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ABSTRACT
Social enterprises (SE) and the social economyemmeal have been recognized by national

policymakers and the European Commission as saluti stagnating growth and social
exclusion. Yet, little is known about these hylbidanizations with their multiple goals.

This study borrows organizational culture (OC) @ne Competing Values Framework (CVF)
from management and psychology literature to exptbe culture guiding the operations of the
most common form of SE in Europe, the so-calledkiiregration social enterprise (WISE).
Possible causes such as national conditioninghag@onal size and organizational type on OC
are tested for. Furthermore the linkage between &@ organizational effectiveness, the
theoretical foundation of the CVF, is investigated.

Based on 67 surveys collected from top managefSesman WISE, this cross-sectional study
found out that the OC of WISE is steered towardsgration and internal focus which makes
clan and hierarchy values dominant. Regarding thases of OC, type of WISE and
organizational size does not significantly altee @C of WISE in Germany but a significant
difference on hierarchy cultures is found betweastEand West German WISESs. In nesnder
the OC of WISEs is stronger on the hierarchy quadod the CVF than in the oldander
Concerning the effect of OC on organizational difemess measures, the human relations
theory and the open systems theory have been agapstatistically whereas the internal process
model and the rational goal model have not resuftesignificant outcomes. Additional, strong

OC does not lead automatically to higher perforranc

Keywords:  Work integration social enterprise, organizatiomalture, organizational
effectiveness, hybrid organization, social ecopom
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L. INTRODUCTION
Social enterprises (SE) are becoming more and mygertant for the public authorities to deal

with social exclusion, environmental pollution aecbnomic stagnation. Yet, research on these
organizations has only recently produced conceptlality (Defourny & Nyssens, 2008;
Hoogendoorn, Pennings & Thurik, 2010; Felico et2013) which is why empirical insights are

just accumulating now.

Social enterprises are hybrid organizations withtiple goals (Bode, Evers & Schulz, 2004,
Doherty, Haugh & Lyon, 2014) and include many foraisvhich the work integration social
enterprise (WISE) is the most common in Europe ¢Defy & Nyssens, 2008; European
Commission, 2011; Nyssens, 2014). WISEs reintegvateerable risk groups into the labor

market through productive activity and vocatiomalrting.

In Germany, four overarching types of WISEs arenified (Davister, Defourny & Gregoire,

2004) and all of them are utilized by the state@sveyor belt for active labor market programs
since the late 1980s (Nyssens, 2014). This closparation with public authorities has made
WISEs in Germany to string puppets in respect & tbocial and economic objectives (Bode,
Evers & Schulz, 2006). The managers of WISEs wanintegrate the beneficiaries in a
gualitative and individualized manner, whereas jpukimployment centers care particularly
about statistics rather than the needs and wishié® socially excluded. Is this tension between
the interest of the WISEs and the public autharigiblso mirrored in the organizational culture of

these organizations?

In this study organizational culture (OC) is redilite espoused values that are shared by the
members of the organization that have proven tkwaall in solving “the problems of external
adaptation and internal integration” (Schein, 1988). The linkages between OC and type of
WISE (Bode, Evers & Schulz, 2002), national comaitng (Hofstede, 1980; Dickson, Kwantes
& Magomaeva, 2014) and organizational size (DdIt,2) are investigated for German WISEs.

The Competing Values Framework (CVF) is considetedoe an appropriate construct to
visualize culture in a three-dimensional model. @ugers of the functional perspective on OC
assert that OC is a crucial factor deciding whetiierorganization is effective or not (see
Denison & Mishra, 1995; Gregory et al., 2009; Camnef Quinn, 2011; Grabowski et al, 2014).
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The CVF has been constructed with the theoreticatletpinning that organizational

effectiveness measures are related to certain cfetsultural values. These sets manifest
themselves in four culture types: hierarchy, ckhocracy and market cultures. Although this
theoretical supposition has been proven in mangiesu(Cameron & Quinn, 2011), in a meta-
analysis of 84 empirical studies into this linkagiartnell et al. (2011) found out that there is
mixed support for this relationship. Are organiaatll culture values contradictory as proposed
by Cameron and Quinn (2011) or can they be compiéang and not be particularly bound to

one organizational culture type (Hartnell et aD12)? Investigating German WISEs, this study

also looks at this linkage.

To put it in a nutshell, this thesis aims to sotlieee problems. First, this study attempts to
overcome the conceptual gridlock in social entrepueship research by adding empirical
insights to this nascent field. Second, organiraiculture of German WISEs is explored for
the first time. Filling this research gap, futurequires into this subject can learn from the
weaknesses and strengths from this pioneering viramially, general theoretical suppositions of
previous studies are tested on OC as dependenhdepgendent variable. This adds more flesh
to the bones to the heated debate about the inmperiaf OC as tool for researchers but also as
instrument for managers and practitioners. Addéalyn future research could focus more

narrowly and rigorously on one particular linkage.

The following section presents the main resear@stijon and its sub-questions.

LI RESEARCH QUESTION
The research question is threefold and is wordelddrfollowing way:

What kind of organizational culture do German work integration social enterprises have
and how is this organizational culture affected bythe type of organization, the
organizational size and national conditioning on tk one hand and linked to organizational

effectiveness measures on the other?

The first descriptive part is looking at OC of GamnmWISEs as such. The strength of particular
values is going to be presented visually in the CIlgHRt skewed towards one particular type of
OC and which particular values might have led te tendency? The second part of the question

looks at some theoretically derived causes of O@hvare type of WISE, national conditioning

10
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and organizational size. Since SE and WISE arerdimary organizations that can be classified
as public, private and non-profit sector entitye tesults can be very surprising. Finally, the last
explanatory part looks at the linkage between O@ arganizational effectiveness measures.
Whether this question is relevant as a whole,dsudised in the following section.

LI RELEVANCE
The social relevance is best expressed by the gekpenditure of Germany for active labor

market programs that are largely carried out by B¢lSSince 1991, the Federal Republic is
spending twenty-four million Euro per year for &etilabor market integration of vulnerable
groups through paid vocational training or the athecl ‘one-Euro job’ whereas merely fifteen
million are spent on passive unemployment benéfitéllenweber, 2012). The social economy
in the European Union, including WISEs as majory@ta makes up ten percent of the whole

economy and offers paid jobs to over eleven milkamopeans (European Commission, 2011).

It is socially relevant for three groups of stakieleos of WISEs. The results are most crucial for
the managers of German WISEs, who can use the ohetin the results to evaluate the OC of
their organization. Which values does their orgatin share with the population of German
WISEs and which values makes the organization affecihe CVF is used regularly as

management instrument to understand the interdaksaf an organization, but not yet in SE
and WISE. Second, policymakers can motivate thelicy proposal with the results of this

study. If all types of WISEs are similar in termistbeir organizational culture, then there is
evidence for WISEs to be a homogeneous group wittaat similar value sets. Germany has not
yet enacted any legislation to exempt SEs fromdaxih special legal status, changed public
procurement rules in advantage for SEs, and creeedunding venues for them. The results of
this study can provoke further debate about the 0dISEs in general and WISEs in patrticular.
Finally, external partners of WISEs such as pubtieinistrators can better understand what
drives the management board of WISEs. Knowing thdigg values of their every-day business

operations can help to overcome misconceptionstdboinstance the social impact.

The subject of this study is scientifically relev@ecause it combines two concepts that have not
been put together yet. On the one hand, theresimdiscent field of social entrepreneurship that
is still lacking sound and theory-based research@anthe other, there is organizational culture

which is in many respects well elaborated and reked (see Barbara & Schneider, 2014). Both

11
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concepts can mutually assist each other: SEs addistinctive organizational characteristics
can be explored with OC. In the same vein, extanddC to SE can further validate the
theoretical background of the concept. Especiallyhe linkage between OC and organizational
effectiveness measures, this thesis offers fresights into a debate that has recently been

heated up by Hartnell et al.’s (2011) findings.

LIII THESIS STRUCTURE
After introducing the topic, the problem statemehg research question and the relevance, the

following chapter is devoted to the literature savi

First, a discussion about the concept ‘social ente’ (I.1.1) and ‘work integration social
enterprise’ (Il.1.11) is presented. A broad and arow definition are provided at the end. This
section ends with a description of WISEs in Germdiy.lll). Second, OC as concept is
reviewed. Since the concept is fairly complex, aremeonceptualization is considered
insufficient (Il.Il.I). Two schools of thought arpresented as means to deal with culture of
organizations (ll.II.11) followed by a section disgsing the boundaries of this seemingly all-
encompassing concept (IL.1L1I1). Thereafter, orertigular way of the functionalist school of
thought and its major constructs of OC are criljcghed light on (11.11.1V) and the choice for the
CVF is motivated is then illustrated in the follawgisection (11.11.V). The subchapter ends with a
discussion on the OC of German WISEs (Il.11.VI]) atglpossible causes (I1.11.VIIl). The three
possible causes ‘type of WISE’, ‘national conditiagi and ‘organizational size’ constitute the
first four hypotheses. The third and final subckapif the literature review deals with the
linkage between OC and organizational effectivemesasures (I1.111). The respective theoretical
foundations for each quadrant or type of OC aregnted separately with a hypothesis at the end
of each section. These are human relations theahl.l), open systems theory (ILIILII),
internal process model (ILIILII), and rationab@ model (Il.111.1V). Finally, the argument of
strong and weak cultures is included in the firegdt®n of this subchapter (11.111.V) introducing
the final hypothesis. A conclusion summarizes thseace of each section of the literature

review (IL.1V).

The six subchapters of the methodology are resedesign (lll.1), operationalization (lll.11),
sampling method (lIL.111), data analysis (Ill.I\Aalidity and reliability (I11.V) and a summary of
the whole chapter (l11.VI).

12
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The chapter about the analysis of the gatheredtsdsas five subchapters, in which the second
(Iv.11), third (IV.III) and fourth (IV.IV) are conerned with the three sub-questions of the
research question. The first subchapter offers strg#ion of the sample (IV.lI) and the last
summarizes the descriptive and empirical findings\).

The interpretation of these results is offerechm following chapter (V.). The final chapter is the
conclusion, consistent of general summary of figdirfV1.), propositions for future research
(VLI) and limitations (VLII).

13
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IL. LITERATURE REVIEW

ILITHE UNITS OF ANALYSIS — SUBSTANTIATING THE FIELD OF INQUIRY
ILLI SOCIAL ENTREPRENEURSHIP - IS CONCEPTUAL CLARITY POSSIBLE?
As the name indicates, work integration social gmises are closely linked to social
entrepreneurship and social enterprises. The formrafars to the process of creating and
maintaining a venture whereas the latter focuseticpkarly on the characteristics of these
organizations. It is fundamental to review whatigbenterprises are to grasp the role of work

integration social enterprises within this largadiof inquiry.

During the past two decades of research on sotiat@rises from different disciplines agree that
these organizations are characterized mainly by theal (and sometimes triple) mission of
financial sustainability and social (and environtagnimpact often referred to as double (or
triple) bottom line or the three Ps (People, Plasmad Profit). As a result of this multiple

organizational objectives, social enterprises aresitlered to be hybrid organizations (Defourny
& Nyssens, 2008; Doherty, Haugh & Lyon, 2014; BoHeers & Schulz, 2004; 2006; Pestoff,

2014).

Hybrid organizations “allow the coexistence of vedwand artifacts from two or more categories”
(Doherty, Haugh & Lyon, 2014, p.418) where categ®nnean the organizational templates of
private, non-profit and public sectors. Organizasicof the private sector adhere to market
principles, are profit oriented by generating rexerirom their products and services and are
owned by shareholders who govern it according t@r ticapital ownership. Public sector
organizations seek public benefit, receive thespueces through tax revenues and are owned by
the state and its citizens. Finally, non-profit teecorganizations have a social and/or
environmental mission for a targeted affected grdimance themselves through membership
fees or donations and are owned by members who rigotlee organization through a
democratically elected board. A clear adherenceorte category increases organizational
legitimacy (Doherty, Haugh & Lyon, 2014).

Instead of perceiving the non-profit sector asamdtalone group, Pestoff (1992, 1998, 2008,
2014) and other researchers believe that withildbie of welfare provision this sector is at the

crossroads between state, market and local comyndihis is visualized in Figure 1 below. The

15
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third sector and the different types of social girises are no homogenous group since many
organizations are closer to one particular triamgld. For example, self-help groups are closer to
the community corner, organizations with publicvpte partnerships are closer to the state, and
financially self-sustaining third sector organipat can be allocated closer to the market sphere.
One major force driving organizations to adherentdtiple organizational logics is coined co-
production (Ostrom, 1999; Pestoff, 2014). Co-praiduc implies that recipients of welfare
provisions are included in the production of theblpu service and thereby becoming co-
producers themselves. Other related concepts sschoananagement (referring to formal
coordination between third sector organizations fhrivate and public sector) and co-
governance (including third sector organizationso ithe policymaking cycle) are also
reinforcing the establishment of hybrid organizasio

STATE

T /
(Public Agencies)

N\

p
\\ Foemal Nonprofit ,
/' For-
Informal ~, / Profit

ASSOCIATIONS Private

N (Voluntary / /
Nonprofit /
Organizations) P /

COMMUNITY
(Households,
Families, etc.)

MARKET
(Private Firms)

Mixed £

e ‘
&%ﬁiﬁ;ﬁ:w b R TN Source: Pestoff, 1998 & 2008 .

Figure 1: The third sector and the welfare triangle(Pestoff, 2014, p.1414)

Beyond defining social enterprises broadly as ylmiganizations with multiple objectives,

academia, policymakers and practitioners have abtgme up with a narrow conceptualization

16
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and a common understanding on what this ‘new’ typentrepreneurship exactly is (Felicio et
al., 2013). In fact, institutionalized annual caefeces, research networks and meta-analyses
reviewing empirical articles on social entrepreséip reveal that different schools of thought
dominate the debate. Hereby, transatlantic difie@erand national institutional circumstances
shape distinct types of social organizations that set up by entrepreneurs with a social
entrepreneurial spirit (Defourny & Nyssens, 20@8)rthermore, social entrepreneurship attracts
a global audience because prominent social entreprs like Mohammad Yunus and umbrella
organizations like Ashoka, Schwab Foundation orliISkoundation advertise that innovative
ideas can function as blueprints for other comgdarahvironments. On the other hand, related
concepts such as ‘third sector’, ‘social economggmmunity economy’, ‘solidarity-based
economy’, and ‘social innovation’ have evolved lbcaand defused on the continent or
remained in their national realm. For instanegonomia solidariais a term frequently used in
Latin America to describe financially self-sustdilea organizations with primary social or
environmental mission whereas in francophone Ewom®untries the ternréconomie sociale

has been chosen long before social entreprenewyahiipd momentum in 1990s.

Literal translations of social enterprise into ifastance German (‘Sozialunternehmen’) invokes a
different connotation because these organizatioasnaither new nor specifically innovative,
work closely together with the public sector andjogna common benefit status
(‘Gemeinnutzigkeit’) that protects them indirectisom free market competition through tax
relief. Next to other factors, these institutiomald linguistical obstacles have hindered social
entrepreneurship research to overcome its embryooniceptual stage and provide empirical

evidence based on theory.

Since Defourny and Nyssens’ (2008) article on comafibes and differences between
conceptual models in Europe and in the United StateAmerica, future contributions have
embraced and refined their discussion on three adshaof thought (see e.g. Hoogendoorn,
Pennings & Thurik, 2010). The Belgian scholars athuhat different welfare models as
proposed by Esping-Andersen (1990) prompted a skvelevelopment of social enterprises
across the European continent. Each welfare medeforced different forms of co-production,

co-management and co-governance (Pestoff, 2008).
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In countries with conservative welfare models (e@ermany, France, Belgium), social
enterprises emerged as not-for-profit private oigions which work closely together with
public agencies to provide so-called second labanket programs for citizens without access to
the conventional labor market. Although the assmria, or nowadays referred to as ‘work
integration social enterprises’, existed long befactive labor market policies have been
introduced, this policy instrument has promptedeh&epreneurial spirit of these organizations,
which worked even closer with public employmentica$ together. On the other hand, these
organizations are striving for more autonomy frdmait public partners, especially in financial

terms, and thus they paid increased attentioncimnie generating activities next to public funds.

In countries with a social-democratic welfare stéey. Sweden, Norway, Finland) social
enterprises developed from a co-operative spirgetaprimarily on culture, leisure and
representation of one particular group such asnstance farmers. However, these movements
spilled over to cover welfare programs that wererntionally excluded from public schemes.
Therefore, social enterprises substitute the stdtere no welfare is provided, whereas in

conservative welfare systems social enterprisepbtorant public schemes.

The United Kingdom is treated as a special caseause the welfare model is oftentimes
perceived to be liberal on the one hand but hasrabgocial welfare programs with universal
coverage on the other. Social enterprises emerged c¢harities with a high voluntary basis that
have proven to provide social services in the reffstient way vis-a-vis public, private and not-

for-profit organizations. Thereby, they have beeually contracted by the state through a

competitive process to carry out the social setvice

Finally, in southern European countries the devaleqt of social enterprises is mainly the result
of absent welfare provisions that led to bottom-mwvements to counteract long-term
unemployment and missing elderly care, which caudd be solved within family structures
anymore. These organizations split from traditionatoperatives because they covered the
social needs of a broader community and not ordyotes’ from their members. The first law on
the legal status of social enterprises has beeadted in Italy in 1991. In a nutshell, social
entrepreneurship in Europe is diverse but still $@sal welfare provision and close links to the

public sector in common. Furthermore, social emiseg evolved from a preexistent third sector.
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To capture the full spectrum of social enterprisefroad and inclusive conceptualization is
required. The authors introduced ‘ideal type’ chtgastics of social enterprises, the so-called

EMES approach, which will be discussed later othis part.

Scholars from the U.S. perceive social entrepresigpirfrom another perspective. The ‘earned
income’ school of thought focuses particularly oncadme generating activity in its

conceptualization of social enterprises. Defourmg &Nyssens (2012) differentiate between
‘commercial non-profit’ definitions and ‘missioniden business’ approaches. The former
identifies non-profit organizations that introducedmmercial activities and management
techniques from the private sector to survive omgauts in public funding and increasing

competition in their operating field as social epteses. These types of organizations support
their primary social mission with new income strearfihe latter, however, is broader and
includes for-profit organizations with a social si@ like fair-trade firms, micro-credit banks

and sometimes large corporations with social resipée production and/or service are counted
as social enterprises. The primacy of the sociakion is left for interpretation here, but Yunus
(2010) clarifies that such business do neither nhag®ges nor do they produce dividends for their

shareholders.

The other American led conceptualization of so@aterprises is called ‘social innovation’
school of thought. Central to this group of coneedptthe social entrepreneur, who is presented
as change maker or change agent. Such individuads/atively combine resources to counteract
market failure. These heroic social entrepreneurs perceived from a Schumpeterian
perspective and their ventures are often highlgfitem an outcome rather than income point of

view.

Two years later, Hoogendoorn, Pennings and Th@M.Q) argued that social entrepreneurship
in Europe can be divided by two schools of thouaghtwell. The Dutch management scholars
reviewed 31 empirical articles on social entrepuesieip and divided them according to

Gartners’ framework on venture creation (indiviuadganization, environment, and process)

and four identified schools of thought.

The so-called ‘Emergence of Social Enterprise imope’ (EMES) approach as applied by

Defourny and Nyssens (2008) is based on an ‘idgsd’ tdefinition of social enterprises in a
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Weberian understanding. This approach is mainhliegygppy members of the EMES research
network established in 1996 with the goal to idgngocial enterprise across member states of
the European Union. Although social enterprisesi@éUnited Kingdom are also covered by the
EMES approach, the authors argue that they atastinctive from the social enterprises on the

European continent and the two American schoothaight.

The UK approach is special because social entegprenjoy the greatest institutionalization
worldwide (Nicholls, 2010). The government led bgny Blair established a social enterprise
unit within the Department of Trade and IndustryT(] introduced the ‘Community Interest
Company’ legal status especially designed for $amigerprises in 2004, and mainstreamed all
issues concerning social enterprises through tfadkshment of the Ministry of the Third Sector

in 2006. The DTI worked out the following definitidor social enterprises:

“A social enterprise is a business with primarilycial objectives, whose
surpluses are principally reinvested for that pagpm the business or in the
community, rather than being driven by the needmaximise profit for
shareholders and owners” (Department for Tradel@ahastry, 2002, p.8)

One major finding of their review is that the ‘Eadhincome’ approach (here called Enterprise
School) and the UK approach are used in the mgjofiempirical writings whereas the EMES

approach tends to be underrepresented in empstadles. It should be noted, though, that the
‘social innovation’ concepts are often insepardbben the ‘earned income’ school in general

and the ‘mission-driven business’ subgroup in paléir (see Defourny & Nyssens, 2012).

