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Abstract

Maintaining an effective organizational culture within the corporate group is
indeed a must to enhance organizational performance and shareholder return.
A concept is proposed for a qualitative study aimed to explore prominent
strategies that one corporate group deploys to establish an effective
organizational culture to enhance performance. Denison organizational
culture model is served as the theoretical underpinning for the study. “What
strategies do senior managers deploy to establish an effective organizational
culture to enhance performance” is identified as the research problem of the
study in order to bridge the prevailing research gap. The research problem is
answered through four research questions. An exploratory single-case study
design is used for the study. A purposive sample of 20 senior managers from
a leading corporate group in Sri Lanka participate in semi structured face-to-
face interviews. The study corporate group has 47 companies belongs to six
main sectors, which is one of the largest corporate groups in Sri Lanka. The
chosen participants conform the criteria of a minimum of 5 years of
experience with strategies in establishing an effective organizational culture
in the corporate group. The findings of this study would reveal a new model
for business managers to enhance corporate performance by establishing an
effective organizational culture.

Keywords-: Concept Paper, Corporate Group, Corporate Performance,
Organizational Culture
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1. INTRODUCTION
Organizational culture can be
considered as an indispensable
element of  organizational
performance, and also a source
of  sustainable  competitive
advantage (Childress, 2013;
Kenny, 2012). In a corporate
group structure with diversified
companies, managers have more
challenges to establish an
effective organizational culture
(Lee & Gaur, 2013). Lee and

Gaur (2013) indicated that
establishing an effective
organizational culture in the

corporate group is necessary to
enhance performance.

This paper highlights the
conceptual approach for a
qualitative study of exploring
the strategies that one corporate
group deploys to establish an
effective organizational culture
to enhance performance. The
paper consists of five main
sections, which explain the
conceptual approach of this
study with academic rigor. In the
first section: background of the
study and analysis of the existing
research gaps are explained. The
second section focuses on
identification  of  research
problem and research questions
according to the research
objectives. In the third section:
the empirical and practical
significance of the study are
explained. The fourth section
emphasizes on the research
methodology used for the study.
And finally, in the fifth section:
assumptions, limitations, and
delimitations relate to the study

190

are highlighted.

2. BACKGROUND OF
THE STUDY

A corporate group or holding
company business structure has
been an imperative strategy for
corporate growth since 1960
(Eukeria & Favourate, 2014). A
corporate group is a series of
legally independent companies

that operates as a single
commercial entity under a
common power of control,
governance, and leadership

(Gajewski, 2013; Kenny, 2012).

When an organization becomes
more diverse, managers have
more challenges to manage and
control resources within the
group (Kenny, 2012). Managers
of the corporate group may feel
the loss of control when group
diversification increases
(Gajewski, 2013). Managers
struggle to execute and sustain
their strategy without adequate
organizational culture support
(Eaton & Kilby, 2015; Weber &
Tarba, 2012). Though an
economic advantage can be
obtained by managing
diversified companies under
common leadership, lack of
effective organizational culture
causes corporate groups to fail
(Kenny, 2012; Lien & Li, 2013).
Therefore, organizational
culture can be considered as an
indispensable  element  of
organizational performance, and
also a source of sustainable
competitive advantage.

Organizational culture is
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important to amalgamate various

company cultures in the
corporate  group  structure
(Kenny, 2012). Corporate
managers can establish an

effective organizational culture
to enhance performance
(Childress, 2013; Flamholtz &
Randle, 2011; Melo, 2012).
Efficacious cultural integration
within the corporate group is an
important element in
maintaining successful
communication and enhancing
performance (ldris, Wahab, &
Jaapar, 2015). Lee and Gaur

(2013) indicated that
establishing an effective
organizational culture in the

corporate group is necessary to
enhance performance.

Many  corporate  managers
struggle to survive in a
competitive market due to the
dynamic  characteristics  of
global business (Bolboli &
Reiche, 2014). Increasing global
price competition and satisfying
demands of different
stakeholders are some of the key
challenges faced by business
managers today (Bolboli &
Reiche, 2013). In a corporate
group structure with diversified
companies, managers have more
challenges to establish an
effective organizational culture,
which is an indispensable
element to enhance performance
(Kenny, 2012; Lee & Gaur,
2013).

Profitability is a crucial factor
for the persistence of any
business, and expanding the
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business scope is also vital for
the growth of the business
(Erdorf,  Hartmann-Wendels,
Heinrichs, & Matz, 2013). Poor
cultural  integration  within
diversified companies affects the
financial performance of the
corporate group and shareholder
value (Eaton & Kilby, 2015;
Idris et al., 2015). Weber and
Tarba (2012) indicated that
cultural disparities that exist
within the group are major
obstacles to corporate
performance.  Bolboli  and
Reiche (2014) indicated that
over 90% of business excellence
initiatives fail to thrive due to
poor cultural integration among
managers in the corporate group.
Therefore, it is obvious that
business managers must
understand the importance of

establishing an effective
organizational culture to
enhance performance in the

corporate group (Viegas-Pires,
2013).

