placed long his tory
and sta ble mem ber ship as ob served in Jap a nese firms at the top of their
list. A lon ger mem ber ship fa cil i tates shar ing of the cor po rate rit u als,
myths and sto ries that are cru cially vi tal to the ex is tence of a strong or -
ga ni za tional cul ture of a clan type. Older mem bers can share el e ments
of cor po rate cul ture with newer em ploy ees and keep the flow of “cul ture
learn ing” pe ren nial, sim i lar to the ac cul tur a tion.

An other pre req ui site the au thors pro posed for the for ma tion of a clan
is an in ter ac tion among mem bers, which fa cil i tates uni fi ca tion of the
worldview. Giv ing the anal ogy of the first gen er a tion im mi grant par ents
who try to in fuse their “home” cul tures to their young chil dren who are
in un dated with al ter na tive way of liv ing, Wilkins and Ouchi pre sented a
key con di tion for birth and sub sis tence of a clan: the ab sence of in sti tu -
tional al ter na tives. They came to the con clu sion that or ga ni za tional cul -
ture is more likely to de velop when con flict ing social institutions are
either missing or discredited. 

Kinds of Cor po rate Cul ture

Schol ars try to dif fer en ti ate var i ous kinds of cor po rate cul ture us ing
dis tinc tions be tween sub jec tive and ob jec tive cul tures within or ga ni za -
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tions. A. Buono, J. Bowditch and J. Lewis, for ex am ple, saw sub jec tive
cul ture as a “shared pat tern of be liefs, as sump tions, and ex pec ta tions
held by or ga ni za tional mem bers and the group’s char ac ter is tic way of
per ceiv ing the or ga ni za tion’s en vi ron ment and its norms” [14, p. 480].
Ob jec tive cul ture, as the au thors pos ited, con sists of such or ga ni za -
tional ar ti facts as phys i cal set tings, of fice de cor, and ex ec u tive priv i -
leges. The au thors con tended that the dis cern ing eye could draw many
in fer ences merely by observing an organization’s objective phenomena
and processes.

J. Mar tin and C. Siehl who viewed or ga ni za tional cul ture as a very
com p lex and mul ti fac eted phe nom e non com pris ing sub cul tures and
coun ter cul tures, as sert that the same or ga ni za tions may have a num ber
of cul tures, one of which is the dom i nant cul ture and others — sub cul -
tures.

The dom i nant cul ture con sists of core val ues shared by a ma jor ity of
the or ga ni za tion’s mem bers. In ad di tion, the au thors con trived at least
three types of sub cul tures: en hanc ing, or thogo nal, and counter cul tural. 

The en hanc ing sub cul ture ex ists in an “or ga ni za tional en clave” and
ad vo cates loy alty to the core val ues or the dom i nant cul ture of the or ga -
ni za tion. 

The or thogo nal sub cul ture em bod ies mem bers who, while be ing def er -
ent to the core val ues, also nur ture a sep a rate nonconflicting value sys -
tem unique to their sub group. Fi nally, coun ter cul ture, as the name sug -
gests, runs con verse to some or all sig nif i cant val ues of the dom i nant
cul ture. Or ga ni za tional cul ture and coun ter cul ture ex ist si mul ta neous -
ly as an “uneasy symbiosis”.

Coun ter cul tures are most likely to arise in a dis tinctly cen tral ized or -
ga ni za tion that has per mit ted sig nif i cant de cen tral iza tion in a few of its
seg ments, which are gen er ally char ac ter ized by a struc tural bound ary
and a char is matic leader. It is im por tant to note here that coun ter cul -
tures need not al ways be coun ter pro duc tive. Mar tin and Siehl, for ex am -
ple, con sider that coun ter cul tures per form “some use ful func tions for
the dom i nant cul ture, such as ar tic u lat ing the foun da tions be tween ap -
pro pri ate and in ap pro pri ate be hav ior and pro vid ing a safe ha ven for the
de vel op ment of in no va tive ideas” [15, p. 52].