The fourth and final school of thought is the EMBfproach as mentioned above. It is a
conceptual composition of three sets of criteri #ilow the placement of single organizations
within a galaxy of social enterprises (Defourny,|dgtud & Pestoff, 2014). Instead of narrowing
social enterprises down to income, outcome or éxaémstitutionalization as proposed by the
latter three schools, the EMES approach is ratheolkit of social, economic and participatory
criteria as illustrated in Figure 2 below. Thisa&tdimensional perspective will now be applied
on work integration social enterprises. This predsscrucial because the findings of this study

should only be generalized to social enterprisels similar definitional characteristics.
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ECO n O m ic & e Continuous activity producing goods and/or
selling services
e Significant level of economic risk

entrepreneurial ¢ Minimum amount of paid work

o Explicit aim to benefit the community

S g I e Initiative launched by a group of citizens or
OC I a civil society organizations

e Limited profit distribution

¢ High degree of autonomy

p a rt i Ci patO ry * Decision-making power not based on capital

ownership

gove r n a n ce e Participatory nature involving various parties

affected by the orgagnizational activity

Figure 2: Emergence of Social Entgrises in Europe (EMES) conceptual approach with eanomic, social anc
participatory pillars consisting of three indicators each

ILLII WORK INTEGRATION SOCIAL ENTERPRISE - ONE TYPE OR MANY?
Social enterprises with the social mission to einite vulnerable risk groups into the la

market through productive activity are labeled wankegration social enterpris (WISES).
Many WISEs, especially targeted at mentally andsiajly disabled, were founded in 1970s
civil society actors. Their development was neitsterered by public policy nor did they rece
significant subsidies from public authorities. bxt, Nyssens (2014) argues that WISEs +
enacted active labor market policies before pualithorities implemented them. Active lat
market policies refer to the introduction of cemtémstruments like subsidized employment

increasing vocational tmaing opportunities next to passive unemploymeneben

Guided by the aim to increase the relatively lowplryment rate in European countries,
introduction of such instruments was around 198@sre the public sector also realized
potential of WISEs as ‘conveyor belt’ (Nyssens, 2014, p.214)néw wave of WISEs we
founded that were tailored to the policy targetdsl #imeir respective target group. This cl
cooperation offered not just better access to digssibut furthermore gave WISEs tical
weight as interest representation or lobby orgdinza. In the 1990s, some countries e

decided to introduce a legal status for WIS

During that time, many WISEs started to adopt aeremtrepreneurial spirit to increase tt
revenue from thie goods and/or services sold as means to be &isstron public subsidie

Through this process, they regained their autonfmmy public bodies, because following t
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strict guidelines of the Labor Offices could havenegative effect on their innovativeness
(Nyssens, 2014). It could be argued that ‘new pulianagement’ (Hood, 1991) and the social
investment paradigm in social policy increased thember of WISEs and their

professionalization. For instance, changes in pulrocurement procedures increased
competition among WISEs and the focus on labor etaplarticipation of women offered new

venues for WISEs to operate. However, in many asiwith corporatist tradition, changes
only appeared slowly and less efficient WISEs cargd to receive substantial public subsidies

because tendering remained an issue of trust.

Today, WISEs remain an important social servicevider in many European countries,

nonetheless descriptive research has not generaied empirical evidence. This phenomenon
is common for social entrepreneurship researchevb@me qualitative case studies and very few
guantitative research designs can be found. Thig@aews the literature on WISE and presents
their organizational characteristics. Finally, thetharacteristics are portrait through the EMES

‘ideal type’ toolkit.

Since the late 1990s is the European Commissioanding research projects on social
enterprises which are carried out by the EMES rebkeaetwork. Among these projects, the so-
called PERSE project and ELEXIES project targetipalarly organizations covering the field
of work integration. Both projects covered the sdame period (2001 to 2004 and 2002 to 2003
respectively) but had different scopes. Under ELEXI descriptive knowledge about the
characteristics of WISEs in twelve member statethefEU has been collected and a database
and national profile has been created. PERSE fdcpseticularly on 160 WISEs from 11
member states that have been studied more in-aeptheir economic and social performance.
Both projects revealed that WISEs are a very hgareous group. Major differences are found
concerning their legal status, their resource atjom, the type of employment, the importance
given to vocational training, their governance aiies, and to what extent they ensure that

vulnerable people are transferred into labor markatsustainable way (Spear & Bidet, 2003).

Davister, Defourny and Gregoire (2004) analyzed fihdings from ten countries form the
PERSE project and found over 39 types of WISEsugiolg four particular German types. These
scholars and other members of the EMES researgtorie(see e.g. Nyssens, 2014) argue that

these 39 types can be clustered in four categarie®/ISEs based on the mode of work
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integration adopted by these social organizatidie clusters and the positioning of these 39

types of WISEs are illustrated in Figure 3 on thiéofving page.

The first cluster (bottom of Figure 3) comprisesSHE§ that offer open-ended employment
contracts to mentally or physically handicappedviddials and in Sweden and Finland also to
socially excluded individuals. This oldest form WVISEs, also referred to as sheltered
workshops, receives long-term subsidies from thieliptsector and their status is oftentimes
recognized and thereby protected from competitidonvever, the produced goods or services
offered are sold on the market and over fifty pentcof financial resources come from this

productive activity. The number of volunteers ighex low among WISESs of this cluster.

The second cluster (right side of Figure 3) cosstdt WISEs that employ risk groups such as
young, low-qualified, women or ethnic minoritieshély offer stable jobs that are considered
economically sustainable in the medium term. ThBses are considered to profit from

employing these individuals and thus receive tempand over time decreasing subsidies to
make up the costs from training them. Thereforganizations from this cluster are more

market-oriented and do not depend on volunteers.

The third cluster (left side of Figure 3) of WISEsploys vulnerable workers without a formal
employment contract. The aim is to (re-)socializem and offer them an occupational activity.
Despite the informal character of their employmdime, status of these workers is protected and
rewarded though non-financial means such as fooldoasing. These WISEs are not market-

oriented and consist of a lot of volunteering.

The last group (top of Figure 3) of WISEs combitezaporal employment of vulnerable people
with a training contract. The employment is ofteres based on the required time to obtain the
desired qualification. The importance of public sidies differs significantly here. Some WISEs
are fully dependent on them while others operatest independent from them. These forms of
WISEs have a transitional function and thus focastigularly on young and long-term
unemployed individuals. Figure 3 shows that many B4 combine modes of integration and are
thus placed where the clusters overlap. The mespuéntly combined mode of integration is
temporal employment and training plus self-finanpedmanent positions for beneficiaries. For

concrete names and origin of the abbreviations us&yure 3 see APPENDIX 1.
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Figure 3: 39 types of WISEs identified in ten Europan member states clustered according to their modeof work
integration (Davister, Defourny and Gregoire, 2004p.6)

TRANSITIONAL EMPLOYMENT OR ON-THE-JOB TRAINING
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PROFESSIONAL INTEGRATION WITH PERMANENT SUBSIDIES

On the_economic and entrepreneurial dimension ®BNES approaghthe diversity between

the types of WISEs is very clear. The majority ofSEs continuously produces or/and sells their
service, but this activity has not always the samgortance (Davister, Defourny & Gregoire,
2004). The reliance on resources from the markdttha focus on training and occupation of
target groups are influencing the role of produetactivity in WISEs. The economic risk of
WISEs is thus dependent very much on their reliamcdhe market as well. However, many

WISEs finance themselves through a resource mirwaficipal, federal and European funds

24



ORGANIZATIONAL CULTURE OF WORK INTEGRATION SOCIAL ENTERPRISES

(European Social Fund (ESF) and European Regiomaklbpment Fund (ERDF)) next to
income generated through their services and goolds Some WISEs with environmental and
cultural mission next to their work integration sian also collect membership fees to remain
economically sound. Finally, paid work is found afi WISEs. Although voluntary staff is
oftentimes present especially among guidance amthgement positions, there are always hired
individuals with regular wages. The recipients leéit work integration measures are also paid
either financially or in form of housing, food amdther tangible goods to satisfy their basic
needs. In some cases, these recipients fulfill dbeditions for unemployment benefits by

following their training or occupation in the WISE.

The social dimension of the EMES approatiows that WISEs always have the collective

interest in mind when providing jobs and trainingportunities for vulnerable groups.
Furthermore, many WISEs have multiple social olbjest as for instance recycling of waste,
creating a platform for the neighborhood or offgrghildcare and housing for the deserving. All
these additional quasi-public goods (Nyssens, 2@id)combined with the integration of target
groups into productive activity. Profit distributios indeed limited or even constrained fully by
the legal status most WISEs opt for, which are fgamon-profit, foundations or cooperatives
(Davister, Defourny & Gregoire, 2004). Finally, timitiative to establish the WISE came either
from an individual (or a group) somewhat conneaegart of the target group or from the local

public authorities initiating the organization be&ving considerable autonomy to the board.

Finally, the_participatory and governance dimensibthe EMES approaciiustrate that on the

one hand WISEs are indeed not ruled by capitalesiwdders and enjoy mainly a high degree of
autonomy but on the other they offer only limitezjdee of participation for their target groups.
Many WISEs are run by boards that include not endnagers but also trainers and other social
workers. These boards apply the ‘one person, ote sgstem and elect their representative in a
democratic way. This decision-making system oféetsgh degree of autonomy but the range of
possible decisions is constrained by public andapei partners essential for their financial
survival and training and occupational positionstfe ‘users’ of WISEs. Concerning the limited
participation of workers or ‘users’, Davister, Defoy and Gregoire (2004) argue that the

condition of certain recipient groups, the sometimemporal stay of them, and the tight
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conditions of the public authorities does hamper émpowerment process. The following part

will present the different forms of WISEs in Gerrgan

ILLIII WORK INTEGRATION SOCIAL ENTERPRISES IN GERMANY
The landscape of possible social enterprises inm@ey has to date not been analyzed as one

coherent sector but was split into groups of orzations that share similar objectives and legal
frameworks (Birkholzer et al., 2015). Using the EMBpproach, Birkholzer (2015) identified

fourteen groups which can further be separateddier@nd younger social economy movements.

Older social economy movements include traditiomsdociations, co-operatives, foundations
and welfare organizations that emerged during tiaistrialization. The younger movements
date back to the 1970s and consist of volunteenagg, socio-cultural centers and, among
others, work integration social enterprises. Irgengly, integration enterprises and work
integration enterprises are perceived as two sepawups. The former includes sheltered
workshops and newer membership-based organizatmméandicapped individuals that are
embedded in particular umbrella organizations amdeive additional public funding

(‘Minderleistungsausgleich’ Contrary, work integration social enterprises &rgeted towards

unemployed individuals who are at-risk of sociatlagion and need guidance and training to
find employment in the primary labor market. Thextnpart discusses the various forms of

WISESs, excluding integration enterprises, in gredégail.

The establishment of WISEs in Germany has beemydregl by structural and technological
shifts in the industry sector during the 1980s 2880s (Bode Evers & Schulz, 2004; Birkhdlzer,
2015). Massive suspension of staff, in for instamgeing in the Ruhr area or shipbuilding in

Bremen and Hamburg, led the trade unions to ieitatganizations devoted to the temporal
employment and training of these individualsBgschaftigungs- und Qualifizierungs-

gesellschafteénshortly BQG). Not just trade unions initiateceie BQGs but also municipalities,

welfare organizations and dedicated individualaliectives launched projects to absorb the
painful transition towards the service economy. Geman reunification gave further impetus
to the extension of these BQG to the new eastémder where every second employable
individual lost his or her job over night (Birkhélz 2015).
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By that time, public authorities implemented activéabor market policies
(‘Arbeitsbeschaffungsmal3nahmjeand incorporated the BQG into their schemes. Hewehe
state understood their role to be merely a bridgaht primary labor market and not as
entrepreneurial organizations with at least some g@ermanent staff. Furthermore, the state
allowed these BQG to produce quasi-public goodssandces only that were neither offered on
the market nor from public authorities. This regtan is known as the ‘additional fields’ clause
(‘Zusatzlichkeitsklausgl At the end, many of these WISEs closed downthis legal and
financial strait jacket created by the state. Hosveypolicymakers interpreted this as a sign for
the ineffectiveness of financing time-limited jolos the unemployed and decided to reform the

labor market policy fundamentally.

The Hartz reforms of 2004 split the beneficiariésuoemployment benefits according to their
status as transitional or long-term unemployedanfindividual failed to find a job within the
time span of one year, they are considered long-tenemployed and lose a considerable
amount of their entitlements. Next to this new ladjferentiation between short and long-term
unemployed, the reforms paved the way for the meatf a permanent second labor market by
introducing the so-called ‘one-Euro jobs’. Jobshwpublic utility were created and individuals
with the long-term unemployed status were requesiethke up these jobs as a new income
source next to their unemployment allowances whchild be further reduced as punishment
for non-compliance. WISEs have been rediscoveremsiruments to create these jobs within
their structures or forward these individuals tieestorganizations (Bode, Evers & Schulz, 2006).
Through these profound changes, WISEs lost evere naotonomy and leverage to offer
meaningful jobs and training for their clientelénig policy shift might brought back WISEs as
instrument for the labor market programs, but tixgakness to resist external pressures towards
isomorphism (Bode, Evers & Schulz, 2006) has méwentto string puppets of the Federal
Labor Office.

As can be seen in Figure 3 on page 24, the Europessmarch projects revealed four German
organizational types - three types that offer titeorgal employment and on-the-job training and
one type that creates permanent self-financed fi&ng the former ones are the municipality
owned corporations for employment and traininigphmunale Beschéftigungsgesellschaften’

short KB), the employment centers of welfare fetlens (‘Beschéaftigungsgesellschaften von
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Wohlfahrtsverbanden short BW), and the employment agencies of logatl independent
initiatives (‘Beschaftigungsgesellschaften von lokalen, unablg@&nginitiativen; short BLUI).
The ‘Sozialen Betriebe und Genossenschaff@BG) literally translates social firms into
English but is a very special initiate in a fé&nderto combine the funding of both small and
medium-sized enterprises (SME) and the work integraof vulnerable groups. In the following,

the characteristics of each of these four typesi@mtdighted.

The KBs have the biggest impact vis-a-vis the otheze types since these organizations offer
the most jobs outside the primary labor market @dtl/ers & Schulz, 2002). The municipalities
own the organizations and request them to enaaet fudicy initiatives. Yet, their management
boards are de facto autonomous from external sblets. If they are economically viable, they
opt for company with limited liability Gesellschaft mit beschrankter Haftung’, Gmdhd if
that is not the case, they chose associatiemdéetragener Verein’, e.Vas legal form. One
example for this type igukunftswerkstatt Dusseldd&@mbHwhere local long-term unemployed
are provided with short-term jobs as kitchen staifanteens of public facilities, as garbage men
for recyclable paper or as service staff in publie rental outlets. Next to their work integration
mission, the subsidiary company of the city Diusséldunctions as an advisory center for
especially women and their challenges to recon&@lmily and work. Furthermore, the
organization exercises their political weight ie ity by coordinating political activities such as
the Equal Pay Day or by representing the intei@stiseir beneficiaries in other ways (see annual

report: Zukunftswerkstatt Dusseldorf, 2014).

Another important type in the field of work integom is BW. They are either within the
structures of major welfare associations likeeutscher Caritasverband, Paritatische
Wohlfahrsverband, Diakonisches Werk, DeutschessRateuzor Arbeiterwohlfahrtand operate
there as sub-units or as subsidiaries with ceftagdoms. In general, these welfare associations
and especially the five above are delivering thgonts of social services in Germany (Heinze,
Schneiders & Grohs, 2011). The BW share many siitida with the municipality owned KB
like their mode of integration and training offeredt have also key differences. First, they seek
to reduce poverty and not just long-term unemplaynsegnce many of them are associated with
the Church. Walking hand in hand with this, thegoahave considerable voluntary human

resources that can be mobilized through their gtrostwork. Finally, this type of WISE
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generates more financial resources through thanauic activity which makes them more
autonomous from the state. However, they opt ferléigal status as associati@\{) and have

to reinvest their revenues into their mission. @nene example for BW is thBiakoniewerk
Arbeit & Kultur seated in the Ruhr area that has been portrdsiole, Evers and Schulz (2006)
in detail. The organization recently gained itsviat independence from the protestant Church.
They implement public employment programs like thee-Euro job’ with a fixed-term
employment contract but do not accept vulnerableplgeforced by the public labor office to
take the offer. Their field of operation is verygland ranges from selling recycled goods and
distributing food (Tafel) to managing cultural events for elderly, orgamizievents in their
premises and lobby for the interests of their wosk&he new labor market policy has created
not just tensions between the organization andptligic authorities but also between private
firms and the WISE. On the one hand, the managebeart ofDiakoniewerk Arbeit & Kultur
sees its social mission endangered through theuatamacy and efficiency driven public
programs and on the other, the organization faosslé position from competitive private firms
which react sensitive towards the growing imporeaotthe productive activity of the WISE. To
ease the tensions, the management board makesiggtese of their social capital and network
capabilities. Bode, Evers and Schulz (2006) arpaé these tensions of this BW type of WISE

are representative for many WISEs in Germany.

Organizations based on local grass root initiate@&rged as a solution to a social problem that
was not tackled by the state, yet. For that reaBatll are different from the other two types
that compliment rather than substitute the statéleve work integration as primary mission.
Work integration is a means for BLUI to achieveith@imary social goal oftentimes linked to
environmental or cultural issues. The committedugrounning the oftentimes preferred legal
form as associatiore(V) relies heavily on the surrounding civic engagetatd social capital.
This type often encounters uncertainties regardiaple allies and well established players in
their field of activity (Bode & Graf, 2000; Bode,v&rs & Schulz, 2004). Therefore their
financial resources are not as institutionalizeihabe former two types but are rather bound to
their base of supporters and the contract parbrea Epecific integration service. In the majority
of cases, the mode of integration is indeed tenmmgdrat Bode, Evers and Schulz (2002) also
found organizations that employed marginalized pEop a permanent basis. A good example

for this type isNutzmdll e.Vfrom Hamburg. The organization was founded in 1884 group
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of citizens and has the primary mission to recygeds and resell them again. By now, the
association employs 250 long-term unemployed onptioeisional basis of a ‘one Euro job’

within their six recycling projects (see http://wwwtzmuell.de/).

The fourth type common in Germany is the SBG wtafflers permanent self-financed jobs to
risk groups. This type plays a minor role becatmsgr thumber is very limited and bound to a
public initiative from a few Lander such as Lowex8ny, Thiringen and Saxony (Bode, Evers
& Schulz, 2004a). The legal form of this type is-pwofit (GmbH ‘Aktiengesellschaft’, AG and
in some cases eingetragene GenossenschaftsieGe the idea behind the literally translated
‘social firms’ is to launch an economically pronmigiventure with financial support of the state
for an incorporated social mission. The firms oblipemselves to employ and train vulnerable
individuals and in turn receive public start-up ding decreasing over a course of four years. At
the end of this public subsidization, the firms &éd@ prove their competitiveness on the market
without further public aid. This way the public hatities make sure that vulnerable individuals
are transferred into the primary labor market tgfomeaningful work and the firms may tailor
the training of these individuals to their needswdver, it remains unclear whether these firms
continue to have a social mission after the subaitin phase (Bode, Evers & Schulz, 2002) and
how long the tenure of the vulnerable people isitifesmore, social capital and voluntary
workers, if any are present at all, function ordynaeans to increase profitability. Going through
a number of databases from umbrella organizatibmss not able to find a good example for
this type of WISE. ThdairKauf eG comes closest to a SBG because it combines strong
economic activity with work integration and traigirof marginalized long-term unemployed.
The WISE restores donated goods like furniturelathes in their workshops and sells them in a
central department store. Collecting, restoring @etling are activities undertaken by the
vulnerable people who are trained at the same tifter a probationary period and completed
vocational training, many of these individuals h&lve chance to continue their work through a

further two years contract.

Now that the landscape of WISEs in Germany has peemnait, the literature review continues

with organizational culture.
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ILII ORGANIZATIONAL CULTURE

ILILI WHAT IS ORGANIZATIONAL CULTURE?

‘How things are around here” is a phrase that isroheard as response to the question what the
culture of an organization is. It is the social glthat binds the members of an organization
together and gives meaning to a venture (Scheit;20ameron & Quinn, 2011). Furthermore,

it is the institutionalized way problems are solvadd organizational effectiveness and
competitive advantage is ensured (Cameron & Qu2®i1). However, organizational culture
goes undetected and taken-for-granted most of ithe until it is challenged or rigorously

analyzed.

