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The effectiveness of the
Competing Values Framework
(CVF) as a means to deter-
mine human resource devel-
opment needs was examined.
Members of the board of
drectors and all full-time
employees of a Cooperative
assessed the current status
of the organizational culture
and the nature of culture
desired in the future utilizing
a CVF based instrument.
Both groups desired a future
culture different from the
present state, and both
groups desired movement in
the same directions.  The
study concludes that CVF
analysis is a beneficial means
for determining information
about human resource skills
needing to be developed
and/or activated and which
activities need to be rewarded
or reduced in order to effect
this movement.
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Introduction

Some of the most venerable studies about the
nature of managerial work have been those
which have described managerial work as
being characterized by “brevity, variety, and
discontinuity” (Mintzberg, 1975), a world
which Peter Vaill (1989) has metaphorically,
but quite aptly, dubbed “permanent white
water.” Working leader/managers often seem
at risk of being crushed by the bewildering
complexity and multiplicity of demands
which present themselves for attention and
action. Often the advice they receive from
consultants or the highly transitory conven-
tional wisdom provided by the management
literature seems confusing and conflicted. On
one hand managers may receive demands for
increased control or standardization of
process, while simultaneously being encour-
aged to relinquish traditional executive deci-
sion making authority and to push it further
down into the interstices of the organization.  

This is a study of the efficacy of the use of
the Competing Values Framework (CVF) as
described by Quinn and Rohrbaugh (1981,
1983) to determine human resource develop-
ment needs. This paper reports on a project
undertaken to assess the current state of an
organizational culture and to compare that
assessment to a desired future state. An
analysis of the gap, if any, between current
and future states is used to determine the
particular human skills which need to be
developed and activated to move the organiza-
tion from where it is presently toward a
desired future. The primary objective of the
study is to determine the extent to which the
CVF in general, and the instant instrument
in particular, is of value in making these
determinations. 

In an effort to resolve the apparent lack of
agreement about effective responses to
environmental and organizational com-
plexity, Quinn and Rohrbaugh (1983)
surveyed the existing leadership and organi-
zational theory literature. Their analysis
caused them to conclude that seemingly con-
flicting approaches could be unified in terms
of a model which took into consideration 
two primary value dimensions or axes as
illustrated in Figure 1. The horizontal axis

accounts for two polar opposite concerns of
organizational focus. The far right hand
aspect reflects an exclusive concern for mat-
ters external to the organization and at the
far left hand point is an exclusive concern for
those matters internal to the organization
with the intermediate points reflective of
combinations or gradations of sentiment. The
vertical axis relates to organizational struc-
ture and differentiates between a focus on
flexibility at the top and a focus on control at
the bottom. 

The intersection of these two axes gener-
ates a four quadrant matrix which allows the
unification of four dominant themes in orga-
nizational theory. Within the upper right
quadrant, emphasizing flexibility and exter-
nal organizational focus, lies the Open
Systems Model which values adaptability,
change capacity, and an orientation toward
external resources and customers. The lower
right quadrant shares the external orienta-
tion with the Open Systems Model but is
differentiated by an orientation toward con-
trol rather than flexibility. Within this quad-
rant lies what Quinn and Rohrbaugh describe
as the Rational Goal Model, an orientation
characterized by efficiency in the means of
production, comprehensive planning, and
goal setting. Moving to the left we enter the
Internal Process Model sharing a control
orientation with its Rational Goal Model
neighbor, but replacing the external orienta-
tion with a focus on matters internal to the
organizational boundaries. In this quadrant
stability, control, continuity, and the manage-
ment of information are characteristic. The
final quadrant, the upper left, is described as
the Human Relations Model, placing a pre-
mium on internal organizational matters but
with an emphasis on flexibility. Human devel-
opment, cohesion, and maintenance of
morale are of primary importance. 

The CVF is not a freestanding theory or
approach to organizational performance. It
does not advocate any particular strategy in
regard to organizational theory, but rather
provides a unifying framework in which
multiple approaches to organizational effec-
tiveness can beneficially coexist. In essence it
recognizes that the shared interest in organi-
zational effectiveness has yielded a variety of
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perspectives and that the utility of these theo-
ries may best be found in an understanding of
their underlying values. Embracing the CVF
does not require one to disabuse oneself of
any particular theoretical approach to orga-
nizational or management theory, but rather
to consider the possibility that more than one
approach may be useful or necessary in orga-
nizational “sense making,” given idiosyn-
cratic environmental and organizational
circumstances (Sendelbach, 1993). 