Al though the con cept of a dis tinc tive or ga ni za tional sub cul ture
within a larger so ci etal cul ture pre vails in most cur rent lit er a ture re lated 
to or ga ni za tional cul ture, dif fer ences in opin ions are also pres ent.
A. Wil kins and W. Ouchi, for ex am ple, ob served that the cul tures of some 
or ga ni za tions are con sid er ably less unique than oth ers. These au thors
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also ar gued that be cause the com mu ni ties that an thro pol o gists study
dif fer pro foundly from or ga ni za tional set tings, the two should not be
seen as be ing anal o gous. Wilkins and Ouchi ar gued that so ci etal cul ture 
is ac quired grad u ally through in ti mate con tact, a sit u a tion not eas ily
rep li cated in most or ga ni za tions. E. Schein, in his turn, as serts that the
“strength” of cul ture in an or ga ni za tion is de pend ent on the “ho mo ge ne -
ity and sta bil ity” of group membership and the “length and intensity” of
shared experiences of the group [9, p. 7]. 

De spite the dif fer ences in opin ions, all re search ers agree that so ci etal 
cul ture does have an im pact on or ga ni za tional cul ture but these cul -
tures could not al ways be viewed as parallel. 

Role of Or ga ni za tional Cul ture

Rais ing ef fec tive ness of or ga ni za tion is the ul ti mate aim of any man -
ager. To help man ag ers ful fill this ob jec tive, or ga ni za tional the o rists have 
pro posed many meth ods and ap proaches in clud ing sci en tific man age -
ment, or ga ni za tional struc ture and cor po rate strat egy. Al though at var i -
ous times these prop o si tions had looked sound, man ag ers of or ga ni za -
tions shortly af ter found them to be in ad e quate and looked for other ap -
proaches for their suc cess. Among them a con cept of or ga ni za tional cul -
ture is the most at trac tive. Or ga ni za tional cul ture, de spite its com pli -
cacy and elu sive ness, yet, in the man ager’s opin ion, ex erts the most per -
va sive in flu ence on or ga ni za tional ef fec tive ness. Ac cord ing to L. Smir -
cich, un der stand ing and man ag ing cor po rate cul ture may be a key to
man ag ing an ef fec tive or ga ni za tion [16].

Just as cul ture is the cen tral fac tor that in flu ences the way peo ple in a 
so ci ety be have, so cul tures spe cific to an or ga ni za tion seem to evolve
over time and in flu ence the way in which in di vid u als in the or ga ni za tion
in ter act and re act to the chal lenges posed by the en vi ron ment. This
makes it vi tal for prac ti tio ners to un der stand their or ga ni za tional cul -
ture. T. Deal and A. Ken nedy un der scored the im por tance of com pre -
hend ing or ga ni za tional cul ture by af firm ing that cor po ra tions have “val -
ues and be liefs to pass along — not just prod ucts. They have sto ries to
tell — not just prof its to make” [6, p. 15]. Or ga ni za tions with strong cul -
tures have pre ce dents that em ploy ees use as ref er ents when they act in a
given sit u a tion or at tempt to solve prob lems. In weak cul tures that do
not re cord or ga ni za tional pre ce dents time is wasted in de ter min ing ap -
pro pri ate re sponses to chal lenges. So, ef fi ciency dras ti cally falls. In a
study of sev eral cor po ra tions, Deal and Ken nedy found that em ploy ees
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of or ga ni za tions with stronger cultures feel secure about what they are
doing and, therefore, try harder to do it.