Although the concept has been analyzed very earthe 1940s by for instance Whyte (1948)
focusing on the norms and values that guide soelationships in restaurants, it was the seminal
paper of Pettigrew (1979) that caught the attentiba wide audience beyond anthropologists
(Detert, Schroeder & Mauriel, 2000; Hartnell, OK&nicki, 2011; Schneider, Ehrhart & Macey,
2013; Schneider, 2014). For the Professor on $lyated Organization at the University of
Oxford, OC is the product of an entrepreneur imprgn concepts like symbol, language,
ideology, belief, ritual and myth on his venturelats members. Especially for business and
management schools, OC offered a new lens to stuggnizations from a human interaction
perspective rather than from a mere economicaldptaint. However, Jung et al. (2009) stress
the fact that Pettigrew solely coined the term &hsrthe following three bestsellers opened the
topic to a broader non-academic management audi€heehi (1981) Theory Z, Peters and
Waterman (1982) In Search for Excellence, and @edl Kennedy (1982) Corporate Cultures.
The former authors labeled it corporate cultureictvifbecame a commercial synonym to OC,

while some others refer to it as enterprise culfdeswas, 2014).

After more than three decades of organizationaucellstudies, there is neither agreement on
what the concept is nor how it should be inveséiggiSchneider, Ehrhart & Macey, 2013). One
reason for this disagreement is that culture itsa#f no fixed definition (Alvesson, 2010). After
reviewing various definitions, Detert, SchroedeM&auriel (2000) conclude that OC is a long-
lasting and autonomous phenomenon that consisteombination of artifacts (such as symbols,
rituals, practices, etc.), beliefs and values, amlerlying assumptions shared by the

organizational members. Further they summarize ti concept is holistic, socially
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constructed, historically determined, found at etéht levels and within different features of

organizational life (see p.851).

Since the 1980s, interdisciplinary interest in trerarching construdrganizational culturéhas
grown rapidly and has produced more than 4,600n8fiee articles (Hartnell, Ou & Kinicki,
2011). The most commonly used (Jung et al.,, 2009hé one by Schein (1984) for whom

organizational culture is:

“[...] a pattern of basic assumptions that a giverogp has invented, discovered, or
developed in learning to cope with its problemsextiernal adaption and internal
integration and that have worked well enough tacbesidered valid and, therefore,
to be taught to new members as the correct wayetoepve, think, and feel in

relation to those problems.” (Schein, 1984, p.3)

This definition clarifies several important aspeotsOC that have been ignored before. First,
culture is not static but a dynamic process ledabyalancing act of external acceptance and
internal compromise to find the best solution téagbthe organizational objectives. Second, as
long as the members share common history, culturelatively stable because it is the property
of a group independent of the group size. Applircdbmyanizations, this means that all members
have preexisting basic assumptions before they anterganization stemming from for instance

nationality, sport clubs, educational backgroundsdepartmental subcultures. These new
member has thus to adapt to the organizationat lesumptions and align them with his or hers
so that they do not interfere with the collectivattprn. This process implies that OC can be
taught. Finally, OC is somewhat a solution to a geproblems that are reoccurring in the

everyday life of the organization. Similar to Pgttw (1979), Schein (2009) believes that
leaders can steer this dynamic process to ensateitths congruent to the organizational

objectives.

To understand what is meant with ‘pattern of bassumptions’, Schein (1984) developed a
three-level model that arranges the cultural matateons from clearly visible to tacit and
difficult to distract. OC manifests itself in (1jsible artifacts, (2) espoused justifications a8H (
unconscious tacit assumptions. Artifacts are easligervable and oftentimes tangible. This

includes the buildings, rooms, dress codes, daoosataind the general behavioral climate. On an
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outsider or new member, these artifacts have aneate impact but they do not offer any
explanations why they are there. The meaning dfaats$ is mirrored in the espoused values of
an organization, the second level of this modele Can either go and ask questions to members
of the organization or review official documentgereng to the image the organization seeks to
implement. These documents or conversations wittakthe intent of for instance an open space
office or the formal dress code of an organizati@ftentimes, big organizations offer
introductory books for new employees to ensure tiiiay familiarize with the values behind the
artifacts. However, espoused values and artifaztsad always align well. These inconsistencies
can only be revealed through the most crucial lefebrganizational culture manifestation,
namely the shared tacit assumptions. These unowssa@ssumptions are the result of the
personality of the founding team and leader, whogoin their previous values and norms into
the new venture. If the organization is successfobtaining their goal, new members will share
this behavior and ‘working style’ through a joirgatning process. In essence, shared tacit
assumptions can be analyzed by investigating tle&goaund and personality of the leader or
entrepreneur and the required technology to cautytiee tasks to fulfill the organizational
objective(s). In sum, this framework can be usedatwlyze cultural processes within
organizations that have been initiated consciobglynanagerial decisions or unconsciously by a

learning behavior of all members.

Despite its ubiquitous presence in empirical redgamany scholars apply Schein’s (1984)
definition and three-level model but their operasibization focuses only on one level. In fact, it
is a general pitfall in OC research that holisto@eptualizations are used but are than wrongly
operationalized to measure merely one particulpeesof the provided concept (SOURCE).
This investigation into OC narrows down the condepespoused values. The following section

is going to explain the difference between a higlishd a reductionist approach.

ILILII EMPIRICAL APPROACHES TO ORGANIZATIONAL CULTURE
Studying OC is no easy endeavor as it attractsladisgiplinary audience with varying research

agendas. There is no universally good way to stOdy, since management scholars will
continue to criticize symbolic and essentially btii approaches to culture for its missing value-
added for practitioners and the organizations antthrapologists will continue to contest

functionalist studies for down-sizing or even mismpreting the complex concept for the sake of
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practicability (Martin, 2002). These are the twdaals of thought that guide and divide
approaches to the study of OC (Martin, 2002; Oti®ochulte, 2014; Dension, Nieminen &
Kotrba, 2014).

Interpretative, emic, or symbolic approaches hgittlithe uniqueness of a culture and how it
came about. The organization is assumed to beubare itself and thus OC is treated like a
metaphor for something that is idiosyncratic. Iptetative researchers tend to explore the
culture by following the daily activities of the ganizations without interfering. Mostly

anthropologists engage in such (comparative) dasky sesearch that is essentially holistic.

The other approach perceives OC from a functiomakte perspective. The culture of an
organization is assumed to be like an asset ofganazation and is hence treated like a variable.
Functionalist approaches seek to compare the egltwf organizations with predefined
theoretical assumptions. For that, scholars witlfuactional approach develop complex
multidimensional constructs to measure OC in aamniitnes largan survey research. They aim
at improving an organization by exploring and clatiag its organizational culture factors with
other variables that are deemed to be crucial. \éanyy, scholars found out that there is no
universally good OC increasing the effectivenesejpendent of the size, seat, or sector of the
organization. For that reason, researchers dewldipeensions that illustrate the distinctiveness
along two extremes. It is thus not surprising tluaictionalist approaches tend to analyze broad
values and norms rather than deeper unconsciolectood behavior (Ostroff & Schulte, 2014).

Blurring theories of the two approaches is “therefdeservedly suspect” (Martin, 2002, p.160).

Martin (2002) advocates a three-perspective appré@dOC, since sharedness as definitional
characteristic is sometimes inappropriate. Thegnattgonist perspective views OC as a shared
phenomenon and everything apart from it is eitgaored or presented as something that has to
be fixed. In contrast, the fragmentation perspecinvestigates the clashes of culture within an
organization. According to this perspective, peaspaccupational and positional differences of
the members are unlikely to converge into one awgaified OC. Somewhere in the middle
between these two perspectives is the differentiattiew conceding that subcultures may
emerge based on for instance gender, position partteent of the organization but may
nonetheless correspond to the overall OC. ResesrC should thus focus on all perspectives

to draw insightful and practicable conclusions.
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This thesis applies an etic or functionalist pecsipe on OC. Thus, OC is reduced to measurable
values and norms (in Schein’s terminology: espousddes). Although the three-perspective
approach by Martin (2002) should be consideredrfatepth studies on large organizations, it
would extent the scope of this thesis. This stugglias an integrationist perspective to OC,
because (1) work integration social enterprisessarall to medium-sized and therefore cultural
clashes within the organizations and subculturesless likely to occur and (2) fragmentation
and differentiation perspectives offer a good lengvestigate single cases or comparative case
studies but it is difficult to measure differencgghin and between organizations in a cross-
sectional study as envisioned for this thesis. fbflewing section deals with the boundaries of
OC. This is very crucial for this seemingly all engpassing concept.

ILILIII THE BOUNDARIES OF ORGANIZATIONAL CULTURE
The previous section discussed what OC is and havcbnceptualized in this thesis. However,

it is equally important to ask what OC is not tdimate the multi-dimensional concept from
other related concepts. Particularly important tfoe this thesis is the delination of OC from

societal culture and organizational climate.

Culture as such is a multilayered concept that gearwith the unit of analysis. Individuals
behave according to their values and normes whrehfrmamed by institutions like family,
friends, school, and so forth and when one lookhat(supra-)national level one can observe
that common artifacts, espoused values and tasitngstions exist as well. For instance, flags,
anthems and official governmental buildings tellam@about how a country or a political union
like the EU wants to present itself. The constitfithe laws and regulations and the speeches of
governmental representatives can be considered etothe espoused values. Collective
unconscious assumptions are likewise difficult bserve but also guide national or European
society. Germans unconcsiously are cautious whguireg about World War | and World War Il
and the same holds true for Belgians and the callema. So what could be the difference

between a societal culture and the culture of gararation?

Dickson, Kwantes and Magomaeva (2014) find four mmmalities and five differences between
the two concepts. The two concepts have in comrhah dulture is in both concepts mainly
understood as (1) values which are (2) shared dniheless (3) not uniform but rather splattered

around a mean norm and which guide the way dedsiom made in an (4) unconscious process.

35



RomAN
KOFMANN

ORGANIZATIONAL CULTURE OF WORK INTEGRATION SOCIAL ENTERPRISES

Despite these consistencies, one major differentwei choice of each member to become part of
the culture group. The degree to choose an orgaonzand its culture is much greater for an
individual than the degree of freedom to changesonationality, which is only possible after
reaching adulthood. Second, societies cannot foahidndividual to be born into it, whereas
organizations and their leaders can carefully $elesr members. Third, the process to become
part of culture from an organization is much simgkg. paying membership fees, applying for
a job, etc.) than changing citizenships which isrenocomplex and entails a lengthy and
somewhat determinate process. Fourth, organizatansmore easily dismiss members and
oftentimes do not even need justification for ithareas societies require concrete evidence to
deprive someone from the privileges of one’s citsteép or to make the decision to deport
someone (see e.g. Guantanamo Bay detention cartiie @ase of Edward Snowden). Finally,
organizations often have an explicit culture tlsadomewhat steered towards certain objective(s)
whereas societal culture is implicit and can besmered a bottom-up movement oftentimes

without concise goals.

Although organizational climate and OC are ofteacdssed together, as for instance in the
Oxford Handbook of Organizational Climate and Cidt(Barbera & Schneider, 2014), the two

concepts have different foci. Culture refers theatstatic attributes that are collectively assumed
to be posessed by the members of the organizalikmms general code of conduct, whereas
climate refers to dynamic attributes of each mendiea given point in time. Climate can be

observed more easily and is more adaptable to angegvironments. For instance, a temporal
success of a firm might invoke very positive fegéirthat leads to increased risk-taking behavior.
If this climate endures and success is sustaingkly behavior can become a general code of
conduct for the employees and may alter the OCreFbee, climate and culture are connected,
but climate is understood as a snapshot and cukutee whole film that is made up of all

snapshots. The following part is going to review thethodology of previous studies on OC and

how culture has been constructed in scales.

ILILIV MULTIDIMENSIONAL CONSTRUCTS OF ORGANIZATIONAL CULTURE
To date, OC has been studied with three methodsié@m & Quinn, 2011). The first method is

field research like grounded theory, ethnographiguiry or storytelling which includes the

involvement of the researcher into the organizatisetting to undertake in-depth member or
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employee observations. This method is overly holishd usually guided by interpretative
theory. The second method is based on the anabfsigmnguage content created by the
organization through for instance qualitative omuwfitative content analysis. To use Scheins’
(1984) terminology, only espoused values are etadlto retrieve information on OC. This sub-
section is dedicated to the third method whichnapits to place the culture of organization on a

scale on several dimensions.

Similar to the diversity of definitions is the depiment of dimensional constructs of OC. With
appropriate argumentation, the concept OC allowim¢tude virtually all factors that remotely
resemble artifacts, espoused values and tacit gggurs. Therefore, Cameron and Quinn (2011)
note that independent of the framework, OC willaya be a chosen composition of factors that
will never be comprehensive. In Table 1, five majonstructs of OC are listed including their
authors, name, number of dimensions and numbeurekyg items. The striking differences in
dimensions and items are attributed to the initiéntion of the inventors (Jung et al., 2009;
Dension, Nieminen & Kotrba, 2014). Although all stmicts attempt to relate OC to
performance, Quinn & Rohrbaugh (1983) and Denisadi&hra (1995) focus explicitly on that
relationship. Cooke & Rousseau (1988) further itigate how people fit into a desired OC. In
the same vein, O'Reilly, Chatman & Caldwell (199Rd employee commitment in mind when
they put their construct together. The initial aijee of the construct of Hofstede et al. (1990)
was to measure the relationship between natiomalitoning and OC. In sum, all constructs are
a composition of factors that are crucial in inigeding something particular. Jung et al. (2009)
refer to these constructs as diagnostic instrumehish differ from formative constructs that

aim at exploring the OC without particular intent.

Table 1: Major constructs of organizational cultureand their number of dimensions and survey items

Authors (year) Name N_umbe.r of Survey items
Dimensions
Quinn & Rohrbaugh (1983) Competing Values Framework & Organizational 3 24
Cultural Assessment Instrument
Cooke & Rousseau (1988) Organizational Culture Inventory 3 120
Hofstede et al. (1990) Multidimensional Model of Organizational 6 135
Cultures
O'Reilly, Chatman & Caldwell Organizational Culture Profile 7 54
(1991)
. . Th tical Model of Culture Traits &
Dension & Mishra (1995) eore ICE.] .0 el or Luiture frais 3 6
Organizational Culture Survey
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Detert, Schroeder and Mauriel (2000) undertook aensystematic approach to find the most
common dimensions of OC through a qualitative aongmalysis. After reviewing twenty-five
frameworks, the American scholars concluded thghtedimensions appear frequently in the

majority of constructs. These are:

Intuition and personal experiengersusrationality and fact-based decision-making
ShortversusLong-term goal setting or focus

Internalversusexternal motivation of employees

Stability versuschange, innovation and personal growth

Task focusversushuman interaction or process focus

Isolationversuscooperation and/or collaboration

Horizontalversusvertical control structures

© N o o0 bk~ wDd P

Internalversusexternal focus on interaction with the environment

For this study, the Competing Values Framework (Ligehosen for multiple reasons. First, the
construct’'s content validity and reliability haselpeapproved through various statistical models
(see Hartnell et al.,, 2011, p.678). Especially a#gis other tools measuring organizational
effectiveness has the CVF been supported as magirebensive (Rojas, 2000). Secondly, the
model has been applied in over 10.000 organizatieortdwide with multi-disciplinary interest
and differing theoretical foundations (Cameron &irg 2011). For instance, Grabowski et al.
(2014) have focused on a voluntary organizatiodapth and Rohrbaugh (1981) compared the
OCs and performances of public employment servcgers. This voluminous literature offers a
rich theoretical basis to investigate work integmatsocial enterprises. Third, the CVF's
argument that organizational effectiveness is based variety of criteria is especially useful in
the context of work integration social enterprisBecial enterprises in general and WISES in
particular are understood here as hybrid orgamizatiwith double or sometimes even triple
bottom-line. Achieving these sometimes contradictgoals requires a diverse set of factors
contributing to the success of WISEs. Finally, (D€F offers a typology, which is a useful
device to understand a new field of inquiry (SOURCRuantitative studies on OCs in social
enterprises have not been conducted yet and théses this study offer a good starting point
for future research with more complex (and hol)stmdels of OC. Additionally, the theoretical

foundations of the CVF will be tested on the OCsadial enterprises, which are understood as

38



ORGANIZATIONAL CULTURE OF WORK INTEGRATION SOCIAL ENTERPRISES

hybrid models between public, private and non-predictors (Doherty, Haugh & Lyon, 2014).
The following section presents the CVF in greattad.

ILILV THE COMPETING VALUES FRAMEWORK
The Competing Values Framework (CVF) is the resfilexploratory research attempting to

make sense of the various indicators for orgarumati performance. Quinn and Rorhbaugh
(1983) reviewed Campbell’'s et al. (1974) thirtyteria on organizational effectiveness and to
find common overarching patterns. Seven panel acmd@members were asked to first eliminate
criteria under specified rules and then they hadate the relatedness of each possible pair
through a Likert scale. After this explorative phasnd 17 remaining criteria, they invited
another 48 scholars who have published Aidministrative Science Quarterlfjo rate the
relatedness. The two American scholars from thevéisity of Michigan’ Ross School of
Business analyzed the responses through the INDIGWbrithm, a multidimensional scaling

method comparable to factor analysis, and validdtedesults of the exploratory phase.

The criteria can be divided by three major valuesetisions as depicted in Figure 4. The
horizontal axis represents thecus of the organizatigrwhich ranges from internal orientation
towards the development of people within the orz@ion to external orientation towards the
development of the organization itself in its enwiment. The vertical axis refers to tteucture

of the organizationwhich ranges from flexible to stable structurBse third value dimension is
understood as a depth axis and reflects legree of closeness to desired organizational
outcomesor a means-ends continuum” (Quinn & Rorhbaugh,3198367). This theoretical
model is called competing values framework becals¢hree dimensions describe ongoing
dilemmas in organizational literature on the ardecés of organizational effectiveness.
According to the authors, effectiveness is thus aainitary concept but concepts within a

broader construct of four competing ideal model©®Gf
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Figure 4: The Competing Values Framework (adoptedrbm Figure 3.1 in Cameron et al., 2006)

Flexibility and discretion

Clan Adhocracy
Thrust: Collaborate Thrust: Create
Means: Cohesion, participation, Means: Adaptability,
communication, empowerment creativity, agility
Ends: Morale, people Ends: Innovation and
Internal development, commitment cutting-edge output External
focus and focus and
integration Hierarchy Market differentiation
Thrust: Control Thrust: Compete
Means: Capable processes, Means: Customer focus,
consistency, process control, productivity, enhancing
measurement competitiveness
Ends: Efficiency, timeliness, Ends: Market share,
smooth functioning profitability, goal achievement

Stability and control

The competing ideal models are the four resultingdgants in Figure 4 and have later on been
relabeled in Clan, Adhocracy, Hierarchy, and Ma@€rs (Cameron & Quinn, 2011).

The upper left quadrant represents tt@n culture which is flexible, internal-oriented and
guided by values such as cohesion, participatiomnsitment and loyalty. Cameron and Quinn
(2011) describe this type as an extended familyra/imembers share more than work-related
information and leaders function somewhat like ptse Universities have very often clan
cultural traits (Berrio, 2003) as it is perceivex lie the most effective culture for them (see
Cameron et al., 1991; Smart & St. John, 1996).Heurtempirical studies confirm that hospitals
have clan cultural values (Davies et al., 2007) higth ratings on clan culture lead to higher
patient satisfaction in hospitals (Meterko, MohY&ung, 2004; Davies et al., 2007; Gregory et
al., 2009) but not to better performance on colabié expenses (Gregory et al, 2009).

Organizational members valuing flexible structurasd an external orientation share an
adhocracy culture Organizations with such values can rapidly remtvéhemselves in

environments that are characterized by uncertaamg ambiguity as the term implies that
something is created ad hoc and is thus temporangvative and somewhat dynamic.

Characteristics of adhocracies are adaptabilitygatority and flexibility. Furthermore,
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adhocracies are led by visionary leaders that ta#es and are committed to expanding their
venture through innovations. These personal indafidt traits are also expected from their
employees. Typical adhocracy cultures can be fanrmbnsultancy firms where organizational

structures are tailored to temporary projects whach dropped once the project has been
accomplished. In the same vein, adhocracy cultcaesbe found within large organizations that
adopt temporary projects on a regular basis. Nafggjencia, Jiménez-Jiménez and Sanz-Valle
(2011) found out that manufacturing organizatiomsoutheast Spain with adhocracy cultures

were more innovative than other cultures.

The hierarchy cultureis in the bottom left quadrant of the CVF becatiseas a stable structure
and an internal focus. Hierarchy cultures valueirtlmnsistent and predictable output,
continuous functioning and efficiency. The orgatiaal glue is based on the formalized rules
and policies that guide the work of the employdé@sowing and executing these predefined
tasks is the requirement for promotion within ther&rchical structures of the organization.
Leaders are thus expected to know and enforce rif@nizational policies and safeguard the
promotion of members who share this quality. Highaoal cultures and bureaucracies are used
interchangeably. Weber (1947) identifies seven ibaites of bureaucracy, which are
accountability, separate ownership, impersonaligpgecialization, rules, hierarchy, and
meritocracy. Hierarchical cultures are thus dominanlarge organizations and government
agencies. Where adhocracies have been found tonbedtive vis-a-vis the other types of OC,
so do hierarchies show significantly higher levefsimitation processes (Naranjo-Valencia,
Jiménez-Jiménez and Sanz-Valle, 2011). Furthernforejalized rules and policies produce
dysfunctional barriers to communication between adépents and specialized expertise is
oftentimes not sufficiently recognized and remaindetected and unexploited (see DiPadova &
Faerman, 1993).