3. RESEARCH GAP
This section analyses the
theoretical, literature / empirical,
and practice gaps for the
intended study. How an effective
organizational  culture  was
established to enhance the
corporate performance can be
recognized as a needed research
scope in the context of bridging
the prevailing research gaps
expressed as below.

3.1 Theoretical gap
Organizational culture theory
involves beliefs, assumptions,
and symbols of organizational
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members that define the process
in which a company conducts its
business. Business managers use
organizational culture theory to
address different business issues
in the organization (Schneider,
Ehrhart, & Macey, 2013).

Nwibere (2013) indicated that a
lack of theoretical support exists
to advance the manager’s
knowledge in the area of
effectiveness of organizational

culture. Hartnell, Ou, and
Kinicki ~ (2011) found a
disagreement and lack of
universal standardization to

measure the effectiveness of
organizational culture.

Flamholtz and Randle (2011)
indicated that the existing
organizational culture literature
does not fully cover the role of
culture on performance.

3.2 Literature / Empirical
gap
Denison (1990) identified four
elements of organizational
culture  model: involvement,
consistency, adaptability, and
mission, where involvement and
consistency as internal factors,
and adaptability and mission are
external factors in maintaining
an  effective  organizational
culture. Hacker (2015) found a
positive relationship between
high employee involvement in
the decision-making process and
organizational performance.
But, Givens (2012) argued that a
high level of involvement in
numerous activities results in a
lack of specialization, and it is
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difficult to identify the
individual responsible for the
specific task. Givens (2012)
identified consistency as one of
the key factors for creating an
effective organizational culture
and enhancing organizational
performance. But, Nongo and
Ikyanyon (2012) argued that a
high degree of consistency in the
organization does not directly
influence the commitment of
employees and organizational
performance.

There are four types of
organizational  culture: clan
culture, adhocracy culture,
hierarchy culture, and
competition culture (Fiordelisi,
2014; Kim & Chang, 2019; Sok,
Blomme, & Tromp, 2014,
Wiewiora, Murphy,
Trigunarsyah, & Brown, 2014).
Research findings showed how
clan culture positively relates to
organizational performance
(Han, 2012; Man & Luvision,
2014; Murphy, Cooke, & Lopez,
2013). But, Givens (2012)
argued that clan culture involves
issues of employee relations
rather than enhancing
organizational efficiency and
effectiveness. Hartnell et al.
(2011) found a positive
relationship between adhocracy
culture and corporate
performance in the long-term
perspective. Han (2012) found a
negative relationship between
hierarchy culture and corporate
performance.

Research findings showed that
developing a positive workplace
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culture leads a performance
enhancement in the organization
(Fusch & Gillespie, 2012;
O’Reilly I11, Caldwell,
Chatman, & Doerr, 2014; Uddin,

Luva, & Hossian, 2013).
However, Childress (2013)
argued that  organizational

culture does affect business
performance  positively  or
negatively. Unger, Rank, and
Gemunden (2014) found a
positive relationship between
corporate culture and financial
performance. Flamholtz and
Randle (2012) indicated that
46% of corporate earnings are
affected by the effectiveness of
organizational culture.
However, Berg and Wilderom
(2012) argued that the
organizational culture might
affect performance, where the
change is a long-time interval
showing the effects of culture on
financial performance. While
recent studies showed that
organizational cultural traits and
organizational performance are
positively  correlated (Cura,
2018; Gorondutse & Hilman,
2019; Heris, 2014; Kohtamaki,
Thorgren, & Wincent, 2016;
Nikpour, 2017; Sengottuvel &
Aktharsha, 2016;
Wahyuningsih, Sudiro, Troena,
& Irawanto, 2019), a study
carried by Rashid and Shah
(2016) rejected the hypothesis
that stated there is a significant

relationship between
organizational  culture and
organizational performance.

Moreover, Leithy (2017) argued
that both work-related attitudes
and work behaviour can be seen
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as related to organizational
performance, and the structural
equation  model  apparently
eliminated the relationship
between organizational culture
and performance.

Empirical evidences further
showed that when
diversification supports with an
effective organizational culture,
diversified companies
outperform the other companies
(Gajewski, 2013; George &
Kabir, 2012; Lee & Gaur, 2013).
In contrast, other study findings
showed that diversification
activities show less financial
return in the short-term, but high
financial return and
competitiveness in the long-term
(Coad & Guenther, 2013).