Stress ing the sig nif i cance of cor po rate cul ture, N. Tichy uses the
anal ogy of a rope to do this, re fer ring to an or ga ni za tion as “the stra te gic
rope” with three in ter twined strands. These three strands cor re spond to
three key el e ments or en vi ron ments of an or ga ni za tion — tech ni cal, po -
lit i cal, and cul tural. Just as the in di vid ual strands of a rope are not dis -
cern ible from a dis tance, so a ca sual ob server is most likely to miss the
ten u ous dis tinc tions among the three cor re spond ing com po nents of or -
ga ni za tions. And, just as each ma jor strand in a rope is made up of many
substrands, so each or ga ni za tional en vi ron ment has many sub sys tems
or sub cul tures. The au thor ar gued that just as the sep a ra tion of strands
weak ens a rope, so an or ga ni za tion with clash ing sub cul tures be comes
highly vul ner a ble. The task of stra te gic man ag ers is to main tain har -
mony among these three sub cul tures in or der to pre vent threats from a
tur bu lent en vi ron ment. Therefore, the author argued, it is important to
know and understand corporate culture [17].

E. Schein, for ex am ple, lists three rea sons for study ing cul ture in or -
ga ni za tions. First, or ga ni za tional cul ture is highly “vis i ble” and has an
im pact on a so ci ety, oc cu pa tion or or ga ni za tion. Sec ond, by un der stand -
ing cul ture one can eval u ate or ga ni za tional per for mance and gain
know l edge of how peo ple in it be have and per ceive the or ga ni za tion. Fi -
nally, know ing the na ture and di men sions of the con cept of or ga ni za -
tional cul ture fa cil i tates the for mu la tion of a “com mon frame of ref er -
ence”, which is vi tal for an a lyz ing the no tion of the or ga ni za tional cul -
ture it self. The au thor con tends that the con cept of or ga ni za tional cul -
ture has been of ten mis in ter preted be cause of at tempts to equate it with
such terms as “in ner-or ga ni za tional cli mate”, “or ga ni za tional phi los o -
phy”, “ide ol ogy”, “style”, or “how peo ple are man aged”, though these
mean ings are not the es sence of the no tion of or ga ni za tional cul ture. He
em pha sizes that the no tion of cor po rate cul ture per mits to pen e trate in
“the deeper level of ba sic as sump tions and be liefs that are shared by
mem bers of an or ga ni za tion, that op er ate unconsciously, and that de -
fine in a basic taken-for-granted fashion an organization’s view of itself
and its environment” [18, p. 6].

Com mon as sump tions shared by mem bers of an or ga ni za tion serve
as a “nor ma tive glue” for their uni fi ca tion but or ga ni za tions must an a -
lyze and de ter mine what norms and val ues mem bers should share and,
more crit i cally, what groups within the or ga ni za tional sys tem should
share which val ues. V. Sathe, for ex am ple, as serts that such el e ments of
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cul ture as shared be liefs fa cil i tate and econ o mize com mu ni ca tions and
shared val ues in duce higher lev els of par tic i pa tion and ded i ca tion. How -
ever, it be comes a li a bil ity when these be liefs are not con so nant with the
needs of the or ga ni za tion, its mem bers and its con stit u en cies. Hav ing
ex am ined five ba sic or ga ni za tional pro cesses — com mu ni ca tion, co op -
er a tion, com mit ment, de ci sion mak ing, and im ple men ta tion — Sathe
con cluded that a better un der stand ing of organizational culture is a key
to understanding and proper handling of managerial situations [19].

Since cul ture con strains or ga ni za tional strat egy, top man age ment
must an a lyze its own cul ture and learn to man age within bound aries of
or ga ni za tion or, if nec es sary, change its cul tural at ti tudes. The au thors
ar gued that here we need to un der stand the mul ti di men sional na ture of
or ga ni za tions — the macro and the mi cro, or ga ni za tional and in di vid -
ual, con ser va tive and dy namic — lead ing us to per ceive the “ma chine-
 like, or gan ism-like, and culture-like aspects” of organizations. 

Thus, al though dif fer ent schol ars have used dif fer ent ap proaches
they are united in the im por tance they at tach to the sig nif i cant im pact
that cor po rate cul ture has on or ga ni za tional processes.

When is Cor po rate Cul ture Most Ap par ent?