The market cultureils characterized by an external focus and a stthleture and can thus be

found in the bottom right quadrant of the CVF. Thernal orientation stems from the goal to
reach and maintain competitive advantage vis-asth&r competitors. Hence, market cultures
are based on the assumption that their environmdrstile and only high productivity rates can
assure the survival of the venture. Organizatioith market cultures have tough leaders who

hold their employees together with the aspiratibrwimning. Monetary returns for goods and
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services offered, market shares, low transactiatscand stable demand from customers are the

major measurement tools to evaluate the performahae organization with market culture.

Although the nam€ompeting Values Frameworkplies that the values stand in contradiction
to each other, they are not mutually exclusivdatt, balanced culturesvith equally high scores
on the four types are not only possible but evetomemended to managers and leaders
(Cameron & Quinn, 2011). It is assumed that foau®we particular organizational culture type
can lead to shortcomings or ‘blind spots’ (Gregetyal., 2009, p.675) in other domains. These
shortcomings will have an impact when the environihtmands a recalibration of the cultural
setting (e.g. commercialization of nonprofits). Qui(1988) found out that managers with high
values on all four culture types are rated by theaff to be more effective compared to
managers with emphasis on one particular cultype.tyfhis hypothesis has been supported by
Yeung et al. (1991) as well. In particular, empkyeealth and satisfaction are significantly
higher in organizations with strong balanced ceku(Quinn & Spreitzer, 1991). Dension,
Hooijberg and Quinn (1995) argue that effectivaléga and managers must perform seemingly
contradictory roles to meet the expectations oédig stakeholders. Especially in organizations
with multiple stakeholders and diverging demandas mlanced culture relevant, as for instance

in healthcare (Ramanujam & Rousseau, 2006).

An example for an aggregated model with many omgditns is provided in Figure 5 below.

Over one thousand U.S. organizations from publiwape and not-for-profit sectors reveal that
the espoused values of the market type of OC ddmifalowed by hierarchy and clan culture
values. Adhocracy values appear less strong amuagnixed set of U.S. organizations. The
following three parts will discuss assumptions el from literature about the three sub-
guestions of the research question. As a resslialiée hypotheses will be formulated to provide

a precise answer to the questions.

42



ORGANIZATIONAL CULTURE OF WORK INTEGRATION SOCIAL ENTERPRISES

\J

Figure 5: The Average Culture Plot with more than me thousand organizations using the Competing ValseFramework
(Cameron & Quinn, 2011, p.87)
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ILILVI WHAT KIND OF ORGANIZATIONAL CULTURE MIGHT GERMAN WISES HAVE?
This part is devoted to the first descriptive sulestion of the research question, namely what

kind of OC do German work integration social entisgs have. The previous two sections

reviewed WISEs in Germany and provided a framewo@nalyze OC.

Intuitively one would assume that the German fgpes of WISEs correspond to a considerable
degree to their adherence to the private, puble raot-for-profit sector which will affect their
OC. Or in Pestoff's (2014) understanding, the foyres’ different placement within the third
sector will result in different cultural values. dar this assumption, the proximity of the
municipality-owned WISE (KB) to the public sectar likely to create an OC based on strong
hierarchy values. Likewise, the closeness of sdiciak (SBG) to the private sector will alter the
OC towards market values of the CVF. The other types, independent employment agencies
(BLUI) and employment centers of welfare federati¢BW), will show tendencies towards clan
culture values because they are adhering more @ontt-for-profit sector (community in
Pestoff’'s understanding (2014)).
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This is an overly institutionalist argument sintesi believed that certain recurring behavioral
patterns for each type of WISE will result in difat organizational cultures. Such pattern of
behavior are a product of strong ties to local pubmployment centers (KB), or to the Church
(BW), or a part of a funding contract (SBG) or angrored by the constant struggle of a civil

society organization to fight for its independe(@BeUl).

Against this institutionalist choice perspectivargts the theory of environmental determinism.
Borrowed from biology, this theory subsumes thatiremmental factors in particular the nature
of the task, in the case of WISEs the work integrator a targeted clientele, are the main cause
for certain cultural behavior. The organizationgéao choice but to follow the optimal cultural
values to carry out the task of work integrationthe most effective way to survive as entity.
Target groups of these work integration progranmtheffour WISEs need guidance to reintegrate
into the labor market. WISEs thus have to embraxtk hierarchy values including formal rules

and procedures while at the same time give theBeiduals a sense of belonging (clan culture).

State

Market Civic action

Figure 6: The four German types of WISE and their #iliation to the organizational forms of state, maket and non-profit
sectors as hybrid organizations (Bode, Evers & Schay 2002)

Bode, Evers and Schulz (2002), the national expents carried out the comparative European
Commission projects, argue that the four types ¢6&¢ identified in Germany are all close to

the public sector. Against the intuitive guess,ufégé above shows that all four types are placed
within the categorical sector of the state. Pubtiganizations are a prime example for hierarchy

cultures (Cameron & Quinn, 2012). That implies tAASEs should possess strong values on the
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lower left quadrant of the CVF. They should be ingdly focused while establishing a stable and
controllable environment within the organizatiorhid point of view reinforces the assumption
that hierarchy values guide everyday operationsGefman WISEs rather than market or
adhocracy values. Combined with the nature of ds& argument derived from environmental

determinism theory, clan culture values might @ayequally important role for German WISEs.

ILILVIIWHERE MIGHT THIS ORGANIZATIONAL CULTURE COME FROM?
There are many possible causes of OC (e.g. paticuhrket characteristics, types of employees,

leadership style, offered product or service, eanid discussing and testing them on German
WISEs will certainly extend this thesis. Howevéwee factors are particularly interesting from a
political science and public administration poirftweew. These are type of WISE, national

conditioning and organizational size.

In the previous part, it is theorized that GermaihSE$ will have comparable OCs. Their
closeness to the public sector (see Figure 6) dhwave the effect that they operate in a similar
manner to public entities. That implies strong eseal values on hierarchy. Whether these
WISEs are municipality-owned, commercial, led by lfare federations or independent
initiatives is assumed to not affect this genegaldency of internal focus, stability and control.

This assumption shall be tested through the folgwiypothesis:

Hypothesis 1: There will be no difference betweenypes of WISE and

organizational culture.

Hofstede (1980) research on national conditionih@ globally operating firm has confirmed
that national culture affects OC. Dickson, Kwardesl Magomaeva (2014) do not rule out that
OC can likewise affect national culture (see e.gzgdom and Russian culture). Compared to
other nations, Germany is a rather young natiote s@onsisting of sixteen Lander, the regional
culture within the Federal Republic is still verprant. Especially between the five néénder,
former German Democratic Republic, and the eleddn_énder differences continue to exist.
Even after German reunification in 1990, theseeddhces express themselves not only in
statistical terms (unemployment rate, mean incopm¥erty rate, growth rate, etc.) but also
regarding a persistent mentality in the new eadtémder (Wullenweber, 2012). For instance,

the left-wing partyDie Linke receives most of its votes in the East; Germeors hewLander

45



RomAN
KOFMANN

ORGANIZATIONAL CULTURE OF WORK INTEGRATION SOCIAL ENTERPRISES

cannot be found in top management positions ofelaayporations because the 30 to 50 years
old East Germans learned to behave subordinatelyotd one’s way up whereas Western
Germans try to become a special asset for theitagmpto climb the ladder (Maaz, 2012). This

striking difference is also mirrored in WISEs aatiag to Willenweber (2012).

West German WISEs were the result of bottom-upasesovement, especially in the 1970s and
1980s, whereas the establishment of east GermanEsVM3as top-down after German

reunification. They were used as a tool to couteraass-unemployment and to (re-)qualify the
eastern population for the changing environmennfemcialism to capitalism. The bureaucratic
attempt of the former Secretary of Labor NorberirBio to tap the labor force potential of the
new citizens by newly founded municipality-owned S#l has led to very ineffective and

counterproductive outcomes (Wiullenweber, 2012).sTMiestern WISEs should have a much
stronger identity than the WISEs from the new eastginder Therefore the following

hypothesis will be tested:

Hypothesis 2: There will be a significant differene between the
organizational culture of WISEs from newLander and the organizational
culture of WISEs in the oldL&nder.

It is generally known that more employees requitrarcomplex structures to divide tasks and
to ensure a clear decision-making mechanism (R@aft2). Small organizations are more flexible
and responsive whereas large organizations are stabde and complex. Small organizations
have committed employees and offer a sense of glgrand large organizations can counteract
difficult times much better and offer a sense a@usiy (Daft, 2012). This reflects the flexibility-
stability dimension of the CVF and therefore ona easume that clan and adhocracy cultures
are more likely to be small in size whereas masaket hierarchy cultures are more likely to be

large in size. The following hypotheses will tdsst

Hypothesis 3: There is a positive relationship beteen organizational size

and hierarchy culture.

Hypothesis 4: There is a negative relationship bew®en organizational

size and clan culture.
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ILIII DOES ORGANIZATIONAL CULTURE LEAD TO ORGANIZATIONAL EFFECTIVENESS?
The competing values framework is a product of aifeness criteria. Organizational

effectiveness is understood as a general constnmmpassing internal operations, external
representation, and achievement of financial, $oeid/or environmental organizational
objectives.

The CVF differentiate between four main areas déativeness attainment. First, clan culture
values are assumed to improve the human interaetithnin the organization. Employees are

more satisfied and committed when their employaakiesr them as human beings. Second,
adhocracy values encompass the innovativenesseobrifianization and its assets. Freedom,
individuality and creativity are valued to unledbk innovativeness of the employees. Third, the
values associated with hierarchy are assumed t@anestthe efficiency to reach predefined tasks.
Similar to the division of task at a conveyor belo, managers with hierarchy values seek to
increase the efficiency of their labor force. Fipamarket culture entails a focus on profit and

market share. With market values and the idea wival of the fittest, managers believe to safe
their organization from competition and bankrupt€iis linkage is the core assumption of the
CVF. OC is created intentionally in an organizatibat has a committed management board.
This OC then leads to desired outcomes on effautis® criteria. Independent of the nature of

the organizational goal(s), four different indiceseal whether the management board values:

- the personal development of their staff (Human t&la — Clan Culture)
- the innovativeness of their output (Open SysterAglrocracy Culture)
- the efficient attainment of predefined tasks (In&fProcesses — Hierarchy Culture)

- the profit-maximization through productive activ{fgational Goal — Market Culture)

Against this general believe that is taken for ggdmowadays (see Cameron & Quinn, 2011),
Hartnell et al. (2011) found out that these thacattunderpinnings of the CVF produce only

mixed results and thus cannot be fully confirmelde Rmerican psychology scholars undertook
a meta-analysis of 84 empirical studies and te#tedhuman relations theory, open systems
theory and the rational goal model. The human iglattheory is confirmed and employee

satisfaction is indeed significantly stronger whdan culture scores are high, but adhocracy
cultures are not significantly more innovative andrket cultures are also not producing higher

quality products and services. However, marketucett are still performing significantly better
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on finance than the other culture types. Therefthre,authors concluded that this linkage shall
be treated cautiously and the values of the cutgpes shall not be seen from a black-and-white
perspective but rather from a point-of-view whereeatain mix of values leads to comparable
results on effectiveness criteria than just onedoarat. Thus, values are not competing but are
rather mutually reinforcing each other. Despites ttemarkable finding, the four theories and

how they have been used in past research is goibg butlined in the next subsections.

ILIII.I HUMAN RELATIONS THEORY
The human relations theory is captured by the cldture quadrant. Human relations theorists

posit that values that express teamwork, partimpatonsensus, mutual trust and openness lead
to committed and satisfied employees. The CVF patss that managers who value the
empowerment of their staff automatically increalse fob satisfaction and the organizational
commitment of their employees. The conceptual néaded model of Cardador and Rupp
(2010) outlines how culture affects employees’ pption of their work. They propose that
employees in supportive cultures, which are egemnato clan culture (see Cardador & Rupp,
2010, p.163), are more likely to satisfy the neada meaningful existence and belonging. For
this study, the focus will be on job satisfactibtmgeneral, job satisfaction is not just understood
as the feelings of one individual towards the ati#is that make up the job but is associated with
all facets of the job like supervision, the teand gohysical surrounding. In this study, it is
conceptualized as the perceived [...] positive eomi state resulting from the appraisal of
one’s job or job experiences” (Locke, 1976, p.130)e theoretical underpinning of the clan

culture type is illustrated by the following retatiship:

Hypothesis 5: There is a positive relationship beteen clan culture and

perceived employee satisfaction.

ILIILII OPEN SYSTEMS THEORY
Open systems theory is represented by the adhocudityal type. Supporter of an open systems

approach believe that organizations are influemmoadhly by their environment. Whether or not
an organization is effective depends on their ghib adapt to its environment. An indicator for
this ability is their innovativeness as reactiorhe external demands. Managers embrace an OC
where individual risk taking, freedom and the depehent of cutting edge products and services
are enforced. Henceforth, organizational innova@ss is conceptualized twofold as the
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willingness to change (Calantone et al., 2002) ‘@sdthe implementation of an idea, service,
process, procedure, system, structure, or prodewt to prevailing organizational practices”
(Jaskyte, 2004, p.158).

For instance, innovative WISEs are characterizethbyhumber of frequently launched projects
as a reaction to changing public policy schemes,niimber of long-term unemployed in their
region or changes in habitual buying behavior. @zgtions with strong focus on other cultural
types are assumed to be less innovative becaugehthe merely predefined tasks in mind
(Hierarchy), the staff cohesion hampers creatiw daviant ideas of individuals (Clan), and the
narrow focus on the competitors creates a situatibere short-term goals are preferred rather

than risky long-term projects (Market). Therefdres following hypothesis has been articulated:

Hypothesis 6: There is a positive relationship beteen adhocracy culture

and organizational innovativeness.

ILIILIIIINTERNAL PROCESS MODEL
The Internal process model is the foundation of hierarchy culture type of the CVF. This

model underlines the importance of information ng@maent, constant documentation and
measurement of results. The core assumption ointbidel is that if the role of an employee is
defined clearly, they are supposed to meet the atafens. Thereby, organizations with a
hierarchy culture are assumed to establish a stabtk controlled environment where the
organizational goal(s) can be achieved in a contisutand efficient manner. One negative side
effect of a hierarchy culture is the risk-aversbawor that accompanies the rigid structures. As
a result of this side effect, this cultural typeoféen seen as the counter piece to adhocracy.

Therefore the following hypothesis will be tested:

Hypothesis 7: There is a negative relationship be®en hierarchy culture

and organizational innovativeness.

ILIILIIIRATIONAL GOAL MODEL
The rational goal model of organizational effectigss is found in the quadrant of the market

cultural type. Similar to hierarchies does the ol goal model rests on the belief that
productivity is achieved through concise planning goal setting. However, the employees are
not incentivized through the controlled and stabti environment they work in but rather
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through extrinsic motivation like bonuses and waggeases. To benefit from these incentives,
employees have to compete successfully againstanedkpetitors in an oftentimes aggressive
manner. Thereby, they scan their external envirorimich means that they react constantly on
customer feedback and the financial demands ofnagional shareholders. Criteria for the
rational goal model are controlled market sharafifprquality of product or service, and
productivity in general. For this reason, it canassumed that organizations with strong market
culture are more likely to be perceived as morenenucally effective than organizations with

other cultural characteristics. This expectatiosusimarized in the following hypothesis.

Hypothesis 8: There is a positive relationship beteen market culture

and perceived role of financial returns on productsand services sold.

ILIILIV BALANCED ORGANIZATIONAL CULTURE AND ORGANIZATIONAL EFFECTIVENESS
Previous studies on the CVF have shown that highesoon all four cultural types is an indicator

for overall organizational performance. Organizadiloperformance is often portrait as one type
of effectiveness encompassing financial and maplesformance plus shareholder returns in
studies focusing particularly on ordinary commdreraterprises (Richard et al., 2009). However,
for social enterprises with double or triple bottbne the limitation to financial indicators would

not cover the concept entirely (Brown, 2005). Foogi®n organizational performance of non-
profit organization, Brown (2005) argued that tHealtenge to operationalize organizational
performance shall not be minimized. Organizatiggexformance of WISE is understood as the
guantitative and qualitative development of the kvotegration programs (the social mission),
customer satisfaction with the products and sesviseld, and the general obtainment of
predefined objectives. For the following hypothe@sown’s (2005) subjective statements are

used to indicate organizational performance.

Hypothesis 9: WISEs scoring high on all organizatioal culture types are
more likely to outperform those WISEs with low scoes on one and more
cultural types in terms of social mission, customersatisfaction and

obtainment of predefined goals.

ILIV CONCLUSION
The literature review has outlined the most impdrteoncepts for this study, namely social

enterprise, OC and organizational effectiveness.
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Social enterprises can be broadly defined as hybrghnizations with multiple goals. The
current state-of-the-art in social entrepreneursbgearch identifies four conceptual schools of
thought. Whereas conceptualizations focusing pilgn@n income generating activity, social
innovation and public legal definition are very moav, the conceptual approach of EMES offers
a good lens to study WISE as a social enterprisdhoAgh one might think that WISE are
similar to each other, large-scale European rebBegaojects illustrated that they differ
particularly on the applied mode of work integratiolhirty-nine types of WISEs in ten
European member states were classified into fopesywith different modes of integration.
Among the thirty-nine types, four have been foundGermany with either temporary work
integration programs or with self-financed permadrebs for targeted individuals. Finally, each

type has been portrait with an example.

OC has been conceptualized as a set of values amdsnthat guide human relations in
organizations. After the presentation of severajaasa investigate OC empirically, the CVF has
been identified as the most appropriate frameworkHis study. The typology of the CVF and
the frequently used OCAI as tool to measure thérattsmultidimensional concept have been
discussed in detail. The CVF focuses particulanyespoused values and not on artifacts or tacit

assumptions and thus is broader than other apptoa@l.

The CVF is based on the idea what people valuetabeuperformance of their organization.
Four theoretical backgrounds argue that human dpwent, innovativeness, smooth running

efficiency and profit orientation all contribute ttee effectiveness of organizations.

In total, nine hypotheses have been formulated. firee four hypothesis ask how the culture

came about and offer type of WISE, national conditig and organizational size as possible
explanatory factors. The last five test how OCelsited to effectiveness. Figure 7 visualizes the
causal model of this thesis. The following chapteals with the question how these hypotheses

will be operationalized and evaluated.
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Causes

¢ Type of work integration social enterprise
¢ National conditioning
¢ Organizational size

Organizational Culture

Effect

¢ Employee satisfaction

¢ Organizational innovativeness
e Financial performance

¢ Organizational performance

Figure 7: Causal model with threepossible causes and four possible effects ofganizational culture
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III. METHODOLOGY
For this study, a functionalist perspective on @Qaken. This implies: (1) OC is part of the

organization and can be measured as a construatebhle and correlated with other variables;
(2) organizational culture is steered towards aert@lues from the management board. The
research question of this study consists of expdoyaand explanatory parts. First, the OC of
work integration social enterprises in Germany Ishalexplored. Next, the antecedents of OC
shall be tested and finally the effects of OC shballcorrelated with variables of organizational
effectiveness, which are job satisfaction, orgaional innovativeness, financial performance

and general organizational performance.

The first hypothesis tests whether Bode, Evers $etillz (2002) are indeed correct with the
assumption that German WISEs as hybrid organizatasa more affiliated with the categorical
principles of the public sector rather than witk thon-profit or the private sectors. Hypotheses
two to four investigate the national conditioningposition of Hofstede (1980) and whether
Daft's (2012) organizational design assumptiondgect. The hypotheses five to nine assume
that OC is directly related to organizational efifeeness. These assumptions are the underlying
idea behind the CVF and have been rigorously testguevious studies. To add more flesh to
the bones, this assumption will be applied on WIBE,units of analysis of this study, and their

OC. An overview of the hypotheses can be foundahbld 2 below.

Causal

Relation No Hypothesis

There will be no difference between types of WISH arganizational culture.
There will be a significant difference between tinganizational culture of WISEs from néwiinderand the
organizational culture of WISEs in the dldnder.
There is a positive relationship between orgarorati size and hierarchy culture.
There is a negative relationship between orgamaatisize and clan culture.