Since its original description in the early
1980s the CVF has attracted considerable
attention. The CVF was extensively utilized
in a major management and professional
development program for public sector
employees in the state of New York with sev-
eral reports of this effort appearing in the
academic literature. Heinzen (1990) described
the use of the CVF, in conjunction with
Amabile’s (1983) componential model, to
stimulate the use of creativity among profes-
sional employees. Giek and Lees (1993)
describe the process and the beneficial appli-
cation of the model to training, job analysis,
and performance appraisal. Utilizing a series
of interviews based on the CVF precepts,
DiPadova and Faerman (1993) concluded that
the model was useful in facilitating under-
standing across levels of organizational
hierarchy. 

The CVF also formed the basis for a major
organizational change process at Ford Motor
Company. Sprietzer and Quinn (1996)
reported the constructive use of the CVF
precepts as the basis for self-assessments
among Ford middle-managers. Sendelbach
(1993) reported on the utility of the non-
prescriptive CVF in facilitating self-directed
learning across a variety of participants in
the project. McGraw (1993) concludes that the
CVF was useful in diagnostic gap analysis of

human factors at four major plant facilities
and in the revitalization of an Employee
Involvement program.

During the 1990s the CVF has been used for
analytical and organizational purposes in a
variety of settings. Dunk and Lysons (1997)
provide a report on the successful use of the
CVF to explicate the relationship among
environmental factors and participation and
performance in public sector organizations.
Hart and Quinn (1993) describe the CVF as
the “organizing framework” in a large study
of executive leadership which posits four key
roles, each associated with a quadrant of the
CVF, for effective executives. Stevens (1996)
utilized the CVF in an analysis of corporate
codes of ethics to determine the extent to
which they are change-oriented, transforma-
tional, instructional, informational, and
relational and concluded that the use of the
CVF facilitated the formation of a “unique”
perspective. Reporting on qualitative data
obtained from teaching college professors,
Thompson (1993) describes the differential
and extensive use of the CVF as a classroom
teaching tool. Citing their work with Manage-
ment Information Systems (MIS), Cooper and
Quinn (1993) describe the capacity of the CVF
to explain the relationship between MIS char-
acteristics and organizational effectiveness
via management activity support.

As has been noted , the CVF has had wide
and multitudinous uses in the development of
human resources and it seems logical and
appropriate to confirm and extend those uses
into other areas. Hooijberg and Petrock (1993)
describe the usefulness of the CVF in assess-
ing the existing and desired organizational
cultures at three dissimilar organizations.
This study extends that work in a different
setting and with different methods with the
objective of determining future human
resource development needs.  

Method and results

Participants
The objective of this study is to assess the
current state of the organizational culture
and to compare that assessment to a desired
future state. An analysis of the gap, if any,
between current and future states is to be
used to determine the particular human
skills which need to be developed and/or
activated to support the movement of the
organization from where it is presently
toward a desired future.

This study was done in a medium-sized
Farmer’s Cooperative in the Midwestern
USA. Although possessing a limited budget
for human resource development there was a
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Source: Quinn (1988, p.48)(reprinted with permission)

Figure 1
The Competing Values Framework
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strong commitment by the cooperative man-
ager to find the means to provide training and
developmental opportunities for employees.
This sentiment, combined with a strong
sense that competitive conditions in the oper-
ating environment were rapidly changing,
caused the manager to contact the local uni-
versity for assistance in determining human
resource development needs in a way that
would strengthen the organization for the
inevitable challenges of the future. 

As the name suggests, a Farmers’ Coopera-
tive is a voluntary commercial enterprise, in
this case primarily engaged in commodity
storage and marketing and the retailing of
agricultural equipment and supplies for the
benefit of agricultural producers who pool
their resources to take advantages of
economies of scale. As is typical of these
organizations members of the Cooperative
control the organization through the election
of 12 of their members to a board of directors.
The board of directors appoints a full-time
manager who supervises the 24 full-time
employees of the Cooperative. The 24 Cooper-
ative full-time employees and the 12 members
of the board of directors each provided assess-
ments as to their perceptions of the current
state of the organizational culture (perceived-
current) as well as a separate assessment of
how they desired the culture of the organiza-
tion to be in the future (desired-future). These
36 respondents represented the entire popula-
tion of full-time salaried employees and direc-
tors of this particular organization at the
time of the study. The full-time manager of
the Cooperative participated in the process
and provided assessments; however, they
were not used in the analysis in order to
maintain a consistency of organizational
perspective from both an employee and board
of directors point of view. 