As a rule, scru ti nized at ten tion is paid to the three ba sic sit u a tions
when cor po rate cul ture be comes most ap par ent. First, when em ploy ees
join or ga ni za tion, change their roles af ter trans fer or pro mo tion. Sec -
ond, when sub cul tures con flict among them selves or as sign ste reo typ i -
cal char ac ter is tics (cliche) to one an other. Third, when a top man age -
ment makes and ex e cutes key de ci sions about com pany stra te gic di rec -
tion. 

In the first sit u a tion, when new em ploy ees are in fused into an or ga ni -
za tion, they are very re cep tive to learn ing the ropes (rules of the game) of
the or ga ni za tion. Try ing to un der stand what is ex pected from them, new
em ploy ees are keen to know such fac tors as po ten tial re wards for ex cel -
ling in their work, the po ten tial for ris ing in or ga ni za tional hi er ar chy,
discipline procedures, etc. 

Ac cul tur ated em ploy ees, on the other hand, re spond to new em ploy -
ees in a va ri ety of ways. Some tell sto ries and of fer ad vice on “proper” be -
hav ior, whereas oth ers may rid i cule, lec ture or shun these new en trants.
An a lyz ing such a sit u a tion, A. Wilkins cau tioned an or ga ni za tion’s ad -
min is tra tion to be wary about the “of fi cial pro nounce ments to new com -
ers”. It is nec es sary to note that new em ploy ees learn more by lis ten ing to 
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the sto ries they hear and the ex pe ri ences they en coun ter. Learn ing the
pe cu liar i ties of the or ga ni za tion’s cor po rate cul ture, new employees,
then, become a part of the community [20]. 

As for the sec ond sit u a tion — or ga ni za tional sub cul tures con flict — it 
is nec es sary to re call ear lier men tioned Mar tin and Siehl who cau tioned
that coun ter cul tures some times can be help ful, as well as Wilkins’s ac -
cen tu a tion that while de ter min ing an or ga ni za tion’s cul ture spe cial at -
ten tion should be paid to the con flict be tween sub cul tures: “The con flict
be tween cul tures pro vides a clear pic ture of the dom i nant sub cul ture (A)
be cause sub cul ture B ad her ents are much more aware of dif fer ences
than are those of sub cul ture A. As a mi nor ity group, they feel as if they
are sort of mu tual pro tec tion so ci ety that must as sert its dif fer ences
with the ma jor ity clearly and de fend its mem bers from be ing over whelm -
ed. Fur ther, each group seems to char ac ter ize the other as rep re sent ing
the dark side of its own most cher ished val ues. Thus, one group’s de -
scrip tions of the other and their con flicts can produce rich information
about the culture and its subcultures” [15, p. 35].

Fi nally, the third sit u a tion is con nected with top man age ment de ci -
sions. Wilkins iden ti fied the be hav ior of top man age ment as an in di ca tor 
of or ga ni za tional cul ture. Be cause these se nior de ci sion mak ers con trol
such de sired re wards as pro mo tions, bud get al lo ca tions and work as -
sign ments, they are in a po si tion to es pouse their value sys tems on the
em ploy ees, at least within the con fines of the or ga ni za tion. The au thor
iden ti fied two ways by which top man age ment could as sert its as sump -
tion on the or ga ni za tion: (1) through their per sonal be hav ior, seen in ac -
tions such as what they say, whom they re ward and what kinds of ac -
tions they en cour age, and (2) through the for mal chan nels they cre ate
sys tems of in cen tives, re port ing mech a nisms, and eval u a tion pro grams. 
Here with Wilkins suggested a “culture audit” as a tool for consensus and 
managing organizations.