Causes

There is a positive relationship between clan caland perceived employee satisfaction vis-a-\ésother
culture types.
There is a positive relationship between adhoccadtyire and organizational innovativeness vis-atves
other culture types.
There is a negative relationship between hieracciiyire and organizational innovativeness vis-ativés
other culture types.
There is a positive relationship between marketceland perceived role of financial returns ondpieis ang
services sol vis-a-vis the other culture typ.
WISEs scoring high on all organizational cultunpey are more likely to outperform those WISEs \ath
9 scores on one and more cultural types in termsa&bmission, customer satisfaction and obtainnoént
predefined goal

o | O [RW N

Effects

Table 2: The nine hypotheses and their relation torganizational culture
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The following sections will (1) discuss the choicka fitting research design to answer the
research question in the most appropriate wayprEjent the operationalization of the variables,
(3) describe the data collection (4) and data amalgnd finally (5) critically review the

reliability and validity of the chosen research heetology.

III.IL RESEARCH DESIGN
There are three main options to investigate theetfiolded research question. One possible way

is a comparative case study where a selected nuofb®/ISE are analyzed in-depth and
compared to each other. Semi-structured interviewts managerial staff of WISE could be
conducted to give room to explore the OC and askrdspondents about the link between
antecedents of culture on the one and consequehcetiure on organizational effectiveness on
the other hand. However, the hypotheses could edested statistically since no quantifiable
data is provided through this design. Although Greski et al. (2014) deploy a single case
study, their approach is exemplary to analyze tW& @Qualitatively. They collected data from
various sources including semi-structured intergieand coded them according to the three
dimensions of the CVF. The purpose of their stuglyat just scientific but furthermore they
attempted to assist the organization in changiregr tdC to become more effective. This
research design is strong in terms of validity esdy when it comes to exploration of new
fields of inquiry such as OC of WISE. It capturée tcomplexity and depth of the concepts
which is not the case with surveys or experimeB&bbie, 2012). The weakness of this design is
reliability threats. These potential threats steainty from the subjective interpretations of the
observer. For example, in semi-structured intergiémterviewers may emphasize aspects that

might not be as important to the interviewee.

The second option is an unobtrusive quantitativdy@nqualitative content analysis. Similar to
other organizations, WISEs are publishing annupbnts, position papers and other accessible
documents that can be investigated empirically. i@pdrganizational culture types in a
systematic way by counting and identifying espoussddes in these documents might reveal the
OC. Furthermore, some effectiveness criteria maykd be included in these documents so that
statistical hypotheses could be tested. Neverthetbese documents will show the desired OC
and effectiveness measures that the organizatiaillisg to share with the public. Hence, this
method is limited to desired OC that is only meaduthrough the surface level of espoused
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values contrary to the former method where alléhevels of Schein’s (1990) organizational
culture model could be captured. Furthermore, &ffeness criteria are skewed and disguised in
positively framed wording. Therefore, the resulfsttds method have considerable threats to

validity but are very reliable.

The third and most common research design for argtanal culture studies is a quantitative
cross-sectional design where a sample of a populasi analyzed in one point in time. This
snapshot of reality can be captured through suresgarch. Managerial staff can be asked to
provide general demographic information about theganization and rate their OC on the types
of CVF and the various effectiveness measuremdémtaigh an online questionnaire. In this
design, OC would be reduced to espoused values dBei design mentioned before. The
advantages of this design are that n can be lamgk the sample would thus be more
representative for the whole population of GermaiS®¢ and respondents can fill out the
guestions fast and whenever it fits their scheddi@vever, one can never be certain that the
survey reaches the desired respondent, the respohds the required equipment to run the
online questionnaire application and the respongdeabmpetent enough to understand and rate
the items correctly. Despite these minor shortcgsirthis design is considered superior the
other two designs and has therefore been chosdwdoreasons. First, managerial staff or chief
executive officers (CEO) of WISEs are consideretiéacompetent and well equipped to fill out
the questionnaire. Undesired responses from o#sgondents (for instance a secretary) can be
avoided which is discussed in the sampling seatiotinis chapter. Second, managers of WISE
steer OC and are assumed to know the organizaéonwell. Their perception on the internal
culture is very crucial. Yet, they are busy and mhigot find the time to participate in a long
interview session. With the online survey they ftaxibly respond in just a few minutes.

IILII OPERATIONALIZATION
An online survey has been created via the Qual8iovey Software. This provider was chosen

because data could be easily transferred into S#@St is free of charge with a university
account. In total, the survey consists of 41 itethat can be divided in demographic
characteristics (7), independent variables (16), @gpendent variables (18). The survey can be
found in APPENDIX 3 and its translation in APPEND#X For the last two categories, a 10-
point Likert scale was chosen to be able to congacametric statistical analysis. An ‘I don’t
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know’ option is not offered because the constracesmultidimensional and covered by several
items. If respondents would pick such an answeratigregated values for the overall constructs

could not be calculated and conclusions from tlstsstistical inferences would be void.

The survey was translated into German with the bélp certified English-German translator. A
pilot survey distribution has been started from 148 to the 18 of August 2015 to a few
selected individuals. They have been asked to i@¢hemselves as managerial employees from
a WISE. This pilot distribution had the aim to esie the time needed to finish the survey and
to locate mistakes. The average time of ten retupiet surveys was around ten to fifteen
minutes. For the actual survey the duration wasmaed to be around ten minutes. The following

sections present the operationalization of eaciabigrin greater detail.

IILILI ORGANIZATIONAL CULTURE
The multidimensional construct ‘organizational audt is based on artifacts, espoused values

and tacit assumptions. The CVF reduces the complaxcept to espoused values. The
Organizational Culture Assessment Instrument (OG&boing to be used as layout to measure
organizational culture. The operationalization behthe CVF, the so-called Organizational

Culture Assessment Instrument (OCAI) consistsofwndamental manifestations of OC:

Dominant characteristics
Organizational glue
Leadership

Management of employees

Strategic emphasis

o a0k wh P

Criteria of success

The first two refer to basic assumptions, three fana to interaction patterns, and the last two
fundamentals to organizational direction. Eachhefse characteristics of OC is then coded into
four items (where each item corresponds to one ¢fprulture of the CVF) that can be scaled
through a Likert scale or an ipsative rating sc@lee latter is very common among practitioners
because it forces the respondent to divide 100tp@mong the four items leading to oftentimes
clear tendencies (Cameron & Quinn, 2011). Howewéh an ipsative rating scale, or sometimes

referred to as ‘forced choice’ scale, inferenti@tistical tests cannot be computed. Therefore,
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Likert scales are used predominantly in empiricatlies. Longer versions of the OCAI have
been tested and yet the six fundamentals have priovee as predictive as these other versions
(Cameron & Quinn, 2011). The OCAI is short and gstpredictive as other longer survey
versions (Cameron & Quinn, 2011). This is importeatause the units of observation of this
study, namely top management employees or the genglahemselves, are short in time and

drop out significantly more often if the surveyé¢altoo long (Baruch, 1999).

The proposed operationalization (Cameron & Quird@&? 2012) is, however, still too long and
repetitive with its six domains of organizationailtare values. For this reason, many scholars
have shortened it to four domains (see Quinn & i&me 1991; Kalliath et al., 1999, Boultgen,
2003; Strack, 2012) which are dominant charactesisorganizational glue, management of
employees, and criteria of success. This shorteresion is also used for this survey. Boultgen
(2003) translated these sixteen items into GernmahSdrack (2012) applied his translations as
well. With some minor grammatical changes, the waydcas been adopted for this survey as
well. OC is not understood as one variable buteradis four variables representing the four types
of OC.

Further, it should be noted here that some statesradrthe OCAI seem to be double-barreled,
which implies that the item is put together withltiplle parts. To exemplify, the stateménhe
organization is a very personal place. It is like extended family. People seem to share a lot of
themselves.consists of personal place, extended family andirsipaf personal information.
However, all these parts point towards the samegtl@ind are crucial in understanding the

cultural value behind it, which is in this case tfmminant characteristic of a clan culture.

IILIL.II ORGANIZATIONAL EFFECTIVENESS MEASURES
The organizational effectiveness measures are a&ssum be caused by OC and are thus

dependent. The multi-faceted nature of job satigfacorganizational innovativeness, financial
performance and general organizational performargeire finding short but comprehensive
scales.

Perceived job satisfaction refers to the perceiyed positive emotional state resulting from the
appraisal of one’s job or job experiences” (Lock®76, p.1304). The general job satisfaction of

Andrew and Withey (1976) has been taken to meashuseconcept. It consists of five items
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referring to the job in general, the relationshg the co-workers, the tasks, the general
surrounding conditions, and the available helpdbtige job done like supervision or equipment.
This short alternative has been found to be vaild @eliable by Rentsch and Steel (1992) who

have correlated it with large scale indices.

Perceived organizational innovativeness is undedst&s the willingness to change and as an
actual rate of adopting innovations. Based on previresearch, Calantone et al. (2002)
developed a six items scale that has been validgte@rious studies (see p.519). However, one
negatively framed item has been dropped from thgey. Keskin (2006) investigated SMESs in

Turkey with this scale and also decided to leavw®itm out since it does not add further facets

of the concept and confuses respondents.

Perceived financial performance relates to theiditys of the organization and is usually
measured by objective indicators like return onestment, sales or assets. However, many
important aspects especially important for SE inegal and WISE in particular are not covered
such as fundraising efficiency or public supporit¢Rie and Kolodinsky, 2003; Brown, 2005). A
four item scale for financial performance has beenstructed taking into account the fiscal
stability, returns on sales and services, fundigigfficiency, and financial support from public
partners. The respondents rate their financialoperdnce subjectively. This choice is based on
the assumption that financial objective data areenicme consuming and lead to higher dropout
rates since managerial staff might be very carefth this information. Furthermore, it is very
likely that organizations that perform well finaalty are also more likely to provide hard data
on their financial performance. To avoid this skdwesult, subjective response choices on

financial performance are chosen.

Finally, general organizational performance is bevathan financial performance and includes
the quantitative and qualitative development of kviotegration programs (the social mission),
customer satisfaction, and the general obtainmémgredefined organizational goals. The 5-
items construct of Brown (2005) served as guideforethis concept. However, one item has
been removed and others have been altered to eafhterspecifics of WISEs and their work

integration mission.
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IILILIIIDEMOGRAPHIC CHARACTERISTICS
After a short clarification about the intent of thervey and the affirmation of the anonymity of

respondents, seven items are asked about the pagjani they are working for and their

relationship to it.

The first item asks the respondents to pick the tgp WISE they are working for. These are
measured nominally with the four identified fornfsSWBISE as discussed in the literature review
and two further options. The first one is a mixtwfemunicipality owned corporations and

employment centers of welfare federations whichfreguently been found during the sampling

process. The second response refers to ‘others’freié space to be filled out by respondents.

The following items include the legal form of theganization, year of establishment, job tenure
of respondent, number of beneficiaries from workegnation program, the seat of the
organization and number of employees with a disbncbetween full-time, part-time and

voluntary workers.

Questions about the sex, age, or specific positidhe organization of the respondent, the area
the organization is operating in (rural, town doam), and the gender balance of the organization
are intentionally left out to shorten the surveyowever, it should be noted that these
characteristics might also influence OC and orgational effectiveness. For example, gender
balance and area of operation might influence thieie of an organization and the perceived

job satisfaction. This shall be the subject oftiodming investigations.

IILIII SAMPLING
The units of analysis are WISEs in Germany. Reptesige for them is the CEO or other high-

ranked managerial staff (management board and aoynpfficer with statutory authority (dt.

Prokuris). Hence, the units of observation are high-rankeasagerial employees who steer the
organization (and the OC) and who are assumed &bleeto speak for the entire organization. In
fact, WISEs are small and medium-sized enterpi(S&Es) and thus it is believed that CEOs
and other managerial staff have a very good overdtthe organization and its projects and

departments.

These representative individuals were contactedhga organizational email address or, if not

provided, through the general email address of diganization. To avoid that low-ranked
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employees fill out the questionnaire, the emaik(8°PENDIX 2) and the survey itself (see
APPENDIX 3 and 4) point out that only individualsom the top management board are
targeted.

To identify these individuals, the open databasemeifbers from the Bundesarbeitsgemeinschatft
Arbeit e.V. (shortly BAG Arbeit e.V.), an umbreltaganization for German WISEs, has been
used. BAG Arbeit e.V. functions as an interest espntation for their WISE members at the
federal and European level. They frequently publsisition papers, host conferences on
relevant topics for WISEs and are member of theopesn Network of Social Integration
Enterprises (ENSIE) where BAG Arbeit e.V. is thdesmepresentative from Germany. In the
annual report of 2012, BAG Arbeit e.V. listed 30Gmbers from different provinces in
Germany. However, this number includes regional neftd organizations and entities that do
not focus primarily on work integration (e.g. drwglvice center). Furthermore, not all
organizations had an internet representation aswl rad email address. Another obstacle is that
from the Land Saarland no members are enlisted and only a hlaofifmembers come from

Sachsen-Anhalt or Mecklenburg-Vorpommern.

Next to members of BAG Arbeit e.V., WISEs and tlmatact details of managerial staff have
been searched through the internet that explicsigte their status as WISE (German:
Beschaftigungs- und QualifizierungsgesellschaftGBQVith this purposive sampling method,
top ranked managers of 166 German WISEs have lmdaated.

The survey has been activated on th& 80 August 2015 and has been closed on fAef3
September 2015. Initially, managers have been ctettavia email on the 30and 21 of August
2015. The email included contact details of theeaesher so that respondents could call via
telephone or answer the email if they had furtheestjons. To increase the return rate, the
emails have been sent again from th& gvthe 28' with a following telephone call. The total
amount of started surveys is 118 of which 67 anermed completely filled out. Thus the return
rate is 40.4 percent and the dropout rate is 48t2emt. On first sight, the return rate is rather
low but still acceptable because Baruch (1999) doout that the response rate for management
staff is generally lower compared to other unit®l$ervation. The dropout is considerably high

and most respondents quit the survey on the inttody text and not during the survey.
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It is important to note that many respondents vagrdnoliday during the distribution period of
the survey which became apparent due to the autimaliday response email. Furthermore, a
considerable number of respondents said via tetepliwat they generally not participate in such
surveys. Most replied that time constrain hindéesnt to partake and some have explained to
have closed door policy when it comes to providitagia to outsiders. This is understandable
because WISEs are oftentimes presented to be atigen general (see Wullenweber, 2012),
receive different state and private sector suppod are portrayed negatively by media and the
beneficiaries to the work integration programstiHg the headlines is thus generally avoided by
most managers of WISEs. Finally, email surveyinghhiexclude some WISEs that are not
operating online; some WISEs lacked a website ahdmaful did not provide an email address
from the member data base of BAG Arbeit e.V. Howevwbhe 67 completed surveys are
considered to be representative for German WISHEsthe exploratory nature of this study.
Future research into this field may deploy morenmagis sampling methods and take these results

for comparison.

IIL.IV DATA ANALYSIS
The data collected from the online surveys wasspased into SPSS Version 21 to conduct

statistical analysis. The hypotheses differ grefithyn each other and require different statistical

tests. In the following, the chosen statistical teseach hypothesis is critically discussed.

Hypothesis 1 has OC as dependent variable, bus®@&tier understood as a composition of four
variables. Each variable represents one culture {@an, Adhocracy, Market and Hierarchy)
and is composed of the aggregated mean on theittous from the four domains of OC. To
exemplify, the score on each of the four ‘clanteta@ents is summed up and divided by four (the
number of domains) to receive the aggregated ataresfor each respondent. Therefore, we
have four dependent variables and one group fatype of WISE and organizational seat
respectively). The group factor is categorical (maat) and the four variables of OC are treated
as if they have an interval level of measuremeee (grevious section). The most appropriate
statistical test is the multivariate analysis ofiaace (MANOVA) since we have more than one

dependent variable and one categorical indepenaeiatble.
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Hypothesis 2 is testing whether the means of thed@€r significantly between WISEs seated
in the old and the newander.An independent samples t-test will reveal whetherd is indeed

a difference.

Hypotheses 3 to 8 assume a relationship betweear@@emographic characteristics (3 and 4)
and particular organizational effectiveness vagal(b to 8). Both independent and dependent
variables have higher order levels of measuremedtthus these relationships can be tested
through multivariate linear regression analysisisltcrucial to see the relationship between
culture type and organizational size and effectdgsnvis-a-vis the other culture types. Therefore

a model including all four culture types is constad.

Similar to Hypothesis 1, we can perform a MANOVAsttdo find out whether the four
independent organizational culture variables cateeivith the single dependent organizational

performance scale of Brown (2005).

IIL.IV VALIDITY AND RELIABILITY
To determine the precision and accuracy of the agetlogy it is necessary to check for pitfalls

in validity and reliability. Variables are valid wh they reflect the concept they are intended to
measure and reliability refers to the method ofeoting the data and to what extent the data will

yield the same results if it would be repeatedra@@abbie, 2012).

The operationalization of the concepts has facaialsince they are derived from previous
studies that are generally considered to be vdllte OCAI for the CVF is the standard
surveying tool and the scales for perceived emm@ogatisfaction, perceived innovativeness,
perceived financial and organizational performarce taken from well known scientific

sources.

Regarding criterion-related validity, one cannata@aly say whether the measures are congruent
with external measures. This thesis explores theoDW/ISEs and no comparable study with
these units has been undertaken in Germany or leésewHowever, lower scores on market
culture and perceived financial performance panthie findings of previous investigations (see
Bode, Evers & Schulz, 200Davister, Defourny & Grégoire, 20D4
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There are some threats to construct validity whak based primarily on the fact that
organizational effectiveness is only observed fittin point of view of the top manager. First,
managers might confuse OC with organizational diérend rate according to the short rather
than long-term espoused values and organizatioffatteeness. Second, the task of the
managers is to keep employee satisfaction highidfiow the manager might have the feeling to
not doing his or her job right, so the respondeightnnot want to discredit him- or herself.
Third, top managers are not always well informedudtiheir employees or they might not even
know their lower ranked employees. Fourth, one cawver be sure about the honesty of the
respondent especially when it is socially desirabl@erform well or value clan culture values
subconsciously more than the market culture valoiesxample. This might be particularly true
for social enterprises like WISE. Finally, responidemight have guessed that certain statements
about the OC are connected to organizational effaaess measures. To overcome these threats,
the survey is returned anonymous and respondeatas&ed in the email and during the survey
to look at the long-run and not just the curretwagion of the organization. Despite the social
desirability, managers are assumed to be awatgeofghortcomings and should be able to view

their work critically.

Content validity is seen critically, too. The OClAds been shortened to four dimensions as it has
been done in other studies. The organizationat&fEeness measures have also been tailored to
the characteristics of WISEs. However, the CVF imidssessment instrument do not attempt to
sketch a holistic but rather a functional perspectf culture. Artifacts and tacit assumptions as
conceptualized by Schein (1980) are left out hMertheless, the complexity of the concepts

forces the study to reduced aspects that are rdléwathe given unit of analysis.

To check the reliability of the data set, the spétf method has been calculated. Cronbach’s
alpha, a measure that calculates the variancenmithé item and the covariance between other
selected items (Field, 2009), is for both groupevab.8 (.877 and .804 respectively) and the
Spearman-Brown coefficient is with .813 high. At{egtest is thus assumed to yield similar

reliable results.

Concerning the consistency of the scales for OCthadrganizational effectiveness measures,
Cronbach’s alpha has been calculated with SPSSrdhdts are presented in Table 3 on the

next page. The subscales of OC, namely the cutyes, indicate an acceptable consistency,

64



ORGANIZATIONAL CULTURE OF WORK INTEGRATION SOCIAL ENTERPRISES

even though the consistency for the market scalespectively lower with .68. Perceived
employee satisfaction and perceived innovativeseakes have high reliability above .8 whereas
perceived financial performance and perceived argéional performance have relatively low
reliability. If particular items are deleted, theake perceived financial performance could not be
improved and thus had to be dropped. On the othed,hthe scale perceived organizational
performance improved considerably after deletirggitem on client satisfaction from= .64 to

a = .69. Therefore, one item has been dropped fsrstale.

Scale Items | Cronbach’s alpha
Clan 4 .819
Adhocracy 4 .823
Market 4 .680
Hierarchy 4 .789
Perceived employee satisfaction 5 .850
Perceived innovativeness 5 .862
Perceived financial performance 4 420
Perceived organizational performance 4 .642
Perceived organizational performance 3 .692
without client satisfaction item

Table 3: Cronbach’s alpha for the subscales of orgazational culture, perceived employee satisfactignperceived
innovativeness, perceived financial and organizati@al performance

All in all, the applied methodology and the reswfshe survey are considered to be sufficiently

valid and reliable.

III.V. CONCLUSION
Several methods from past scientific inquiries itite field of OC have been discussed and a

guantitative cross-sectional research design wiline surveys has been chosen for this study.
The operationalization of the concepts is largelgdal on scales introduced in former studies that
have been proven to be valid and reliable in fathing empirical writings repeatedly.
However, in some cases (e.g. perceived financidbprance) the items have been tailored to
the specifics of WISEs. The surveys have beeniloliged two times via email to 166 top
managers of WISEs and 67 completed surveys have tetarned. The hypothesis testing
requires the use of different statistical testsjcwhinclude MANOVA, linear regression and
independent two samples t-test. Finally, validitg aeliability have been discussed critically and
minor threats to both have been identified. Howgetke results are still considered to be

sufficiently valid and reliable. The following chtap is devoted to the analysis.
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IV.  ANALYSIS
The analysis is divided by four parts from whichethare answering the research question of this

study. The first section will descriptively preseéhe demographics of the study. The second
section is devoted to the exploration of the OGGefman WISEs. The third part is depicting

possible causes of OC and, similarly, the last paasents the analysis of possible effects of OC.