Instrument
As previously noted, CVF was developed as a
means for explicating the differences in orga-
nizational values and orientation which pre-
dict or explain variation in organizational
effectiveness.  Quinn and Rohrbaugh (1981,
1983) have posited that these organizational
differences can be distinguished along two
opposing axes (flexibility-control and inter-
nal-external orientation) to create a four cell
model.  Utilizing these precepts of the CVF,
Quinn (1988) also provides an assessment
instrument, attributed to Cameron, which
could be utilized for diagnosis of the extent to
which an organizational culture is or is not
characteristic of each of four organizational
archetypes associated with the quadrants of
the CVF. 

Cooperative team
High flexibility and internal focus. Organiza-
tions which stress openness, commitment,
and morale. Examples of well-known or famil-
iar organizations in this quadrant might
include Southwest Airlines (“Our employees
come first” (Freiberg and Freiberg, 1996),
most churches, and country clubs. 

Responsive ad-hocracy 
High flexibility and external focus. Organiza-
tions which stress innovation, adaptation,
growth, and resource acquisition. Examples of
well known organizations represented in this
quadrant might include Microsoft as well as
many computer and software manufacturers. 

Rational firm
High control and external focus. Organiza-
tions which stress goal clarity, productivity,
and accomplishment. Organizations which
are dominant in this quadrant might include
most fast food producers, and overnight deliv-
ery services.

Stable hierarchy
High control and internal focus. Organiza-
tions which stress documentation, informa-
tion management, stability, and control.
Many, but certainly not all, governmental
organizations might typify these organiza-
tions, occasionally in their dysfunctional
form; however, correctional institutions and
regulatory agencies may be effective in this
quadrant.

It should be pointed out that it is very
unlikely that any of the organizational arche-
types described above and in Figure 2 exist
independently, without any organizational
presence or representation in the other quad-
rants. It seems only slightly less unlikely that
any effective organization would be perfectly
balanced with equal representation in each
quadrant. Environmental and operating
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Participation, openness,
commitment, morale, conflict
resolution, consensus building
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resource acquisition, change,

creative problem solving

Documentation, information
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responsibility, measurement

Direction, goal clarity,
productivity, accomplishment,
rational analysis, action taking

Source: Quinn (1992, p.3)(reprinted with permission)

Figure 2
Organizational cultural archetypes
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conditions may well require skills in each
quadrant, but it seems likely that an effective
organization would have disproportionate
representation in one or possibly two quad-
rants. The strength of the organizational
cultural assessment which utilizes CVF
principles is that it permits the organization
to reconcile the necessity for at least some
representation in all four quadrants with the
attendant conflicts and paradoxes that may
entail. For example, it is likely that a
manager-leader might have to be simultane-
ously establishing team management con-
cepts (cooperative team) at precisely the same
moment that standardized operating proce-
dures for the payment of travel vouchers
(stable hierarchy) are being created. It is this
recognition of the necessity to deal with the
competing values of standardization and
control at the same time flexibility is being
valued that make the description “Competing
Values” so appropriate. The utility of examin-
ing an organization in this manner is that it
gives the leadership and constituents of the
organization the opportunity to make rea-
soned determinations about the current sta-
tus of the organizational culture (where are
we now?) and to compare that to the culture
adjudged to be appropriate and desirable for
future operating conditions (where do we
want to go?). An organization able to create a
mental model of this dynamic tension may
very well be in a position to make reasoned
judgments about both the quantity and qual-
ity of effort it wishes to expend and how it
should best adjust its efforts and operating
values, and in this case human resource
development, to make progress toward the
stated ideal.

Quinn’s diagnostic instrument measures
six different aspects of organizational
culture: 
1 dominant characteristics; 
2 leadership; 
3 organizational glue; 
4 organizational climate; 
5 success criteria; and 
6 management style. 

Each of these six aspects is assessed by ask-
ing respondents to make a separate distribu-
tion of 100 points across four affirmative
statements of organizational characteristics
for each aspect. Each of the four affirmative
statements in each question reflects charac-
teristics of one the four organizational arche-
types, permitting respondents to adjudge the
degree of similarity of their own organization
on the basis of a comparison to the referent.