A. Buono and his co au thors em pha sized that cor po rate cul ture plays
a crit i cal role in case when or ga ni za tions merge. Based on a study of cul -
ture be fore and af ter the merger of two mu tual sav ings banks, the au -
thors ar gued that in ad di tion to dif fer ences in or ga ni za tional cul ture
that ex ist be tween in dus tries, or ga ni za tions de velop dis tinct cul tures
even within the same in dus try. In par tic u lar, they stud ied the per plex ity
of the em ploy ees not only be fore and dur ing the merger but also its ac -
cen tu a tion af ter the merger when the new en tity sought to es tab lish its
own cul ture. They fur ther stud ied the two me dium-size sav ings banks
be fore and af ter merger also to un der stand the in flu ence of or ga ni za -
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tional cul ture on such as pects as job sat is fac tion, in di vid ual be hav ior
and the pro cess un der ly ing or ga ni za tional merg ers. The au thors con -
cluded that al though cul ture change and ad ap ta tion dur ing merg ers is
dif fi cult and of ten re sisted, em ploy ees even tu ally will sup port the
change if they can un der stand the need for it [14, p. 497]. Cru cial role in
fa cil i tat ing this un der stand ing and gar ner ing sup port for employees
belongs to the top management who should clearly identify issues
appeared in organizational culture. 

Man ag ing Or ga ni za tional Cul ture 

Can man ag ers tai lor cor po rate cul ture at their will? It is a ques tion
still widely de bated. Dif fer ent ap proaches to this mat ter are rep re sented
by “prag ma tist” and “pur ist” schools of thought. If cul tural “prag ma -
tists” an swer “yes”, “pur ists” find it as i nine to talk of chang ing or man ag -
ing culture. 

View ing cul ture as a key to pro duc tiv ity and prof it abil ity, the prag ma -
tists ar gue that cul ture in or ga ni za tions can be molded to suit goals. The
pur ists, on the con trary, find it un eth i cal to view the con cept in terms of
dol lars and cents. For pur ists (J. Mar tin, S. Sitkin, and M. Boehm) cul -
ture de vel ops, not with con scious ef forts of the top man age ment but un -
der in flu ence of the ma jor ity of mem bers in an or ga ni za tion. They con -
tended that the goals of the CEO or the dom i nant co ali tion are of ten in -
con gru ent with those on lower rungs of the hi er ar chi cal lad der [21].

It is nec es sary to note that a spec trum of ideas and a num ber of “prag -
ma tists” con sid er ably ex ceed “pur ists”. Their in cli na tion to ei ther po si -
tion seems to be de ter mined by how they con cep tu al ize cul ture — as an
epitomy of deeply rooted un con scious be liefs or a man i fes ta tion of more
trite char ac ter is tics such as re ward structures or dress codes, etc.

But, al though many agree with “pur ists” po si tion on the cre ation of
cul tures, es pe cially with their eth i cal po si tion, they feel that cul tures
can be changed and molded to suit or ga ni za tional goals.

For ex am ple, an ex ten sive study of Amer i can and Jap a nese cor po ra -
tions con ducted by W. Ouchi led him to the con clu sion that Amer i can or -
ga ni za tions are prone to have “au thor i tar ian” cul tures where de ci sions
are made at the top of the or ga ni za tional hi er ar chy. He called these or ga -
ni za tions as Type A. His study of sim i lar com pa nies in Ja pan re vealed
that Jap a nese or ga ni za tions prac tice con sen sual par tic i pa tion get ting
in put from all lev els of the or ga ni za tional hi er ar chy lead ing to in ter nal
de moc ra ti za tion. He called or ga ni za tions with these cul tures as Type
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J. Ouchi con cludes that em ployee par tic i pa tion in man age ment is a
prin ci pal key to or ga ni za tional suc cess. He pro poses a step-by-step for -
mula for turn ing Type A organizations to Type Z (American corporations
with Type J characteristics) [10].

C. Siehl, an Amer i can scholar, tried to an a lyze how the cor po rate cul -
ture of an or ga ni za tion changes when its founder re signs and is re placed 
by a new CEO who has a value sys tem quite dif fer ent from that of the val -
ues of the out go ing CEO. She found that her anal y sis did not ex plain,
with any de gree of cer tainty, whether cul ture could be man aged. Her
study did sug gest, how ever, that dur ing tran si tion time the ex pres sion of
cul tural val ues pos si bly could be man aged [22, p. 139]. Al though some
schol ars view man ag ing cul ture and chang ing cul ture as di verse phe -
nom ena, C. Siehl views them as synonymous.