IV.I DESCRIPTION OF THE ORGANIZATIONAL DEMOGRAPHIC VARIABLES
The organizational demographic items of the sureeg type of WISE, legal status of

organization, organizational seat, the number btiime -, part-time - and voluntary employees,
the number of work integration program beneficgriand the job tenure of the responding
manager. Each variable will be shortly sketchethis section.

Figure 8 is a pie chart showing the types

Type of WISE

.K nnnnnnnn le
Bi

eschaftigungsgeselischaft

Beschaﬂ\gunﬁsgesellschaﬂ
meines Wohlfahrtsverbands

WISEs from the 67 represente

oder mehrerer
Wiohlfahrtsverbénds
eschiftigungsgeselischaft
DOwon lokalen und
unabhéngigen Intiativen
Sozialer Betrieb undfoder
soziale Genossenschaft

organizations in this study. The lion’s shal
of represented organizations (38.8 perce
is made up of WISEs organized by welfal
organizations. This was expected since th
provide the majority of social services i
Germany (Heinze, Schneiders & Groh
2011). Municipality-owned WISEs anc
WISEs based on local independe
initiatives are equally represented with 2579ure 8: Pie chart on types of WISEs in percent (% 67)

percent of valid units. However, in reality muniipy-owned WISE are more often found in
Germany than BLUI (see Bode, Evers & Schulz, 200Rgir reluctance to participate in this
survey might be their semi-autonomy from the lomaployment centers and because they are
embedded into a complex structure where work iatémn is one of many social projects. Seven
social firms (10.5 percent) are included in theadsst.

Regarding the legal statuses of the hybrid orgdioizs, the results indicate that most German
WISEs opt for a non-profit limited liability compgridt. gGmbH status (41.8 percent) followed
by the status as voluntary association éd¥/) with 34.3 percent and the commercial status as
limited liability company (dtGmbH with 16.4 percent. In a few exceptional casesSEd opted
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for a status as foundation or registere L egeiisiitie

Limtted Liabilty Compan:
.(GmbH) t wEnY
HEvoluntary Association (e.\.)
DNun—F‘mﬂl Limited Liability

Company (gGmbH)

i Cooperative (e

cooperative. The pie chart in Figure

[JFeundiation with Legal
Capacity
Eothers

illustrates these results.

The organizational seat is measured by t
16 provinces orLander of the respective

organization. More than half of the

organizations of the data set are seated
Baden-Wirttemberg (22.4 percent), Hes
(11.9 percent), Thuringia (10.4) and Berlir
(9 percent). Four to seven percent of {Figure 9: Pie chart on legal statuses of WISEs inepcent (n = 67)

participating organizations are seated in Bavdgetlin, Bremen, North Rhine Westphalia,
Rhineland-Palatinate and Schleswig-Holstein. Hnalkery few participating organizations are
seated in Brandenburg, Mecklenburg-Vorpommern, lLoBaxony, Saarland, Saxony and
Saxony-Anhalt. Organizations from southern Germaamd from the bigger cities are

overrepresented.

The current number of beneficiaries of the worlegnation programs ranges greatly from none
to 3000. Two respondents indicated that no beraefes are currently employed. 35 percent
have one to 100 beneficiaries employed, 25 perodfgr their program to 101 to 200
individuals, 15.5 percent have capacities for 203@0 long-term unemployed, seven percent
typed in that the current number is around 3010@, 4nd 13 percent said that they have 401 to
3000 beneficiaries at the moment. Only three redeots said that their organization employs
more than 1000 which are 4.2 percent of the whaepde. The mean from the 67 respondents is
260 beneficiaries. From these results, one can tlaveonclusion that WISEs with small-scale

work integration programs are overrepresented.

Regarding the employees, the mean of full-time eyg®s is 34.85, for part-time employees
24.07, and for voluntary workers 8.54 of 71 orgathons of the sample. For the full and part-
time employees, the distribution is quite flat wdees 51.4 percent of the organizations have no

volunteers at all.
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Finally, the job tenure of 67 valid responses friita managers is 15.28. Around 80 percent
work for more than five years for the organizati®his is important to note because managers
who just recently joined the organization might hatve sufficient knowledge about the OC of

the organization and might confuse it with descallure or organizational climate.

The foundation year of the organizations differedaell. From 67 valid responses, 2.8 percent
were founded in the early ®@entury, 4.2 percent were established in the 197D$® percent
operate since the 1980s, 51.4 percent were crgathé 1990s, and the remaining 20.3 percent
were founded in the past 15 years. Interestinglg, arganization operates since 2014. As in the
literature overly discussed, the creation of WIS&sthe 1990s has been an instrument to
integrate the work force from eastern Germany theonew Federal Republic (see Willlenweber,
2012; Birkholzer, 2015).

IV.II. ORGANIZATIONAL CULTURE OF GERMAN WISES
In this section, OC of the sample is going to bespnted generally for all German WISEs and

then divided by type of WISE. Thereby the respectour items for each organizational culture
type are computed into one variable with one aggeshmean. This mean will be plotted into
the coordinate system of the CVF next to the meare&ch of the four organizational culture
domains. Additional, the OCs of each of the foyrety of WISE are compared.

In Figure 10 on page 67, one can find the plotteadms on five coordinate systems on all WISEs
of the data set. On the top the aggregated meaaadanorganizational culture type is illustrated
whereas the bottom four models depict the four dosnd’he means on each type can be found
in the corners of the coordinate systems. In génema 68 WISEs of the data set show a strong
clan culture (7.27) followed by hierarchy (6.98)daadhocracy culture (6.54). Values of the
market culture (5.82) are the weakest vis-a-viseglfrom the other organizational culture types.
A closer look at the domains reveals that partitylan ‘management of employees’ and
‘criteria of success’ the respondents seem to déeagith market culture values (4.54 and 5.11

respectively).

Figure 11 on page 68 uses the same procedure tuta® the cases to the 17 municipality-
owned WISEs. Minor differences are found on claihaeracy and market culture but a rather

strong deviation is found on hierarchy culture §§.Which is 0.76 higher than on the general
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model. This makes the hierarchy culture dominanbragnmunicipality-owned WISEs. The
domains show that particularly on ‘dominant charastics’ (9.00), managerial staff of

municipality-owned WISEs tend to rate the OC ofrthrenture to be more hierarchical.

Going further to WISEs run by welfare organizatioose can observe in Figure 12 on page 69
lower but very similar aggregated ratings to th@egal sample. Espoused values of a clan
culture type are dominant here (7.01), followedadirocracy (6.51) and hierarchy culture (6.42).
Again, market culture values are very weak (5.9). tbe domains, values of ‘organizational
glue’ are less characterized by market values {84 values associated with hierarchy culture
(6.73) among the 26 WISEs of welfare organizatidrtgs stands in contrast to municipality-
owned WISEs where achievement and goal accomplishorethe one hand and clear policies
and rules on the other are valued much more (61d67a882). Furthermore, managerial staff from
WISESs run by welfare organizations tend to valwegdrichy culture on ‘dominant characteristics’
particularly lower than municipality-owned WISEs96 to 9.00).

The plotted OC of the 17 WISEs based on local addpendent initiatives is found in Figure 13
on page 70. The same holds true here: clan cu{fiuB2) is dominant followed by hierarchy

(7.02) and adhocracy culture (6.63). Needless yotisat market culture plays a minor role for
them as well (5.87). On the domains, no particdlfferences are found when compared to all
WISEs and the other particular types of Bode, Eaears Schulz (2002, 2004, 2006).

The OC of the eight commercial WISEs is plottedrigure 14 on page 71. Although market
culture values are rated higher (6.71) in genénalimportance of clan (8.11), adhocracy (7.58)
and hierarchy (7.14) culture values is still dominaMarket values are particularly strong in
‘dominant characteristics’ (8.57) and ‘organizatibglue’ (7.43). Deviant to other WISEs is the
fact that adhocracy values are quite strong on gament of employees’ (8.00), also in
comparison to other types of WISE.

The assumption that hierarchy culture will be daminproves to be incorrect. Clan culture is
dominant, whereas hierarchy values are on sec@ug pInterpreting the data from another angle
by using the two dimensions of the CVF, one finddear tendency towards ‘internal focus and

integration’ (hierarchy and clan culture) ratheartHexternal focus and differentiation’ (market
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and adhocracy culture). However, WISEs are balamogdterning ‘stability and control’ and

‘flexibility and discretion’ dimension.
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Figure 10: Organizational Culture of 67 German WISEs using the Competing Values Framework
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IV.III CAUSES OF ORGANIZATIONAL CULTURE
The possible antecedents of OC tested in this stuelyype of WISE, national conditioning and

organizational size.

The first hypothesis stipulates that type of WIS&esl not alter the organizational culture of
German WISE significantly. It will be tested thrdug MANOVA test.

The assumptions for a MANOVA test are independenteresiduals, random sampling,

multivariate normality, homogeneity of covariancatrices. The first assumption is clearly met
and the second can be assumed to be met as elliglt purposive sampling has been applied.
Concerning the homogeneity of covariance matrittes,Box M’ test indicated that the statistic

is significant (p = 0.000 which is greater than).@8d thus the assumption is not met. This
means that the variance between the variables ggyas not equal. However, the effect when
this assumption is violated is not clear (Field120and thus not much attention is paid on this

fact. The distribution has been checked and foarzktnormally distributed.

The most powerful statistic for this test is Piarace since groups differ here on more than one
variate (see Field, 2013). Using this statistieréhis indeed no significant difference between
types of WISEs on organizational culture variabMs; .268, F (12,147) = 1.201, p = .288. In
line with Bode, Evers and Schulz (2002) German V¥ISEe not only similar in terms of

hybridity but also their OC is similar to each athe

National conditioning is understood as an east-wession of the Germahander.WISEs from
Brandenburg, Mecklenburg-Vorpommern, Saxony, Sax@mlyalt and Thuringia are grouped as
EasternLander Apart from Berlin, a special case and thus left of the analysis, all other
provinces are grouped into the Westé&@nder The two groups are compared on the four

organizational culture variables.

The required assumptions for an independent sanyéss are evidence for normal distribution
and homogeneity of variance (Field, 2013). Thedgistms from the sample for Westém@nder
(n = 49) show that normality assumption is fulfillbut the sample of Eastetéander(n = 12) is
fairly normally distributed. This distortion is nmdy caused by the low. Concerning the
homogeneity of variance, the Levene’s Test for Htyuaf Variances shows that it is significant

for clan culture (see Table 4 below). For the ottieee organizational culture types one can
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assume that variance is statistically equal. Tiseraptions are thus met and we proceeded with

an alpha level of 0.05.

Table 4 below shows the two-tailed results indicgathat differences on clan (t(53) =-1.238, p =
.221), adhocracy (t(54) = .180, p = .858), and ma(56) = -1.461, p = .15) are statistically
not significant. However, on hierarchy a statidticaignificant difference is found (t(58) = -

2.875, p = 0.006***). WISEs from easteroander have an organizational culture where
hierarchy values are stronger than in WISEs sdateesternLander Using the Cohen’s d, the

means between the two groups show a difference9®90which makes it a very strong effect
size. Therefore WISEs from former GDR and WISEsnfrBRD are different on the hierarchy

culture but not on the other cultural types andr tfespective values.

Independent Samples Test

Levene's Test for Equality of
Variances
Mean
F Sig. t df Sig. (2-tailed) Difference
Clan Equalvariances assumed 001 979 1,132 39 264 65014
Equalvariances not assumed 1,182 23152 245 65014
Adhocracy  Equalvariances assumed 032 858 -,083 40 934 -05938
Equal variances not assumed -,080 14,264 937 -05938
Market Equalvariances assumed 789 379 1,457 42 162 81618
Equalvariances not assumed 1,278 12,479 225 81618
Hierarchy  Equalvariances assumed 181 672 3,274 14 002 1,76299
Equalvariances not assumed 3,201 16172 06 1,76299

Table 4: SPSS results of independent samples t-tdsttween organizational seat (dichotomous) and orgiational culture
variables

Regarding the organizational size composed of numbtill- and part-time employees plus the
number of volunteers, one can see in Figure 15henfdllowing page the scatter plots with
hierarchy and clan culture variables. The third muoth hypothesis tests whether organizational
size is related to cultural values of the hierareland clan culture type. One can observe that
organizational size does predict 2.8 percent ofotiganizational culture values of the hierarchy
type and 2.6 of the clan culture values. These Isintipear regressions show clearly that
organizational size is not a good predictor for thhe organizational culture types. Statistical
analysis proves this insignificance for hierarcky=1.731, p = .193) and clan (F = 1.485, p =
.228). Both hypotheses are thus rejected.
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Figure 15: Scatter plots of the linear regression wdels of organizational size on organizational culral values of hierarchy (left) and clar
(right) cultures.

IV.IV EFFECTS OF ORGANIZATIONAL CULTURE
The last five hypotheses deploy OC as independanable. The effect of OC on employee

satisfaction, organizational innovativeness, peeximportance of financial returns on products

and services sold, and organizational performanttd&evaluated in this section.

Organizations with strong clan culture values \wdlve more satisfied employees according to
the theory behind the CVF. Applied on WISEs, we #&g this is indeed the case. In Table 5
below, one can see that in a model where all orgdional culture types are included, 66.2
percent of the variance in employee satisfactioex@ained by OC. Clan culture values explain
49.1 percent, followed by adhocracy values with/48ercent. Hierarchy and market values are
less explanatory with around 25 percent respegtivieterestingly, market culture values are

negatively related to employee

. . . . Coefficiems™
satisfaction. This means that higip pre—
Unstandardized Coefficients Coefficients
scores on market values lead tp, .., B 5td Error ot ¢ Sig.
. . . 1 (Constant) 12,409 2909 4 266 Jooo
lower employee satisfaction in Clan 1,863 383 ag | am 000
Adhocracy 1,356 412 407 3,293 Joo2
German WlSES Although a" Market -1,003 484 -,255 -2,073 043
CUIture Hierarchy 873 365 251 2,396 0z

types are significantly

a. Dependent'ariahle: Employee_Satisfaction

related to employee Sa‘tlSfacuO‘Iw"able 5: Linear Regression Analysis with ne model including the foul
culture types and their relation to employee satigiction (R2 = .662)
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with o = 0.05, the strongest relationship is indeed fodod clan culture (p > .000%**),
Hypothesis 5 is thus confirmed because there igeddthe strongest positive relationship

between clan culture and employee satisfaction.

The sixth hypothesis states that strong adhocrattyres are likely to invoke organizational

innovativeness. The linear regression analysisidiob all culture types in one model shows that
OC in general explains 41.6 percent of the variancerganizational innovativeness. Table 6
shows that, differently to the outcome of hypotlésiadhocracy culture is the only culture type

affecting organizational innovativeness signifi¢ganft = 2.317, p = .025) witha = .05.

Adhocracy culture explains 40. Coeffictents
Standardized
H H Linstandardized Coefficients Coefficients
percent of  variance ni S T Eor o . sig
organizational innovativeness i (Constant 7,542 5784 1304 199
Clan 672 799 118 841 4058
th|S mOdel Therefore Adhocracy 1,994 861 4058 2,317 025
' ! Market 382 1,035 065 368 T14
hypotheSiS 6 iS Conﬁrmed Hierarchy 1,108 737 216 1,498 141

a. Dependent Variable: Organizational_Innovativeness

because a significant positiviTable 6: Linear Regression Analysis with oe model including the fou
culture types and their relation to organizationalinnovativeness (R2 = .416)

relation  between adhocracy

culture and organizational innovativeness is found.

The seventh hypothesis assumes that hierarchy reuis likely to affect organizational
innovativeness negatively. The data in Table 6 @saat the opposite is true and hierarchy is
positively related to organizational innovativend$sll four culture types are included into the
linear regression analysis, 21.6 percent of vaganarganizational innovativeness is explained
by hierarchy culture. Nevertheless, this surprisingcome is non-significant (t = 1.499, p =
.141). Hypothesis 7 is rejected and the internat@gsses model could not be confirmed with this
data set.

The eighth hypothesis states that organizationd wiairket cultures are also more likely to
perform better financially. The scale for finangi@rformance is found to be unreliable since the
variance between the constituting items is toodarbhe relationship between the sole item
covering the importance of revenue generating freafling services and goods should

nonetheless be explained by market culture values.
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\—4
The regression model including all four organizadib culture types explains merely 16.1

percent of the variance in the perceived importaoceevenue generating from goods and
services. In Table 7 one can see that none of diftere types is statistically related to the
financial performance item witkh = .05. However with 38 percent, market culturéhis most

crucial explanatory factor within this model. Netwless, hypothesis 8 is rejected because

. .. . . Coefficients®
insufficient evidence is found i
Standardized
Unstandardized Coefficients Coefficients
that market culture values affectMndel = o " t i
the importance of revenue 1 (Constant) 2187 2111 1,022 312
Clan 211 292 122 722 474
gained from goods and servicep Adhocracy 074 314 D4g | 234 816
Market BTT 378 380 1,793 a0
in German WISEs. Hierarchy -, 166 269 - 107 -618 539

a. DependentVariable: Importance of revenues from products and semwvices sold

The last hypothesis assumes th'l'a:‘atble 7: Linear Regression Analysis with ne model including the fou
strong organizational culturesculture types and their relation to organizationalinnovativeness (R2 = .161)
implying high scores in each quadrant, will afféiceé organizational performance positively.
Performance is here understood as an extensianancial performance and targets in the case
of WISEs the social mission and the subjective vishether the organization has met the
defined objectives during the last year. Since fmariables are representing OC and
organizational performance has been computed in¢ostngle scale, the best way to proceed is
with an independent samples t-test. Each organizalticulture type is coded in two groups: one
where the mean is above average and one wherbataw. Henceforth, all units of analysis that
have mean higher than 7.29 for clan, 6.52 for adtwy; 5.8 for market, and 6.98 for hierarchy
are grouped into the group with a strong OC andthers are counted as having a weak OC. As
expected, not many organizations have high mearadl guadrants. Only eight organizations are

having a strong and 53 are having a weak OC.

The assumptions for the t-tests are also met bedhesscores on the organizational performance
scales of the two groups are normally distributed &qual variances is checked with the

Levene’s test which is non-significant (= .585) dahds assured. The number of valid cases is
61.

The eight German WISEs with a strong OC have adrighean in organizational performance
than the 53 cases of the data set (20.38 and i8spéctively). This mean difference of 1.71 is,
however, not significant with am = .05 (t = .805, df = 59, p (1-tailed) = .212).98d on the
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results of this test, hypothesis 9 is rejected @ednan WISEs with a strong OC are not found

have higher organizational performance than orgdioizs with weaker OC.

IV.V CONCLUSION
The analysis contained the description of the deapidcs and the OC of the sampled German

WISESs. Although it was assumed that German WISHshave a strong hierarchy culture, the
sample of this study revealed that they are ind#elracing the values of the hierarchy culture.
However, clan culture values are more prevalentreyr®erman WISE. Thus, German WISEs
are particularly internal oriented and steered towantegration rather than external oriented and
managed towards differentiation. Hypothesis 1 wasndl to be confirmed statistically and
WISEs are indeed not that different from each othgarding the four types of Bode, Evers and
Schulz (2002, 2004, 2006).

The results on the causes of OC, type of WISE, arm seat of the organization, produced
mixed results. As drawn from literature, type of SEl does not alter OC in a statistically
significant way. Indeed, east German WISEs aresiifit to west German WISEs in terms of
hierarchy values but organizational size is stiyicaot influencing whether hierarchy or clan

values are stronger or not. Therefore, HypothesiadL2 are confirmed but Hypothesis 3 and 4
are rejected. Regarding the effects of OC, ther#tmal foundations of the four culture types
have proven to be valid. Hypotheses 5 and 6 ar@rowd and hypothesis 7 and 8 are rejected

through a linear regression analysis.

Therefore, it can be concluded that CVF is indeedbaist management tool and can be used to
increase the particular components of organizaticeféectiveness at least for employee
satisfaction and organizational innovativeness.dieless, the assumption that high scores on
all four quadrants of the CVF will lead to betteganizational performance is not proven here.
Table 6 summarizes the results of this analysisatWhese results mean and how they are
embedded into the theoretical background discuss#tk literature review will be presented in

the next chapter.
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There is a positive

Clan Culture

No | Hypothesis Variables Test
Independent Dependent

1 | There will be no significant differenceType of WISE | Organizationa] MANOVA
between types of WISE and Culture
organizational culture.