Quinn (1988) suggests that the assessment
instrument be used to diagnose organiza-
tional culture. In this study a version of the
instrument (Appendix 1) with present tense
questions adapted to the circumstances of a

Cooperative was created. Another version of
the instrument (Appendix 2) with identical
questions stated in normative future tense
was also created. The present tense version of
the instrument was used to assess the current
status of the organizational culture and the
normative future tense version was used to
assess the nature of culture desired in the
future.

Procedure
A colleague of the first author appeared at a
regularly scheduled employee meeting and at
a separate meeting of the board of directors.
The person was represented as being from an
academic institution and to be engaged in a
data collection effort which would assist the
Cooperative in determining its future human
resource and management development
needs. Identical instructions on the comple-
tion of the instruments were provided at each
session and an assurance of anonymity was
provided. When subjects had completed
instrument one (perceived-current) they were
provided a copy of instrument two (desired-
future) and asked to complete it as well. One
hundred percent of the employees and mem-
bers of the board of directors provided usable
instruments.

Results
A completed instrument provides six differ-
ent assessments of the degree of similarity
(on a 100 point scale) to each of the four previ-
ously described organizational archetypes.
The overall assessment is obtained by com-
puting a mean score for each of the four orga-
nizational archetypes across the six 100 point
distributions, yielding the results summa-
rized in Table I. Responses to questionnaire 2
in regard to the desired attributes of the
future culture of the organization are simi-
larly calculated and summarized in Table II.
It is of interest to recall and note that in this
study the diagnosis of the desired future cul-
ture was made by means of a future tense
version of the same instrumentation as was
used to diagnose the current organizational
culture status. This methodology differs
somewhat from that of Hooijberg and Petrock
(1993) in their use of CVF based organiza-
tional culture assessments. In their studies
only leadership team members were
involved. They used a similar instrument to
assess current organizational culture
characteristics; however, subgroups of
respondents assessed only one of the six 
sub-characteristics rather than the entire
organizational culture. In that study the
quantitatively derived plot from each sub-
group was presented to the other five sub-
groups for discussion and possible modifica-
tion and then combined with the other plots
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to obtain an overall current-perceived culture
plot. The desired-future culture plot was
obtained through a combination of individual
assessment and structured discussion-con-
sensus methods. In the instant study it is
important to recall that both management
and hourly employees were involved in all
aspects of the assessment and that both the
perceived-current and desired-future culture
assessments were obtained through instru-
mentation in which each respondent pro-
vided assessment on all six focal areas. Over-
all plots were obtained through statistical
averaging. The relative efficacy of these two
methods is a matter for future study and
consideration.

Figures 3-6 provide graphical interpreta-
tion of the comparative nature of current-
perceived and future-desired cultures from an
employee and board of directors perspective. 

Table I
Mean attributes of current culture

Organizational role
Board of 

Employees directors

Cooperative team
M 24.65 24.93
SD 13.94 8.46

Responsive ad-hocracy
M 21.53 21.11
SD 8.87 9.77

Stable hierarchy
M 31.25 32.64
SD 12.80 11.71

Rational firm
M 22.50 21.32
SD 8.40 7.46

Table II
Mean attributes of desired-future culture

Organizational role
Board of 

Employees directors

Cooperative team
M 34.80 28.40
SD 13.42 8.00

Responsive ad-hocracy
M 21.47 22.71
SD 10.07 8.83

Stable hierarchy
M 17.15 20.56
SD 7.91 7.88

Rational firm
M 26.57 28.33
SD 15.61 11.29
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Figure 3
Employee perspectives of perceived-current
and desired-future organizational culture
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Figure 4
Board of directors’ perspectives of perceived-
current and desired-future organizational culture
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Figure 5
Comparison of board of directors and employee
perspectives of perceived-current organizational
culture
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The comparisons of respective means sum-
marized in Tables III and IV provide a more
precise quantitative comparison of the
degrees of difference and similarity between
employee and board of director assessments.
Table V summarizes the degree of association
between organizational role and perceptions
of current or desired future organizational
culture.