Though a substantial amount of
literature on  organizational
culture includes publications
since 1980 in Western countries,
a gap exists in the literature in
the context of developing
countries  (Nwibere, 2013).
Moreover, in the Sri Lankan
context, there were very few

studies conducted so far
focusing on  organizational
culture.

3.3 Practice gap
Organization’s culture is an
important conceptual tool that
can provide useful insights into
effective performance
management (Landekic¢,
Spor¢i¢, Martini¢, & Bakari¢,
2015; Taylor, 2014). Business
managers may develop and
maintain a positive
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organizational culture to
enhance the performance in the
organization (Childress, 2013;
Flamholtz & Randle, 2011;
Melo, 2012). Pinho, Rodrigues,
and Dibb (2014) highlighted that
employees and business
managers with strong
organizational culture have an
excellent professional quality
that contributes to performance
enhancement in the
organization.

Weber and Tarba (2012)
indicated that 89% of newly
acquired businesses in the
United States of America fail to
succeed due to a lack of cultural
integration between member
companies and the corporate
office. Another recent study also
showed that 68% of corporate
business managers in the world
believe that their organizational
culture does not align with their
business strategy (Eaton &
Kilby, 2015). Though 72% of
corporate leaders recognized the
importance of organizational

culture to organizational
performance, only 25%
identified an effective

organizational culture for their
organizations (Eaton & Kilby,
2015).

In the pilot study (initial
discussions had with Sector
CEOs and Company GMs)
carried out of the study
company, it has been revealed
that establishing an effective
organizational culture is the key
to their superior performance
(Anonymous Holdings PLC,
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2019). Therefore, exploring the
prominent strategies that senior
managers deploy to establish an
effective organizational culture
to enhance performance, is vital
and can be recognized as a
needed research scope.

4. PROBLEM

STATEMENT
The absence of effective
organizational culture and poor
cultural  integration  affect
organizational performance and
decrease shareholder return in a
corporate group (ldris et al.,
2015). As per Eaton and Kilby
(2015), 72% of corporate leaders
recognized the importance of
organizational culture  to
organizational performance, but
only 25% identified an effective
organizational culture for their
organizations. The  general
business problem is that some
company managers lack an
effective organizational culture,
which often leads to poor
performance in the corporate
group (Eaton & Kilby, 2015;
Viegas-Pires,  2013).  The
specific business problem is that
certain senior managers in the
corporate group lack strategies
to establish an effective
organizational culture to
enhance performance (Hirsch,
2015).

5. RESEARCH
OBJECTIVES
The main objective of this
qualitative exploratory single-
case study is to explore the
prominent  strategies  which
senior managers deploy to
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establish an effective
organizational culture to
enhance performance.

The other specific objectives of
this research are:

e To explore how senior
managers utilize
“Involvement” trait of
organizational culture to
enhance performance

e To explore how senior
managers utilize
“Consistency” trait of
organizational culture to
enhance performance

e To explore how senior
managers utilize
“Adaptability” trait of
organizational culture to
enhance performance

e To explore how senior
managers utilize
“Mission” trait of
organizational culture to
enhance performance

The target population of the
study is senior managers with
prominent strategies in
establishing an effective
organizational culture in a
leading corporate group from Sri
Lanka. Eaton and Kilby (2015)
indicated that creating and

maintaining an effective
organizational culture is
important to enhance
performance.

The findings of the study may
positively  support  business
managers by understanding the
role of organizational culture
and providing strategies to
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enhance their company
performance. The public may
also benefit from the existence
of a productive company in
many ways (Childress, 2013).

6. RESEARCH
PROBLEM
RESEARCH
QUESTIONS

The research problem of the
study is the following:

AND

What strategies do senior
managers deploy to
establish an effective
organizational culture to
enhance performance?

One of the essential criteria in
choosing a research method is
specifying an  appropriate
research problem for the study

(Yin, 2014). Exploratory
qualitative research problems
include “what”, “how”, and

“why” questions. Yin (2014)
indicated that research problems
which start with “what”, “how”,
and “why” terms are appropriate
for an exploratory case study.
The research problem s
important to guide the study and
to explore the role of
organizational culture in the
corporate group.

The study includes four research
guestions to collect relevant
information to answer the
research problem as follows:

1. How do senior managers
utilize “Involvement” trait
of organizational culture
to enhance performance?
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2. How do senior managers
utilize “Consistency” trait
of organizational culture
to enhance performance?