If come back to anal y ses of Deal and Ken nedy who the same as Mar tin 
can be cat e go rized as prag ma tists, we can see they be lieved that cor po -
rate cul ture can be changed [6]. Not ing that even strong cul tures may
some times find them selves in “poor align ment” with a chang ing en vi ron -
ment, they listed sit u a tions in which man ag ers should take care of de -
vel op ment, i.e. con sider the change in management of culture. 

First, man ag ers must se ri ously con tem plate man age ment of cul ture
when an in dus try with tra di tional val ues finds it self in an en vi ron ment
that is un der go ing fun da men tal changes (as it hap pened with the Amer i -
can car in dus try un der pres sure of Japanese corporations).

Sec ond, man ag ers must con sider strat e gies for cul tural change
when their in dus try is highly com pet i tive and the en vi ron ment changes
quickly. Deal and Ken nedy ar gue that com pa nies, which build cul tures
ca pa ble of re spond ing to changes in cus tomer needs will be highly suc -
cess ful, or to say it an other way, “build ing a re spon sive and adap tive cul -
ture may be the only way to in sti tu tion al ize a real capability to adapt”.

The third sit u a tion war rant ing cul ture man age ment has to do with
self-as sess ment of cor po rate per for mance. When the com pany is “me di -
o cre or worse” and go ing down hill, man ag ers must seek so lu tions
through management of culture.

But Deal and Ken nedy did not ad vo cate man age ment of cul ture only
dur ing times of poor or ga ni za tional per for mance. Their fourth and fifth
sit u a tions in which man ag ers should con tem plate man age ment of cul -
ture se ri ously are: when a cor po ra tion is on the verge of ex pan sion and
when a com pany finds itself growing rapidly. 

Of course, sit u a tions listed by Deal and Ken nedy are not ex haus tive.
But un doubt edly rel e vant is a need in change and per ma nent per fec tion
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of cor po rate cul ture. Of course, it is the most dif fi cult task fac ing
 manage ment. 

Com mu ni ca tion and Or ga ni za tional Cul ture

An ob jec tive pre req ui site to con cep tu al iz ing a link be tween pub lic re -
la tions and or ga ni za tional cul ture is the link of or ga ni za tional cul ture
with com mu ni ca tion. A com mu ni ca tion ap proach to or ga ni za tional cul -
ture views or ga ni za tional com mu ni ca tion as a cul tural per for mance.
Or ga ni za tions are viewed as the aters in which mem bers per form var i ous 
roles based on the situation, their statuses and responsibilities. 

For ex am ple, the CEO treats the sec re tary in the same way as the gen -
eral man ager po litely but both play ers know their places in the strat i fied
re la tion ship. Al though the no tion of “or ga ni za tion as the ater” does not
co in cide with the es tab lished prac tice of view ing it as ma chine or or gan -
ism, this no tion sug gests that com mu ni ca tion in an or ga ni za tion is
“situationally rel a tive and vari able”. Sup port ers of such ap proach con -
tend that or ga ni za tional per for mance of a di a logue types staged by mul -
ti ple ac tors in pro cess of or ga ni za tional com mu ni ca tion is a cul tural
per for mance con tain ing rit ual, so cial, po lit i cal con text, and pas sion as
well. Such anal y sis of or ga ni za tional cul ture is sim i lar to the way an an -
thro pol o gist stud ies “folk tales and rit ual prac tices of a culture”. In this
context culture is viewed as a process rather than an artifact.

A sim i lar view takes E. Bormann de fin ing com mu ni ca tion as “the hu -
man so cial pro cesses by which peo ple cre ate, raise, and sus tain group
con scious ness” [23, p. 100]. He sees pub lic con scious ness as a sig nif i -
cant con stit u ent in the cul ture of a group or an or ga ni za tion. At the same 
time he adds that in the com mu ni ca tive frame work, cul ture is “the sum
to tal of ways of liv ing, or ga niz ing, and com mun ing built up in a group of
hu man be ings and trans mit ted to new com ers by means of ver bal and
non ver bal com mu ni ca tion” (ibid.). 