An inspection of Figures 3 and 4 and 
Tables I-III reveals that in general both the
board of directors and the employees desire a
future organizational culture which is quite
substantially different from the present. An
examination of Figure 5 graphically 
illustrates the very close agreement between
employees and the board of directors about
the current status of the organizational cul-
ture and a statistical analysis is summarized

in Table IV. Figure 6 indicates that although
there is not an equivalent degree of agree-
ment between employees and the board of
directors in regard to the desired-future
nature of the organizational culture the
assessments are in fact quite similar. A
review of the previous exhibits reveals that
while both groups start in essentially the
same place in terms of current assessment
they also both move, albeit in slightly differ-
ent magnitudes, in the same direction in

Flexibility
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Control
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Internal
Focus

External
Focus

Cooperative
Team

Responsive
Ad-hocracy

Stable
Hierarchy

Rational
Firm

Key
Board of directors
Employees

Figure 6
Comparison of board of directors and employee
perspective of desired-future organizational
culture

Table III
Independent sample t-tests of assessments of
perceived-current and desired-future 
organizational cultures

Organizational role
Board of

Employees directors
n = 24 n = 12

Cooperative team
current-future –2.451* –1.552

Responsive ad-hocracy
current-future –0.021 –565

Stable hierarchy
current-future 4.220** 3.629**

Rational firm
current-future –1.032 –2.591*

Notes: *sig @ 0.05; ** sig @ 0.01

Table IV
Independent sample t-tests of assessments of
employee and board of director assessments

t Sig.

Cooperative team
Current 0.063 0.950
Future 0.918 0.365

Responsive ad-hocracy
Current –0.600 0.553
Future 0.012 0.990

Stable hierarchy
Current –0.315 0.754
Future –1.218 0.232

Rational firm
Current 0.412 0.683
Future –0.347 0.731

Table V
Measure of association between organizational
role and perceptions of current and desired
future organizational culture

Eta
Organizational role Eta squared

Perceived-current
cooperative team
organizational culture 0.011 0.000

Desired-future cooperative
team organizational
culture 0.252 0.063

Perceived-current ad-hocracy
organizational culture 0.022 0.000

Desired-future ad-hocracy
organizational culture 0.062 0.004

Perceived-current rational
firm organizational culture 0.054 0.003

Desired-future rational firm
organizational culture 0.204 0.042

Perceived-current stable
hierarchy organizational
culture 0.070 0.005

Desired future stable
hierarchy organizational
culture 0.059 0.004
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terms of their desired future assessments on
all four vectors. The very modest measures of
association between organizational roles and
organizational culture assessments reported
in Table V provide support for the proposi-
tion that both the perceived-present and
desired-future assessments of the organiza-
tional culture are extremely similar across
the employee and board of director groups. 

Discussion

As we have seen in the organization of inter-
est in this study, there is considerable congru-
ence in regard to the current state of the
organizational culture as well as the direc-
tion the organization should move in in the
future as measured by the CVF instrumenta-
tion. It seems plausible from an action
research perspective that the instrumenta-
tion, if properly utilized, could be of benefit to
an organization. Further research on
different types of organizations with larger
and more diverse employee and management
populations will provide enlightenment
about whether the sort of management-
worker agreement on strategic direction
found in this study is typical or atypical.

In this case, the objective of the study is not
to simply articulate respective management
and worker visions of the future but to iden-
tify gaps between where the organizational
culture currently resides and where the orga-
nization might go in the future and to provide
assistance in determining how to get there.
Following the administration of the instru-
ment and analysis of the data, the first author
presented a report on the findings to the
board of directors. As has been our practice
with other clients, the first step in this
process was a presentation on the CVF itself.
The objective in this phase was to engender a
basic level of understanding and agreement
regarding the basic principles and precepts of
the framework. Despite previous unfamiliar-
ity with the CVF participants in those ses-
sions seemed to quickly grasp the concepts
and engaged in spirited discussion about
examples of and implications for the various
quadrants of the CVF. Although there is con-
siderable complexity underpinning the logic
of the CVF, our experience with many groups
was affirmed in this case: the graphical pre-
sentation of the competing forces of control-
flexibility and external-internal orientation
greatly facilitates ready understanding and
application of the concepts. 

Once participants seemed familiar with the
fundamentals of the CVF, they were given a
brief description of how the assessment
instrument was utilized to determine the

organization’s culture via the distribution of
a fixed number of points across four organiza-
tional descriptions. At that point, partici-
pants were invited to make an estimate of
which of the four quadrants of the CVF would
be most characteristic of their organization.
As had been the case with other clients, that
discussion provided an opportunity to clarify
the level of understanding and to provide
additional explanations of the logic of the
framework in the context of a familiar
organization. 