2 | There will be a significant difference | Organ- Organizational| Independent
between the organizational culture of | izational Seat | Culture samples t-
WISEs from newLanderand the tests: only
organizational culture of WISEs in the significant
old Lander. for hierarchy

3 | There is a positive Organ- Hierarchy Linear
relationship between izational Size | Culture regression
organizational size and analysis
hierarchy culture.

4 | There is a negative relationship betweerOrgan- Clan Culture Linear
organizational size and clan culture. izational Size regression

Employee

analysis

Linear

on one and more cultural types in terms
of social mission, customer satisfaction
and obtainment of predefined goals.

~

D

relationship between clan Satisfaction regression
culture and perceived analysis
employee satisfaction.

6 | There is a positive relationship betweenAdhocracy Organizational| Linear
adhocracy culture and organizational | Culture Innovativeness regression
innovativeness. analysis

7 | There is a negative relationship betweerHierarchy Organizational| Linear
hierarchy culture and organizational Culture Innovativeness regression
innovativeness. analysis

8 | There is a positive relationship betweenMarket Culture| Financial Linear
market culture and perceived importance Importance of | regression
of financial returns on products and Products analysis
services sold. and/or

Services

9 | WISEs scoring high on all organizationaDrgan- Organizational| Independent
culture types are more likely to izational Performance | samples t-
outperform those WISEs with low score<Culture test:

Table 8: The hypotheses of the analysis, their vaables, the performed test and the test statisticsnd the result (red =
rejected; green = confirmed); * alpha = 0.1, ** alfna = 0.05, *** alpha = 0.001
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V. DISCUSSION
This chapter is devoted to the discussion of tisalte regarding the OC of German WISEs, the

causes of OC, and its effects. The flaws in vaflidibd reliability of the methodology of this
study presented in Chapter 3 shall be kept in rdinthg the discussion.

Past contributions on social entrepreneurship rekeim general and on WISEs in particular
indicate that these organizations are hybrid. Thmenkination of different categorical
organizational characteristics implies a diverself@a€ed on many different and even competing
values. However, Davister, Defourny and Gregoi@) show that European WISEs in general
offer only limited to no decision-making power fthre beneficiaries of the work integration
programs. This tendency towards hierarchy and deasion of tasks and responsibilities is true
for German WISEs according to Bode, Evers and Sc{#102, 2004, 2006) as well who place
these organizations close to the state in theiritiglp model. The results confirm previous
findings and indeed find strong hierarchy valuemaghGerman WISESs. Institutional choice
theory is thus confirmed and closeness to the ataddts respective employment centers foster a

certain set of cultural values and organizatiomrdiavior.

However, clan culture is even a little bit strongkan hierarchy culture among 67 German
WISEs. This observation shows that these orgaoizsitare not just smooth-running, efficiency
driven agencies at close range of public employmsenters but care for the beneficiaries goes
beyond clear procedures and rules governing thepeaple are assumed to be integrated into
the labor market. This confirms the assumptionnvirenmental determinism theory stating that,
despite institutional arrangement, the nature eftdsk will define organizational culture. Work
integration requires sensitive and tailored appmeacfor each individual to be successful.
Human beings cannot be treated like goods but aeshse of belonging. Participation, trust and
the ability to listen to and comprehend the neésls;s and expectations of the beneficiaries of

work integration programs enforce such a senselohiging.

Hierarchy and clan values can certainly stand imtredliction to each other. The balancing act
between hierarchy values and clan values can bgnatted as on-going tensions between public
authorities caring for documented efficiency andS®/Istaff dealing with the social problems of
long-term unemployed on a daily basis. This tendm@s been found during the in-depth

gualitative analysis of the BWViakoniewerk Arbeit & Kultur e.Vas well (Bode, Evers and
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Schulz, 2006) and is confirmed by this quantitativganizational culture study. Additionally,
the confirmation of similarity between the four @Gemn types shows that indeed all WISEs are
exposed to this tension mirrored by the two quadramd the case study of Bode, Evers and
Schulz (2006).

Many WISEs became semi-autonomous after the inttomhu of the Hartz reforms of 2004 and

if they do not execute the active labor marketgyoprograms of their municipality in a way that
the public authorities and their contracting pardnare satisfied, than they will eventually be
forced to close down even if they offer qualitalyvgood training and high potential of transition
into the first labor market to their beneficiari€sirthermore, WISEs have to embrace hierarchy
values to a certain extent to guide the particqgasocially excluded individuals through the
training and prepare them for the first labor marki#ear rules and procedures are a prerequisite
for this endeavor. However, each individual is asspecial case and certain flexibility in these

rules results in an equally or even stronger cldture.

Regarding the causes of OC, organizational seagmsficantly different for hierarchy values for
German WISESs, organizational size has no effeall &r these social organizations and the type
of WISE does not have an effect on OC as it wagebel.

The most obvious explanation for the finding thastern German WISEs are more hierarchical
than their western German counterpart is the way timve been founded (see Wiullenweber,
2012). West German WISEs were the result of botipnsocial movement, especially in the
1970s and 1980s, whereas the establishment oGesstan WISEs was top-down after German
reunification. They were used as a tool to coutaraass-unemployment and to (re-)qualify the
eastern population for the changing environmennfemcialism to capitalism. The bureaucratic
attempt of the former Secretary of Labor NorbeiirBlto tap the labor force potential of the new
citizens by newly founded municipality-owned WISEashled to very ineffective and
counterproductive outcomes (Wullenweber, 2012).r&@heere neither innovative projects at
hand nor has there been an economic need for fugthployees in the eastern German cities at
that time. For example, the Red Cross in the cilygBcreated a sub-department for the work
integration of unemployed women through the reoygrbf clothes. However, in the region and
in the city itself there was no demand for the seb@and clothes and therefore the recycled

clothes have been sold to big recycling industitred used them as rags to produce new textile
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products. Beneficiaries of these programs feltedigected, humiliated and some even went
before court against the WISE they were adminidtéoe(Wullenweber, 2012). Apparently, not
much has changed since then and East German Wé&BHstd be still more hierarchical than

western ones.

The national conditioning theory of Hofstede (19&®y also play a significant role here. The
GDR and its socialist regime in general are knoamits hierarchical structures and meticulous
documentation on virtually everything that could ttea someday. Next to the top-down

argument, this explanation might be similarly impat in interpreting this result. Although the

GDR does not exist anymore, the values survivedréiggme in the mind of the people. For

instance, radical leftwing and radical rightwingrtpess receive much more support in eastern
Germany than in other parts. Strong leaders, dgactures and paternalistic state intervention
are much more tolerated there than in theLéldder.

Organizational size, as another explanatory fal@oOC, has not been approved in this study.
Larger organizations seek to stabilize their enmuiment by dividing tasks and define roles
whereas smaller organizations tend to be moredikextended family and flexible in terms of
work division. However, this sample does not apprdhese assumptions. One possible
explanation is that WISEs are different from othersual’ organizations because their social
mission forces them to maintain an environment dhase balanced values between clan and
hierarchy independent of the number of employees.

Independent of the type of WISE, namely municigabitvned, part of a welfare federation, local
civil society initiative or social firm, the OC rexms static. This demonstrates that these
organizations are very similar to each other. Tlesemon features on OC — and very likely on
other issues — shows that German WISEs should dentinized to cooperate together to find

best practice models on their social, financial, anapplicable, on their environmental mission.

The effects of OC are changes in organization&céiffeness criteria like employee satisfaction,
innovativeness, financial and organizational penfamce. The tested sample approved these
suppositions of the CVF. Indeed, the framework goad tool not just for scientific but also for

management purposes.

87



RomAN
KOFMANN

ORGANIZATIONAL CULTURE OF WORK INTEGRATION SOCIAL ENTERPRISES

Interestingly, the mixed results of this study quéte similar to Hartnell et al.’s (2011) findings
leading to the conclusion that “competing valuey ima more complementary than contradictory
(p.687). Especially the unexpected result that anetry culture values lead to perceived
organizational innovativeness is surprising andrejdhe internal processes model and the open
systems theory. Values of the hierarchy quadraeny ph important role for WISE and, if well
streamlined with the strategy and mission, canXy@&ed to indeed increase organizational
innovativeness. Beneficiaries of work integratiosngrams are guided by concise rules and clear
structures (hierarchy) on the one hand and pergedalasks tailored to the capabilities of each
individual in a nurturing and facilitating envirommt (clan) on the other. A balancing act is thus

the key to success including innovativeness, firmerformance and social impact.

A balancing act is also the assumption of thehgpbthesis which posits that high scores on all
organizational culture types will lead to bettegamizational performance. The analysis proves
this assumption wrong. One possible explanationhisrfinding is that WISEs do not face much

competition. In fact, most of them are the solevigter of work integration services in their

region and thus do not need to regularly reinveatriselves (adhocracy) or maximize profits at
all costs and eliminate their competitors (markiétirthermore, the sample size is still very small
and the units of observation are only top manadgearmire studies shall thus look into this issue

with a larger sample and objective measures ofrozgdonal performance.
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VI. CONCLUSION
This study has explored the OC of WISEs and te&tegossible causes and effects of this

organizational culture empirically.

It is argued that the most suitable approach toiSEeneral and WISEs in particular is the one
proposed by EMES. OC is a difficult and multi-d@mary concept and is reduced here to one
of its function, namely organizational effectiveee3he CVF has been found to be a good
framework to study the cultural values of WISE<G@armany. The main argument of the framers
of this tool is that certain cultural values wiad to increased effectiveness in innovation,
employee satisfaction, smooth running efficienayd dinancial performance. Henceforth, the

CVF has been tested on its foundation and its egiplity as management tool for WISEs.

The OC of WISEs shows that values from the clantaachrchy quadrant of the CVF dominate
while lower scores are found on adhocracy and nmar&kies. Therefore, WISEs are rather
internal oriented and steered towards integratagher than towards their external environment
and differentiation. Whether WISEs are owned by iipality, or are part of a larger welfare
federation, initiated independently by local initi@, or are commercial and merely in
collaboration with public agencies to carry outitiprograms does not significantly alter these
organizational values. Thus, this finding is apgtile to all German WISEs independent of their
type. The sample of 67 German WISEs indicates tiatonal conditioning in form of
organization seat is altering OC whereas numbengfloyees does not affect the value system

of a hybrid organization like WISE.

The effects of OC have been approved for the fallgwiinkages: clan culture — employee
satisfaction linkage and adhocracy culture - orztional innovativeness. However, hierarchy
values do not lead to less innovativeness amongn@erWISEs and market values are not
significantly related to the importance of revengenerated from goods and services.
Furthermore, the relationship between balancedi@dtwith high values in all quadrants of the
competing values framework and organizational perémce could not be confirmed in this

study.

These findings have important social implicatiomsgolicymakers, bureaucrats and managers of

WISEs. Policymakers should take into account tfferdint natures of WISEs in the new and the
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old Lander Future legislation should take the significanffedtence of hierarchy values into
account. Despite the fact that 25 years have paafed reunification, the eastern German

provinces remain exceptional also in terms of WIS their value system.

Bureaucrats should acknowledge the tension betwemarchy and clan values for WISEs in
Germany. These hybrid organizations cannot solelyudged by the number of beneficiaries
transferred to the first labor market but rathertlwy quality of work integration programs they
offer. Only through individualized occupation fascgally excluded can a long-term transition

towards social activation and inclusion be achieved

Finally, managers of WISEs are encouraged to makeoti this tool for management purposes.
The CVF can help organizations to identify theirakmesses and strengths and respond to them
in a concise way. Clan values matter not just fopleyee satisfaction but also for organizational
performance in general. Hierarchy values are aitb for German WISEs since concise rules
and procedures can help socially excluded partitgoto bring back order into their every-day

life.

VLII LIMITATIONS
There are several limitations to this empiricaluimg on causes and effects of organizational

culture of German WISEs. These limitations stenmfrine concept WISE, the framework for

organizational culture, and the methodology inalgdihe sample size and the response rate.

It seems that many concepts are thrown into oné&ebda this study. For instance, hybrid

organization, social enterprise and work integragocial enterprises are frequently mixed up. It
is important to mention that there are many formsypes for each of these concepts and the
results of this study are only generalizable towBc similar economic, social and participatory

characteristics as envisioned in the EMES apprdseé Figure 2). Of course, they may guide
the investigation in other countries and for otfegms of the three concepts, but should not be
stipulated on them without proper analysis of tire¢ dimensions of the EMES approach for the

respective organizations.

In the same vein, OC is a very complex scientdicd managerial) concept. For this study, it has

been reduced to four types with their values rasyitrom three interacting dimensions of the
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CVF. However, there are much more features notreavby this simplifying framework. Other
models and frameworks as discussed in the litexateniew can be applied to see whether the

results match with the one’s of this study.

Finally, the methodology of this study, a crosstiseal research design with online surveys,
also entails limitations. First, some WISEs werensigly not active on the internet (no
organizational website) or did not offer an emaltii®ess. Another data collection method might
change the results since these organizations cbaldreached more effectively. Second,
subjective rating was applied here for concepts #ra usually measured objectively (e.g.
financial performance). These point-of-views frome top managers might not fully mirror the
reality. Third, top managers are assumed to knaeir tirganization and the OC they wish to
implement. The results are based solely on thetgption and not on the perception of other
employees and lower managers. Finally, it can Barasd that the surveys have been filled out
by a biased group of top managers. Participatirtgigisurvey is also a sign for the interest in the
subject of the survey or organizational culturejolitcan be motivated by the thought to change
the current culture of the organization. Therefdog managers of WISEs where the OC is
perceived to be sufficient and without the needleinge might be less motivated to fill out the
survey. Furthermore, educated and young peoplealse more likely to be among the 67
managers who filled out the survey because theyhtmigther sympathize with students and
scientific inquiries while simultaneously havinghegher interest in communication via the

Internet than older managers.

VI.II  PROPOSITIONS FOR FUTURE RESEARCH
OC as concept has been researched for publicterarad non-profit organizations but not very

often for hybrid organizations like SE. Independehether it is applied in an interpretative or
functional way, the concept may help to identife tiensions between the multiple objectives
and organizational features of hybrid organizatidrsgs study can be seen as a first attempt that
can be followed by much more rigorous models. Sdv@opositions for future research can be

drawn from this study.

First, a more detailed and essentially more holigtialitative approach of a single case study

could offer a better understanding of the tensietwben clan and hierarchy cultures in WISEs.
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With this methodology, employees of one single WIgEnN different organizational segments
could be interviewed to analyze not just the actb@l but also investigate how the cultural
values manifest themselves within the organizatitere, artifacts and tacit assumptions can be
included in the conceptualization and operatioadilan of OC. The theoretical framework can

be guided by institutionalism and environmentakd®inism.

Another proposition is a broader all-encompassingofean comparison of the many types of
WISEs. Differences and communalities in OC can dxy Yuitful for many stakeholders like the
European Commission, policymakers, umbrella orgdiuns, interest representations,
beneficiaries of work integration programs, mansgéscal communities, and employees of
these organizations. Larger samples will consatidiae findings of this study. Furthermore, the
national conditioning theory of Hofstede (1980% thheaning of organizational size on OC, and
the differences in organizational culture types da analyzed across several countries,
especially across the member states of the EU.

Third, future research should investigate the wa§ Of WISEs changes according to
environmental factors like policies, supply and dechof beneficiaries and/or the evolvement of
ties with public, private and non-profit organizais and institutional changes. For instance, the
focus could be on successful WISEs that exist sthee1970s and the OC change could be
investigated through interviewing former and présg&Os, analyzing the espoused values of
official documents like annual reports and puttitige changes in perspective to the

environmental factors.

Finally, the linkage between OC and organizatiogiéctiveness measures produced mixed
results here. Future research can introduce fuxtheables that might moderate or mediate this
linkage. Furthermore, other frameworks for OC stdu deployed since the CVF is a useful
tool but only one of many. Future research shoejalay a variety of constructs to fill the pitfalls

of each framework of OC.
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APPENDIX 1

Thirty-nine categories of WISEs in ten European merber states and their abbreviations (Davister, Defouny & Gregoire,
2004, p.27)

ORGANIZATIONAL CULTURE OF WORK INTEGRATION SOCIAL ENTERPRISES

BELGIUM

Ely, = Entreprises d'Insertion = Work Integration
Enterprises

ETA, = Entreprises de Travail Adapté = Adapted
Work Enterprises

EFT,, = Entreprises de Formation par le Travail =
On-the-job Training Enterprises

SOLIDRy, = Enrreprises  Sociales  d'Insertion
SOLID'R = SOLID'R WISEs

ESRy = Emireprises Sociales o Insertion actives
dans fa Récupération et le Recvelage = WISEs
with recycling activities

SWy, = Sociale Werkplaatsen = Social Workshops
IB,, = Invoeghedrijven = Integration Enterprises
BWy= Beschunie Werkplaatsen = Sheltered
Workshops

AZLC, = Arbeidzorgeenira = Work Care Centres

FINLAND

LCOg, = Labour Co-operatives

CSFDPs, = Co-pperative Social Firms  for
Disabled People

FRANCE

CAVA; = Centres d'Adapration a la Vie Active =
Centres for Adaptation to Working Life

El; = Entreprises d'Inserrion = Work Integration
Enterprises

Al; = Associations Intermédiaires = Intermediate
Associations

RQy= Régiex de Quartier = Neighbourhood
Enterprises

ETTI; = Enireprises de Travail Temporaire
d'Inserion = Temporary Work Integration

Enterprises
GEIQy= Groupemenis o' Employeurs  pour
U'Insertion et la Qualification = Employers’

Groups for Work Integration and Training
EIN; = Entreprises Insérantes = Long-Term Work
Integration Enterprises

GERMANY

SBG, = Soziale Betriebe und Genossenschaften =
Social Firms and Co-operatives

KB, = Kommunale Beschifiigungsgesellschafien
= Municipally-Owned Social Enterprises

BW, = Beschiftigungsgesellschaften  von
Weohlfahrtsverbinden =  Social  Enterprises
organised by Welfare Organisations

BLUL, = Beschifiigungsgesellschafien  von
Lekalen, Unabhingigen [nitiativen = Social
Enterprises organised by Local Initiatives

IRELAND

SE;y = Sheltered Employment

LDy, = Local Development Work Integration
Social Enterprises

SEWiy = Social Economy  (Mational
Programme) Work Integration Social
Enterprises

ITALY
COS0; = Cooperative Sociali di ipe b) = Type
B Social Co-operatives

PORTUGAL
ElL, = Empresas de Insercdo = Integration
Enterprises

EP, = Emprego Protegide = Sheltered
Workshops
SPAIN

CEEy = Centros Especiales de Emplea =
Special Employment Centres

CO,, = Centros Ucupationales = Occupational
Centres

ONCE,, = Empresas de la Organizacidn
Nacienal de Ciegos de Espaiia = Enterprises of
the Spanish National Organisation for the Blind

EL, = Empresas de Insercidn = Social
Integration Enterprises for people at Risk of
Social Exclusion

SWEDEN

S00C0O,, = Social Co-operatives

5H,,, = Samhall = Sheltered Workshops for the
Disabled

INITED KINGDONM

WCO,, = Worker Co-operatives

CB,, = Community Businesses

SF,. = Social Firms

ILMO,. = Intermediate Labour Market
Organisations

R, = Remploy (Large Quasi-state Enterprise)
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APPENDIX 2

The first (left-hand side) and the second e-mail {ght-hand side) sent to top managers of German WISE
Sehr geehrter XXX, Sehr geehrter XXX,
Sie wurden vor Kurzem zur Teilnahme an fur meine Masterarbeit zum Thema
einer Umfrage gebeten. Falls Sie bereitq »Organisationskultur von deutschen
teilgenommen haben, bitte ich Sie diese|e- Beschéftigungs- und
Mail zu ignorieren. Wenn Sie jedoch in Qualifizierungsgesellschaften: Wie
den vergangen Tagen keine Zeit gefundgn beeinflusst Kultur die Effektivitat einer
haben und nun weniger als 10 Minuten Gesellschaft?” sollen geschéftsfiihrende
zum Beantworten entbehren kénnten, Personen von
ware ich lhnen sehr dankbar. Beschéaftigungsgesellschaften befragt

werden. Falls dies auf Sie zutrifft, ware
ich Uber eine Teilnahme an der 10-
minutigen Umfrage sehr dankbar. Die
Teilnahme ist selbstverstandlich anonym
und die Resultate dienen lediglich
wissenschaftlichen Zwecken. Die
vollendete Masterarbeit kann Ihnen auf
Wunsch dann ebenfalls zugesendet

Fir meine Masterarbeit zum Thema
»Organisationskultur von deutschen
Beschaftigungs- und
Qualifizierungsgesellschaften: Wie
beeinflusst Kultur die Effektivitat einer
Gesellschaft?“ sollen geschaftsfiihrende|
Personen von Beschéftigungs- und
Qualifizierungsgesellschaften befragt

werden.
werden. Die Teilnahme ist
selbstverstandlich anonym und die Hier geht es zur UMFRAGE
Resultate dienen lediglich
wissenschaftlichen Zwecken. Die Bei Fragen und/oder Anmerkungen
vollendete Masterarbeit kann lhnen auf kénnen Sie mich jederzeit per e-Mail oder
Wunsch dann ebenfalls zugesendet tagsuiber ab dem 21.08.2015 auch
werden. telefonisch erreichen.
Hier geht es zur UMFRAGE Mit freundlichen Grifien,

( https://erasmushcc.qualtrics.com/SE/?$
D=SV_ONWhCQroEuOLgxl)

Roman Kofmann

Bei Fragen und/oder Anmerkungen
kbnnen Sie mich jederzeit per e-Mail oder
tagstber auch telefonisch erreichen.