Re gard ing com mu ni ca tion as an in ev i ta ble fac tor of the de vel op ment
of or ga ni za tional cul ture, schol ars con clude that with out com po nents
like sto ries, rites, rit u als, ar ti facts and tech nol ogy, cul ture can not de -
velop in the or ga ni za tional con text. More than that cul ture could not be
cre ated, sus tained, trans mit ted and changed with out such so cial in ter -
ac tion el e ments as mod el ing, im i ta tion, in struc tion, cor rec tion, ne go ti a -
tion, story-tell ing, gos sip, remediation, con fron ta tion, ob ser va tion, etc.,
all of which are based on communication process.
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Mod els of com mu ni ca tion that are dif fer en ti ated be tween cul tural
groups are also im por tant. For ex am ple, tra di tional model, iden ti fied by
H. Broms and H. Gahmberg [24] as the first one, is built on the prin ci ples 
of com mu ni ca tion be tween in for ma tion sender and re ceiver. The sec ond
model — “autocommunication”, is the phe nom e non through which one
re peat edly com mu ni cates in wardly to one self. Of ten auto commu nica -
tion does not add to knowl edge or in for ma tion but serves an im por tant
func tion of en hanc ing the “ego”. Such in ter nal com mu ni ca tion as writ -
ing a di ary or read ing a re li gious text helps the autocommunicator clar -
ify thoughts by self-cueing. Com mu ni ca tion that is di rected to ex ter nal
re cip i ents (a memo, e.g.) also fa cil i tates autocommunication. The au -
thors re called Lotman’s ref er ence to these two forms of communication
as representing two divergent cultures — Eastern and Western.

Re la tion ship be tween Cul ture and Pub lic Re la tions 

At the be gin ning of this ar ti cle we re ferred to Grunig’s Fig ure, which
dem on strates the re la tion ship be tween cul ture and pub lic re la tions. Ac -
cord ing to this fig ure, cul ture ex ter nal to an or ga ni za tion (so ci etal cul -
ture) can im pose a par a digm or a worldview upon the or ga ni za tion. The
dom i nant na tional cul ture (re gional or lo cal in par tic u lar) can af fect an
or ga ni za tion di rectly be cause em ploy ees are enculturated outside the
organization, as well as inside.

Fur ther more, ex ter nal cul ture af fects the en vi ron men tal in ter de pen -
den cies of an or ga ni za tion. On a con tin uum, ex ter nal cul ture may vary
from an open, plu ral is tic or dem o cratic sys tem to a closed, au thor i tar ian 
or au to cratic one. Of course, or ga ni za tional cul ture need not be con so -
nant with a so ci ety’s cul ture but ex ter nal in flu ences can not be com -
plete ly avoided. Thus, the dif fer ences in pub lic re la tions ac cord ing to a
nor ma tive the ory of cross-cul tural pub lic re la tions for mul ti na tional or
other or ga ni za tions could also have geo graph i cally con di tioned  cha -
racter.

One should have in mind that even gen eral mod els of pub lic re la tions
se lected by or ga ni za tions may range along a con tin uum from asym met -
ri cal to sym met ri cal and that these mod els covary with broader cul tural
pre sup po si tions — rang ing from plu ral is tic to au thor i tar ian. At the
same time it is nec es sary to mind about the o ries based on op po site pre -
sup po si tions: cen tral ized ver sus de cen tral ized struc tures; au thor i tar -
ian and seg mented vs. in te grated and par tic i pa tory man age ment styles,
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etc. Thus, the o ret i cal pre sup po si tions about PR are em bed ded in broad -
er presuppositions of both organizational and societal cultures. 