Following these foundation building activi-
ties, which required approximately 30
minutes to accomplish, we provided the first
data feedback in the form of a graphical rep-
resentation of the current organizational
culture assessment of the board of directors.
As has been the case in previous sessions
with other clients, the participants found this
information quite compelling and engaged
each other in a robust discussion of the mean-
ing and implications of their assessment. Our
role quickly changed from that of explainer to
that of a responder to questions and clarifier
of perceptions. Questions regarding the
“goodness” of the assessment were reflected
back to the group for their interpretation. As
the discussion regarding the current organi-
zational culture began to wane, respondents
were reminded that they did an additional
assessment of the desired-future organiza-
tional culture. That graphical representation
was provided and the process of discussion
and contemplation began anew. A graphic
(Figure 4) with the current and desired-future
assessments superimposed on one another
for purposes of comparison was also
provided, eliciting additional discussion and
interaction. Several additional rounds of
graphical presentation and discussion utiliz-
ing employee perceptions ensued. Toward the
end of the session we provided each partici-
pant with hard copies of all the graphics they
had viewed. On one of the graphics we pro-
vided each individual with a graphic of the
overall average board of director sentiment
regarding current and desired-future organi-
zational culture with his or her individual
perceptions superimposed for purposes of
comparison. A similar session was held for
the employee group.

In this organization there is considerable
agreement that the organization seeks to be
more of a cooperative team and stable
hierarchy and less of a rational firm. The
very slight differences in perceived-current
and desired-future aspects of responsive
ad-hocracy assessments by both management
and workers suggest a desire to anchor the
organization on that vector. Recall that the
method of assessment requires respondents
to divide exactly 100 points among the four
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archetypes in six different comparisons to a
referent organization. This means that in the
graphical representations the area under
each of the trapeziums is exactly equal. If the
organization wishes to become more of some-
thing, it must become less of something else.
This is a satisfying notion in that it mirrors
the ultimately finite nature of organizational
effort and runs counter to the “do more with
less” aphorisms often offered to managers
and organizations. 

In the face of a fortuitous agreement
between management and workers about the
direction of organizational culture change for
the future, the relevant question becomes,
how do we get there? To be certain, organiza-
tional culture is multi-factorial and complex;
however, a logical approach to stimulating
change is to ask the question, “What skills
and abilities do we currently possess and
what sort of activity do we reward?” Utilizing
the advice provided by the CVF analysis man-
agement undertook to make logical, reasoned
judgments about which human resource
skills needed to be developed and/or
activated and what sorts of activities needed
to be rewarded or reduced. Intuitive exten-
sions of the general descriptions of the orga-
nizational archetypes can be one source of
advice; however, Quinn (1988) provides an
example of a comprehensive curriculum,
summarized in Figure 7, created as the
cornerstone of a management development

program for New York state public employ-
ees. Quinn et al. (1996) have created a yet
more comprehensive text grounded in CVF
concepts with very specific personal develop-
mental agendas closely tied to each of the
quadrants of the model. Of course organiza-
tions are free to utilize the framework to
specify their own particular competency sets
or training curriculum as meets their unique
needs. An example of a CVF based compre-
hensive program specially designed for the
human resource development needs of staff of
the Cooperative Extension Division at a large
land grant university can be viewed at
<http://ianrwww.unl.edu/ianr/coopext/pde3.
htmn> on the World Wide Web. Whether uti-
lizing a previously existing or specially
designed curriculum, a superimposition and
comparison of the gaps between current-
perceived and desired-future cultures onto a
plot of that curriculum allows for informed
judgements regarding the thematic or topical
human resource development opportunities
to be selected or undertaken. 

In the case of the Cooperative described in
this study, the data provided from the CVF
have provided the basis for human resource
development, hiring, and training decisions
and as the basis for continuing discussion
regarding organizational purpose and direc-
tion between management and workers as
well as management and the board of 
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directors. One year following the completion
of the CVF assessment the Cooperative
remained profitable, with increased gross
revenue and profitability and was consider-
ing a business combination which would
substantially increase the size of the enter-
prise. 