3. How do senior managers
utilize “Adaptability” trait
of organizational culture
to enhance performance?

4. How do senior managers
utilize “Mission” trait of
organizational culture to
enhance performance?

7. SIGNIFICANCE OF
THE STUDY

The promotion of business
excellence in the organization
depends on  organizational
culture and successful
implementation of necessary
changes in shared basic
assumptions, beliefs, values,
behaviour, and attitudes of
employees (Bolboli & Reiche,
2014; Kenny, 2012; Lee & Gaur,
2013; Ruiz-Palomino &
Martinez-Cafias, 2014).
Business managers may use the
study results to enhance their
understanding of the role of
organizational culture in the
corporate group (Bolboli &
Reiche, 2014). A deep
understanding of the culture of
an organization contributes to
establish and maintain an
effective organizational culture
throughout the organizational
system, which helps to enhance
performance in the corporate
group (Raza, Anjum, Shamsi, &
Zia, 2014).

The study results may contribute
to expand the body of
knowledge regarding the
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organizational  culture and
organizational performance as
there were very few studies
conducted so far in the Sri
Lankan perspective.

The study results may be useful
to business managers in the
corporate sector who face
challenges of enhancing
performance for their
organizations. Moreover, this
study would reveal a new model
for business managers to
enhance corporate performance
by establishing an effective
organizational culture. Cura
(2018) indicated that 25% of
performance is affected by
organizational cultural traits,
and therefore cultural enhancing
will result in performance
enhancement by 25%.

8. METHODS

An induction research logic is
considered for the study since it
focuses on theory building in the
area of organizational culture
(Creswell, 2007; Gill &
Johnson, 2002; Saunders, Lewis,
&  Thornhill,  2007). A
gualitative method is used to
explore the role of
organizational culture in the
study company since qualitative
methods are suitable to explore
the intended phenomenon in a
study, especially in studying
individual and group behaviour
in an organization (Tsang, 2014;
Yin, 2014).

Case study research design is
used for the study since it
investigates a contemporary
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phenomenon of organizational
culture in depth and within its
real-life context, it answers the
“how” type of exploratory
guestions, and it does not control
the phenomenon being studied
(Yin, 2014). The exploratory
case study approach is used for
the study since it is suitable to
explore situations and processes
in the case, and it is appropriate
to answer “how” type questions
in the research (Poulis, Poulis, &
Plakoyiannaki, 2013). The
single-case design suites the
needs of the study since the
study company having a history

of using an effective
organizational culture to
enhance performance
(Anonymous Holdings PLC,

2019). Yin (2014) indicated that
single-case might represent the
critical test of a single theory.

Face-to-face interview is used as
the main data collection
technique for the study since in-
depth interviews are useful to
explore the study’s phenomenon
comprehensively (Cleary,
Horsfall, & Hayter, 2014; Yin,
2014). A purposive sample of 20
senior managers from the study
corporate group participates in
semi-structured face-to-face
interviews. The study corporate
group has 47 companies belongs
to six main sectors, which is one
of the largest corporate groups in
Sri Lanka (Anonymous
Holdings PLC, 2019). The
chosen participants conform the
criteria of a minimum of 5 years
of experience with strategies in
establishing an effective
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organizational culture in the

corporate group.

9. ASSUMPTIONS,
LIMITATIONS, AND
DELIMITATIONS

It is important to understand
assumptions, limitations and
delimitations related to the study
in order to recognize possible
threats to the research design and
also to avoid chaos among
readers (Connelly, 2013). The
study is based on the following
assumptions, limitations, and
delimitations.

An assumption can be identified
as a realistic expectation of a
research process (Ellis & Levy,
2009). The primary assumption
of this exploratory single-case
study is that the selected
participants (senior managers of
the corporate group) have
appropriate  knowledge and
experience on the topic, and
suited the needs of the study
(Yin, 2014). The second
assumption is  that the
participants respond honestly to
the interview questions since the
participation is voluntary.

Limitations include deficiencies
and conditions of a research
process (Connelly, 2013). The
first limitation of the study is the
readiness and flexibility of
research participants (senior
managers of the corporate
group) to devote enough time to
the interview due to their busy
schedules. The second limitation
is that the potential personal bias
of research participants based on
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their long-standing experience in
the company.

Delimitations relates to the
scope and extent of a research
process (Pemberton, 2012). The
first delimitation is that some of
the findings of the study might
not relevant and applicable to
other business managers
working in different sectors. The
second delimitation is exploring
the role of organizational culture
from a single corporate group in
Sri Lanka.

10. CONCLUSION
Establishing an effective
organizational culture in the
corporate group is necessary to
enhance performance. This
paper proposed a conceptual
approach for a qualitative study
of exploring the strategies that
one corporate group deploys to
establish an effective
organizational culture to
enhance performance. The focus
was confined to: background of

the study, analysis of the
existing research gaps,
identification ~ of  research

problem and research questions

according to the research
objectives,  empirical  and
practical significance of the

study, research methodology,
assumptions, limitations, and
delimitations relate to the study.
The  proposed  conceptual
approach was well argued with
academic rigor in order to extend
it towards a doctoral study which
would reveal a new model for
business managers to enhance
corporate  performance by
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establishing an effective

organizational culture.
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