Here with re search ers made a num ber of the o ret i cal prop o si tions. The 
first one is: pub lic re la tions in an or ga ni za tion will re flect both the or ga -
ni za tion’s in ter nal and ex ter nal cul ture. It means that pub lic re la tions
man ager or ex ter nal PR coun selor would have an ex tremely dif fi cult job
im ple ment ing a nor ma tive the ory of how PR should be prac ticed. They
should take into ac count in ter de pen dence be tween changes in the way
of pub lic re la tions practice and changes in organizational culture.

This prop o si tion in par tic u lar could be traced in the lit er a ture on the
man age ment of cul tural change. For ex am ple, if we take the pur ist view
(see J. Mar tin, S. Sitkin, and M. Boehm) [21], that or ga ni za tions are cul -
tures be ing the prod uct of ev ery one in the or ga ni za tion over a long pe riod
of time, we would have to con clude that chang ing a cul ture and its pre -
sup po si tions about pub lic re la tions will be ex tremely dif fi cult if at all
pos si ble. This view be cause of its ab so lut ism is re jected by ma jor ity of
schol ars and PR prac ti tio ners. In ad di tion, we have to ac knowl edge the
dif fi culty of chang ing pub lic re la tions, which was ar tic u lated by rep re -
sen ta tives of this view.

The prag matic view, in con trast, iden ti fies the stra te gic op por tu ni ties
that open a space for changes in cul ture and in pre sup po si tions about
pub lic re la tions; for ex am ple, when an or ga ni za tion’s cul ture is mis -
aligned with its en vi ron ment, when the en vi ron ment changes, when the
or ga ni za tion per forms poorly, or when the or ga ni za tion ex pands, grows
rap idly, or is di vested. The pub lic re la tions man ager, there fore, who
wants to gain power in the or ga ni za tion or who is wait ing for a stra te gic
op por tu nity to sug gest a new, more ef fec tive model of pub lic re la tions
should be aware of this space of op por tu nity to make a de ci sive move in
the organization or to suggest changes in public relations policy.

Here with, the sec ond prop o si tion is: it is ex pe di ent for pub lic re la tions 
man ag ers to change the model of pub lic re la tions prac ticed in an or ga ni -
za tion when or ga ni za tional culture is changing.

The lit er a ture we have re viewed tes ti fies the cru cial role that in ter nal
com mu ni ca tion plays in de vel op ment, con tin u a tion and re vi sion of or -
ga ni za tional cul ture. The model in the above-men tioned Grunig’s Fig ure 
dem on strates the im pact of in ter nal pub lic re la tions upon or ga ni za -
tional cul ture. So, a com mu ni ca tion man ager charged with de vel op ing
an in ter nal com mu ni ca tion sys tem to bring about a change in cul ture or
a com mu ni ca tion sys tem for a new cul ture must be aware of the close
relationship between communication and culture. 
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The lit er a ture on sub cul tures and coun ter cul tures in or ga ni za tions
of fers two in trigu ing ideas for prac tic ing and un der stand ing PR. First,
coun ter cul tures cre ate con flicts in or ga ni za tions, con flicts that re quire
man ag ing in ter nal com mu ni ca tion. Thus, iden ti fy ing coun ter cul tures
with cul tural au dits should be an im por tant com po nent of in ter nal com -
mu ni ca tion au dits. Sec ond, PR de part ments may de velop their own
coun ter cul tures, es pe cially when a pub lic re la tions man ager is not a
part of the dom i nant co ali tion. If that is the case, we must ask how the
pub lic re la tions coun ter cul ture can main tain it self while wait ing for an
op por tu nity to make changes in the dom i nant cul ture. On the other
side, pub lic relations education and its subsequent effect on  profes sio -
nalism hold the answer.

Here with, the fi nal prop o si tion is: a PR de part ment that has high po -
ten tial (be cause of man a ge rial roles, ed u ca tion in pub lic re la tions, and
pro fes sion al ism) reg u larly will de velop a coun ter cul ture when the or ga -
ni za tion’s cul ture and worldview for PR do not re flect the pre sup po si -
tions and worldview for public relations of the department.
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