Conclusion 

In this study, the use of the CVF instrumenta-
tion was very constructive in providing a
means by which both management and
employees could confidentially express their
perceptions of the nature of the current orga-
nizational culture and express independent
opinions regarding the desired-future state of
the organization. The assessment was
relatively easy and inexpensive to administer
and was easily understood at various
organizational levels. The output from the
project rationalized training needs by provid-
ing a clear understanding of the human skills
which would have to be developed or
activated if the organization was to move
toward its desired future, at the same time
recognizing the need for a mix of skills repre-
sentative of the four quadrants of the model.
Although the use of the cultural assessment
provided the basis for a thoughtful approach
to future training and development activities,
it may be that the greatest contribution of the
project was in the collaboration between and
across levels of hierarchy, and increased
understanding of the current and highly
congruent vision of the future shared across
organizational levels. This study affirms
previous studies which cite the value of the
CVF to organizational development generally.
More importantly the study specifically
affirms the utility of the CVF based organiza-
tional culture assessments in the diagnosis of
organizational culture as a means for estab-
lishing human resource development needs
and points out various fortuitous collateral
benefits from its use.
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Appendix 1. Diagnosing the current 
organizational culture of the 
**** ****** Co-Op
Please answer the following six questions in
terms of your perception of the present over-
all culture in the **** ****** Co-Op. We will
use the data from these items to diagnose the
overall culture of the Co-Op and to allow you
to compare your perceptions to those of
others.

Each of these items contains four descrip-
tions of organizations. Please distribute 100
points among the four descriptions depend-
ing on how similar the description is to the
**** ****** Co-Op. None of the descriptions is
any better than the others; they are just
different. For each question, please use 100
points.

In question 1, for example, if Co-Op A seems
very similar to **** ******, B seems somewhat
similar, and C and D do not seem similar at
all, you might give 70 points to A and the
remaining 30 points to B.

1 Dominant characteristics. (Divide 100
points.)
a._____ Co-Op A is a very personal place.

It is like an extended family. Peo-
ple seem to share a lot of them-
selves.

b._____ Co-Op B is a very dynamic, innov-
ative, and entrepreneurial place.
People are willing to stick their
necks out and take risks.

c._____ Co-Op C is a very formalized and
structured place. Formal proce-
dures generally govern what
people do.

d._____ Co-Op D is very competitive in
orientation. The major concern is
with getting the job done. People
are very production and achieve-
ment oriented.

2 Co-Op leader. (Divide 100 points.)
a._____ The head of Co-Op A is generally

considered to be a mentor, a facili-
tator, or a parent figure.

b._____ The head of Co-Op B is generally
considered to be an entrepreneur,
an innovator, and/or a risk taker.

c._____ The head of Co-Op C is generally
considered to be a Coordinator, an
organizer, and/or an efficiency
expert.

d._____ The head of Co-Op D is generally
considered to be a hard driver, a
producer, and/or a competitor.

3 Co-Op glue. (Divide 100 points.)
a._____ The glue that holds Co-Op A

together is loyalty and commit-
ment to the Co-Op. Cohesion and
teamwork are characteristic of
this Co-Op. 

b._____ The glue that holds Co-Op B
together is a focus on innovation
and development. The emphasis is
on being at the cutting edge.

c._____ The glue that holds Co-Op C
together is formal procedures,
rules, or policies. Maintaining a
smooth-running Co-Op is
important.

d._____ The glue that holds Co-Op D
together is an emphasis on pro-
duction and goal accomplishment.
Marketplace aggressiveness is a
common theme.

4. Co-Op climate. (Divide 100 points.)
a._____ The climate inside Co-Op A is

participative and comfortable.
High trust and openness among
employees and management is a
characteristic.

b._____ The climate inside Co-Op B
emphasizes dynamism and readi-
ness to meet new challenges. Try-
ing new things and trial-and-error
learning are common.

c._____ The climate inside Co-Op C
emphasizes permanence and
stability. Expectations regarding
procedures are clear and
enforced.

d._____ The climate inside Co-Op D is
competitive and confrontational.
Emphasis is placed on beating the
competition.

5. Criteria of success. (Divide 100 points.)
a._____ Co-Op A defines success on the

basis of its development of human
resources, teamwork, and con-
cern for people.

b._____ Co-Op B defines success on the
basis of its having unique or the
newest products. It is a product
leader and innovator.

c._____ Co-Op C defines success on the
basis of efficiency. Dependable
delivery, smooth scheduling, and
low-cost production are critical.
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d._____ Co-Op D defines success on the
basis of market success and mar-
ket share. Being number one rela-
tive to the competition is a key
objective.

6. Management style. (Divide 100 points.)
a._____ The management style in Co-Op A

is characterized by teamwork,
consensus, and participation.

b._____ The management style in Co-Op B
is characterized by individual
initiative, innovation, freedom,
and uniqueness.

c._____ The management style in Co-Op C
is characterized by security of
employment, longevity in posi-
tion, and predictability.

d._____ The management style in Co-Op D
is characterized by hard-driving
competitiveness, production, and
achievement. 

Appendix 2. What should the organizational
culture of **** ****** Co-Op be like in the
future?
Answer each of the questions in terms of your
sense of how the overall culture of the ****
****** Co-Op should be in the future. We will
use the data from these items to compare it to
the overall perceptions of the current ****
****** Co-Op organizational culture and to do
planning for the future.

Each of these items contains four descrip-
tions of organizations. Please distribute 100
points among the four descriptions depend-
ing on how you feel the **** ****** Co-Op
should be in the future. For each question,
please use 100 points.

In question 1, for example, if organization A
is a lot like what you want the **** ****** Co-
Op to be in the future, B seems somewhat like
what you want it to be, and C and D are not at
all like what you think it should be, you might
give 70 points to A and the remaining 30
points to B. 

1. Dominant characteristics (Divide 100
points.)
a._____ The **** ****** Co-Op should be a

very personal place. It should be
like an extended family. People
would share a lot of themselves.

b._____ The **** ****** Co-Op should be a
very dynamic and entrepreneur-
ial place. People should be willing
to stick their necks out and take
risks.

c._____ The **** ****** Co-Op should be a
very formalized and structured
place. Bureaucratic procedures

should generally govern what
people do.

d._____ The **** ****** Co-Op should be
very competitive in orientation. A
major concern should be getting
the job done. People should be
very production and achievement
oriented.

2. Director. (Divide 100 points.)
a._____ The Coordinator of the **** ******

Co-Op should be a mentor, a facili-
tator, and/or a parent figure.

b._____ The Coordinator of the **** ******
Co-Op should be an entrepreneur,
an innovator, and/or a risk taker.

c._____ The Coordinator of the **** ******
Co-Op should be a coordinator, an
organizer, and/or an efficiency
expert.

d._____ The Coordinator of the **** ******
Co-Op should be a hard driver, a
producer, and/or a competitor.

3. Organizational glue. (Divide 100 points.)
a._____ The glue that holds the **** ******

Co-Op together should be loyalty
and commitment. Cohesion and
teamwork would be characteristic
of the **** ****** Co-Op.

b._____ The glue that holds the **** ******
Co-Op together should be a focus
on innovation and development.
The emphasis should be on being
at the cutting edge.

c._____ The glue that holds the **** ******
Co-Op together should be formal
procedures, rules, or policies.
Maintaining a smooth-running
organization should be important.

d._____ The glue that holds the **** ******
Co-Op together should be an
emphasis on production and goal
accomplishment. Aggressive
productivity should be a common
theme.

4. Organizational climate. (Divide 100
points.)
a._____ The climate inside the **** ******

Co-Op should be participative and
comfortable. High trust and open-
ness should exist.

b._____ The climate inside the **** ******
Co-Op should emphasize
dynamism and readiness to meet
new challenges. Trying new
things and trial-and-error learn-
ing should be common.

c._____ The climate inside the **** ******
Co-Op should emphasize perma-
nence and stability. Expectations
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regarding procedures should be
clear and enforced.

d._____ The climate inside the **** ******
Co-Op should be competitive and
confrontational. Emphasis should
be placed on being the very best
possible at what we do.

5. Criteria of success. (Divide 100 points.)
a._____ The **** ****** Co-Op should

define success on the basis of its
development of human resources,
teamwork, and concern for
people.

b._____ The **** ****** Co-Op should
define success on the basis of its
having unique or the newest
products. It should be a product
leader and innovator.

c._____ The **** ****** Co-Op should
define success on the basis of
efficiency. Dependable delivery,
smooth scheduling, and low-cost
production should be critical.

d._____ The **** ****** Co-Op should
define success on the basis of
measurable accomplishments.
Being the best relative to other 
Co-Ops should be a key objective.

6. Management style. (Divide 100 points.)
a._____ The management style in the ****

****** Co-Op should be character-
ized by teamwork, consensus, and
participation.

b._____ The management style in the ****
****** Co-Op should be character-
ized by individual initiative, inno-
vation, freedom, and uniqueness.

c._____ The management style in the ****
****** Co-Op should be character-
ized by security of employment,
longevity in position, and pre-
dictability.

d._____ The management style in the ****
****** Co-Op should be character-
ized by hard-driving competitive-
ness, production, and achievement. 