Mit freundlichen Grufen,

Roman Kofmann
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APPENDIX 3

Original survey distributed to 166 top managers ofcerman WISEs

Die Ergebnisse dieser Umfrage werden von Roman Kofmann
im Rahmen von seiner Masterarbeit fiir den Studiengang
‘International Public Management and Policy'an der Erasmus
Universitat Rotterdam genutzt. Ziel der Masterarbeit besteht
darin, zum einen die Erforschung der Organisationskultur von
Beschaftigungs- und Qualifizierungsgesellschaften und zum
anderen die empirische Auswirkung dieser
Organisationskultur auf die organisationelle Leistungsfahigkeit
zu ergriinden. Zu diesem Zweck werden Mitarbeiter/innen in
Flhrungsposition von Beschaftigungs- und
Qualifizierungsgesellschaften befragt. Die Teilnahme ist
anonym und die Umfrage kann jederzeit abgebrochen werden.
Die Umfrage ist streng vertraulich und wird nur fir
wissenschaftliche Zwecke genutzt. Mit der Beendigung dieser
Umfrage willigen Sie ein, dass die Ergebnisse fiir die
Masterarbeit genutzt werden dirfen.

Allgemeine Informationen zur Gesellschaft

Fur welche Art von Beschaftigungs- und Qualifizierungsgesellschaft arbeiten Sie?

Kommunale Beschaftigungsgesellschaft

Beschaftigungsgesellschaft eines Wohlfahrtsverbands oder mehrerer Wohlfahrisverbande
Beschaftigungsgesellschaft von lokalen und unabhangigen Initiativen

Sozialer Betrieb und/oder soziale Genossenschaft

Eeschaftigungsgesellschaft mit Tragerschaft von Kommune und Wohlfahrtsverband

Andere, bitte spezifizieren
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Welche Rechtsform hat die Gesellschaft?

GmbH
el

AG
gGmbH
e.G.

andere:

In welchem Jahr wurde die Gesellschaft gegriindet?

In welchem Bundesiand hat die Gesellschaft ihren Sitz?

Baden-Wirttemberg
Bayemn

Berlin

Brandenburg
Bremen

Hamburg

Hessen
iecklenburg-Vorpommermn
Niedersachsen
Mordrhein Westfalen
Rheinland-Pfalz
Saarland

Sachsen
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Sachsen-Anhalt
Schleswig-Holstein

Thiringen

Wie viele Jahre sind Sie schon fiir die Gesellschaft tatig?

Wie viele Teillnehmer sind derzeit ber die Arbeftsintegrationsprogramme ihrer
Gesellschaft eingestellt?

Wie viele Arbeitskréfte beschaftiot die Gesellschaft derzeit?

0 10 20 30 40 50 &0 V0O BO 90 100

Mitarbeiter/innen auf
Vollzeit

Mitarbeiter/innen auf
Teilzeit

Ehrenamtliche
Mitarbeiter/innen
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Im folgenden Abschnitt werden Ihnen Fragen zur
Organisationskultur lhrer Gesellschaft gestellt. Bei lhren

Antworten sollten Sie auf die langfristig gefestigten Werte lhrer

Gesellschaft eingehen und nicht auf das dynamische
Arbeitsklima. Bitte bleiben Sie dabei so objektiv wie moglich.

Sroanisationskul

Bitte wahlen Sie bei jeder Aullerung zwischen (1) trifft tberhaupt nicht zu und (10)
trifft voll und ganz zu die passende Antwortmaglichkeit aus.

Die Gesellschaft ...

... besitzt einen sehr personlichen Charakier.
Sie ist wie eine grofte Familie. Die
Mitarbeiter/innen scheinen viel miteinander
zu teilen.

_.. ist sehr dynamisch und unternehmerisch.
Die Mitarbeiter/innen sind bereit etwas zu
wagen.

... Ist sehr ergebnisorientiert. Die
Mitarbeiter/innen sind sehr ehrgeizig und auf
Leistung aus.

... It geordnet und gut strukturiert. In der
Regel bestimmen formale Prozeduren die
Handlungen der Mitarbeiter/innen.

trifft iberhaupt nicht
zu trifft voll tnd ganz zu

1T 2 3 4 &' 6 7 B 8 70

O000O0O00CO0O0

O0O0OO0OO0O0O0O00O0

Q000 CO000Q00

C0O0OCOHOO00

Die Gesellschaft wird zusammengehalten durch...

trifft Gberhaupt nicht
Zu trifft voll und ganz zu
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... Loyalitdt und gegenseitiges Vertrauen.
Zugehdrigkeit ist sehr wichtig.

... Freude an Innovation und Entwicklung. Der
Zeit voraus zu sein ist sehr wichtig.

... Leistungsbereitschaft und Erfolg. Das
Gewinnen — Wollen ist sehr wichtig.

... transparente Regeln und verl3ssliche
Ordnung. Sicherheit ist sehr wichtig.

ORGANIZATIONAL CULTURE OF WORK INTEGRATION SOCIAL ENTERPRISES

1T 2 3 4 & 6 7 8 9 10

CO0Q00QO0Q00 0
Q00000000 0
000000000
0000 QO0O0O R0

In der Gesellschaft ist der Umgang zwischen den Mitarbeitern/Mitarbeiterinnen

gekennzeichnet durch..

... Teamwork, Konsens und Mitbestimmunag.

... personliche Freiheiten und
Kreativitatsforderung.

... hohe Anspriiche und Konkurrenzdenken.

... Erhalt der Arbeitsplatze, Vorhersagbarkeit
und Stabilitadt in den Beziehungen,

Die Gesellschaft definiert Erfolg Gber...

... die Entwicklung menschlicher Ressourcen

und den Zusammenhalt der Mitarbeiter/innen.

... Binzigartige oder neue Produkie und dem
Streben danach, Produktfiihrer und Innovator

trifft Uberhaupt nicht
zu trifft voll und ganz zu

1T 2 3 4 &5 6 7 8 0 10

00 000O0Q00 0
QQOQCOO000 0
CO000OOQO0B0 0
Q00000000

trifft Uberhaupt nicht
zu trifft voll und ganz zu

T 2 3 4 5 6 7 8 9 10

O00R000G0O0 Q0

0000000000
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ZU s8in.

... Marktgewinne und dariiber, die Konkurrenz
hinter sich zu lassen.

... Rationalisierung der Ablaufe. Wichtig sind
koordinierte Planung, reibungslose Prozesse
und zuverldssige Leistungserbringung.

0000000000

aRofoliegcReRelalsRe

Der nachste Abschnitt bezieht sich auf

die allgemeine Arbeitszufriedenheit. Bitte haben Sie hier nicht nur
lhre eigene Zufriedenheit im Blick, sondern auch die
wahrgenommene Zufriedenheit lhrer Arbeitskollegen.

Mitarbeiter/innen fiihlen sich sehr wohl mit
ihrem Arbeitsplatz.

Mitarbeiter/innen schatzen ihre Kollegen sehr.

Die aufgetragenen Aufgaben erledigen die
Mitarbeiter/innen stets mit grolier
Zufriedenheit.

Mitarbeiter/innen fuhlen sich mit der
Einrichtung, den Arbeitszeiten und dem
Arbeitspensum wohl.

Mit den zur Verfiigung stehenden Mitteln und
Hilfen {Arbeitsgerite, Informationsguellen,
Betreuung usw.) sind die Mitarbeiter/innen
vollkommen zufrieden.

trifft iiberhaupt nicht
zu trifft voll und ganz zu

T2 3 4 5 & F ¥ 9 71D

DO0O0O000000O0
0O000QQ0 0000

QOO0O000O00O0OQ0 0

s eliclie o geReleleRe

QOO0 QOO0 A

Im letzten Abschnitt werden lhnen nun Fragen zur
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Innovationskraft, der finanziellen Leistungsfahigkeit und der
allgemeinen Unternehmensleistung gestelit.

Wahrgenommene Innovationskraft der Gesellschaft

Die Gesellschaft probiert regelmalig neue
Ideen aus.

Die Gesellschaft versucht stets, die
Arbeitsprozesse zu optimieren.

Kreative Ansdtze bei Arbeitsverfahren werden
in der Gesellschaft sehr geschatzt.

Im Vertreiben von neuen Produkten und
Dienstleistungen ist die Gesellschaft haufig
Yorrefter.

Die Einfilhrung von Produkten und
Dienstleistungen hat in den letzten finf
Jahren deutlich zugenommen.

trifft dberhaupt nicht
zu trifft voll und ganz zu

1T 2 3 4 & & 7 8B 9 10

OCO0O0OO0O0OO0O000O0
00000000
QOLOOQROO0 0

O0DO0O00CBOOO0

QB O00O0C00C

Wahrgenommene finanzielle Leistungsfahigkeit

Die Gesellschaft genielt aulerordentliche
staatliche Unterstiitzung.

Die Gesellschaft ist finanziell abgesichert und
stabil.

trifft tberhaupt nicht
zu trifft voll und ganz zu

T 2 3 4 5 b6 7 B O 10

QRO0O00O0000
0000000000
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Die Gesellschaft ist sehr effizient im OG0B0

Fundraising.
Die angebotenan Produkte und/oder

Dienstleistungen tragen mafgeblich zur GO0 D080 a0

finanziellen Absicherung bei.

Wahrgenommene Unternehmensleistung

Wie erfolgreich hat die Gesellschaft die folgenden Ziele im letzten Jahr erreicht?

trifft Uberhaupt nicht
zu trifft voll und ganz zu

T 2 3 4 &5 6 7 8 9 10

Die Anzahl von

Arbeitsintegrationsprogrammen und G006 6 08

angebotenen Dienstleistungen istim
Vergleich zum Vaorjahr gestiegen.

Die Qualitat der
Arbeitsintegrationsprogramme und Q000D E 0 H O

Dienstleistungen hat sich verbessert.

Kunden sind im Allgemeinen zufrieden mit 000 O OO0 0 0 O

den angebotenen Dienstleistungen.

Die Gesellschaft war rundherum sehr OO DOOODO0D O O

erfolgreich im Erreichen der gesteckien Ziele.

Ich bedanke mich fiir lhre Teilnahme an dieser Umfrage. Falls
Sie Anregungen oder Fragen zur Umfrage oder dem Thema
meiner Masterarbeit haben, konnen Sie sich gerne unter
folgender E-Mail-Adresse bei mir melden:

400848rk@student.eur.nl

Flatz fir Feedback, Kommentare und Anmerkungen:
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APPENDIX 4

English translation of the survey

ORGANIZATIONAL CULTURE OF WORK INTEGRATION SOCIAL ENTERPRISES

ENGLISH

GERMAN

The results of this questionnaire will be used by
Roman Kofmann as part of his master thesis for
the International Public Management and
Policy programme of the Erasmus University
Rotterdam. The aim of the thesis is to explore
the organizational culture of work integration
social enterprises in Germany and to test
whether certain organizational culture traits
are connected to criteria of organizational
effectiveness. Therefore, the questionnaire
shall only be filled out by CEOs themselves or
high-ranked managerial staff of work
integration social enterprises. When
completing this questionnaire you are giving
your consent that the results can be used for
the master thesis. The participation is
anonymous and you can quit the questionnaire
at any time. The survey is confidential and the
results are for scientific purpose only. Thank
you for your participation!

Die Ergebnisse dieser Umfrage werden von
Roman Kofmann im Rahmen von seiner
Masterarbeit flir den Studiengang “International
Public Management and Policy” an der Erasmus
Universitat Rotterdam genutzt. Ziel der
Masterarbeit besteht darin zum einen die
Erforschung der Organisationskultur von
Beschaftigungs- und
Qualifizierungsgesellschaften und zum anderen
die empirische Auswirkung dieser
Organisationskultur auf die organisationelle
Leistungsfahigkeit zu ergriinden. Zu diesem
Zweck werden Mitarbeiter/innen in
FUhrungsposition von Beschaftigungs- und
Qualifiizierungsgesellschaften befragt.Die
Teilnahme ist selbstverstandlich anonym und die
Umfrage kann jederzeit abgebrochen werden.
Die Umfrage ist streng vertraulich und wird nur
far wissenschaftiche Zwecke genutzt. Mit der
Beendigung dieser Umfrage willigen Sie ein, dass
die Ergebnisse fir die Masterarbeit genutzt
werden durfen.

General Information; Orga

nizational demographics

For what kind of work integration social
enterprise are you working for?

Kommunale Beschaftigungsgesellschaft
Beschaftigungsgesellschaft einer oder
mehrer Wohlfahrtsverbdnde
Beschaftigungsgesellschaft von lokalen
und unabhangigen Initiativen

Sozialer Betrieb und soziale

Fir welche Art von Beschaftigungs- und
Qualifizierungsgesellschaften arbeiten Sie?
Kommunale Beschaftigungsgesellschaft
Beschaftigungsgesellschaft einer oder
mehrer Wohlfahrtsverbdnde
Beschaftigungsgesellschaft von lokalen
und unabhangigen Initiativen

Sozialer Betrieb und/oder soziale

Genossenschaft Genossenschaft
What legal status does your organization have? Welche Rechtsform hat die Gesellschaft?
- GmbH - GmbH
- eV - eV
- AG - AG
- gGmbH - gGmbH
- eG. - eG.
When was the organization established? In welchem Jahr wurde die Gesellschaft
- Year gegriindet?
- JAHR

In which Bundesland is the organization seated?
Baden-Wirttemberg

In welchem Bundesland hat die Gesellschaft
ihren Sitz?
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- Bavaria

- Berlin

- Brandenburg

- Bremen

- Hamburg

- Hess

- Mecklenburg-Vorpommern
- Lower Saxony

- North Rhine-Westphalia
- Rhineland-Palatinate

- Saarland

- Saxony

- Saxony-Anhalt

- Schleswig-Holstein

- Thuringia

Baden-Wirttemberg
Bayern

Berlin

Brandenburg
Bremen

Hamburg

Hessen
Mecklenburg-Vorpommern
Niedersachsen
Nordrhein Westfalen
Rheinland-Pfalz
Saarland

Sachsen
Sachsen-Anhalt
Schleswig-Holstein
Thiringen

For how long are working for this organization?
- Number of years

Flr wieviele Jahre sind Sie schon tatig fiir die
Gesellschaft?
- Anzahl der Jahre

How many beneficiaries of the work integration
programme of your organization are currently
employed?

- Number

Wieviele Teilnehmer sind derzeit iber die
Arbeitsintegrationsprogramme ihrer Gesellschaft
eingestellt?

- Anzahl

How many regular employees are currently
employed by your organization?

- Number of full-time employees

- Number of part-time employees

Wieviele reguldre Arbeitskrafte beschaftigt die
Gesellschaft derzeit?

- Vollzeit: Anzahl

- Teilzeit: Anzahl

Organizational Culture
Organizational Culture Assessment Instrument (OCAI)

The following part is going to ask you about the
organizational culture of the organization you
are working for. Your answer should indicate
how your organization is operating over the
long-run. Try to be as objective as possible.

Im folgenden Abschnitt werden Ihnen Fragen
zur Organisationskultur lhrer Gesellschaft
gestellt. Bei lhren Antworten sollten Sie auf die
langfristigen gefestigten Werte und Normen
lhrer Gesellschaft eingehen und nicht auf das
dynamische Arbeitsklima. Bitte bleiben Sie
dabei so objektiv wie moglich.

Dominant Characteristics

The organization is a very personal place. It is
like an extended family. People seem to share a
lot of themselves.

Die Gesellschaft spiegelt eine sehr personliche
Atmosphare wider. Sie gleicht einer erweiterten
Familie. Mitarbeiter/innen teilen ihr Privatleben
auch miteinander.

The organization is a dynamic and
entrepreneurial place. People are willing to stick
their necks out and take risks.

Die Gesellschaft spiegelt eine dynamische und
unternehmerische Atmosphare wider.
Mitarbeiter/innen engagieren sich maRgeblich
und sind bereit Risiken einzugehen.

The organization is very results oriented. A
major concern is with getting the job done.

Die Gesellschaft ist sehr ergebnisorientiert.
GroRtes Anliegen ist es die Auftrage schnell
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People are very competitive and achievement
oriented.

abzuschlieBen. Mitarbeiter/innen arbeiten sehr
konkurrenzbetont und leistungsorientiert.

The organization is a very controlled and
structured place. Formal procedures generally
govern what people do.

Die Gesellschaft spiegelt eine sehr kontrollierte
und gutstrukturierte Atmosphare wider.
Mitarbeiter/innen arbeiten strikt nach
vorgegebenen formlichen
Verwaltungsverfahren.

Organizational Leadership

The leadership in the organization is generally
considered to exemplify mentoring, facilitating,
or nurturing.

Der Fuhrungsstil in der Gesellschaft lasst sich im
Allgemeinen durch folgende Adjektive
beschreiben:

- betreuend, unterstitzend und pflegend

The leadership in the organization is generally
considered to exemplify entrepreneurship,
innovation, or risk taking.

- Unternehmerisch, innovativ und
risikobereit

The leadership in the organization is generally
considered to exemplify a no-nonsense,
aggressive, results-oriented focus.

- Zieloriertiert, aggressiv und
leistungsorientiert

The leadership in the organization is generally

- Koordiniert, organisiert und stetig

considered to exemplify coordinating, effizient
organizing, or smooth-running efficiency.
Management of Employees

The management style in the organization is
characterized by teamwork, consensus, and
participation.

Das Management der Gesellschaft zeichnet sich
durch folgende Merkmale aus:
- Teamwork, Einigkeit und Teilnahme

The management style in the organization is
characterized by individual risk taking,
innovation, freedom, and uniqueness.

- Inidividuelle Risikobereitschaft,
Innovation, Freiheit und Einzigartigkeit

The management style in the organization is
characterized by hard-driving competitiveness,
high demands, and achievement.

- Konkurrenzfahigkeit,
Nachfrageorientierung und Leistung

The management style in the organization is
characterized by security of employment,
conformity, predictability, and stability in
relationships.

- Jobsicherheit, Konformitat,
Berechenbarkeit und stabile
Arbeitsbeziehungen

Organizat

jonal Glue

The glue that holds the organization together is
loyalty and mutual trust. Commitment to this
organization runs high.

Der Zusammenhalt der Gesellschaft wird durch
folgende Merkmale gestarkt:
- Loyalitat, Vertrauensverhaltnis und
Engagement

The glue that holds the organization together is
commitment to innovation and development.
There is an emphasis on being on the cutting
edge.

- Innovation, Entwickung und
Vorreiterrolle

The glue that holds the organization together is
the emphasis on achievement and goal

- Leistungs- und Zielorientierung

accomplishment.
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The glue that holds the organization together is
formal rules and policies. Maintaining a smooth
running organization is important.

- Formliche Regeln und Richtlinien zum
problemlosen Arbeiten

Strategic

Emphasis

The organization emphasizes human
development. High trust, openness, and
participation persist.

In der Gesellschaft werden folgende strategische
Merkmale hoch geschatzt:

- Ausbau des beruflichen Werdegangs
eines jeden Mitarbeiters/ einer jeden
Mitarbeiterin, hohes Mal an Vertrauen,
Offenheit und Teilnahme

The organization emphasizes acquiring new
resources and creating new challenges. Trying
new things and prospecting for opportunities are
valued.

- Beschaffung neuer Ressourcen, sich
groBen Herausforderungen stellen und
Gelegenheiten ausnutzen

The organization emphasizes competitive
actions and achievement. Hitting stretch targets
and winning in the marketplace are dominant.

- Konkurrenzfiahiges Verhalten, starke
individuelle Leistung und
Marktdominanz

The organization emphasizes permanence and
stability. Efficiency, control, and smooth
operations are important.

- Bestandigkeit, Stabilitat, Effizienz,
Kontrolle und storfreier Betrieb

Criteria of Success

The organization defines success on the basis of
the development of human resources,
teamwork, employee commitment, and concern
for people.

Die Gesellschaft definiert Erfolg anhand
folgender Merkmale:
- Beruflicher Werdegang der
Mitarbeiter/innen, Teamgeist, Bindung
an das Unternehmen und ...

The organization defines success on the basis of
having unique or the newest products. It is a
product leader and innovator.

- Einzigartige, innovative und neue
Produkte/Dienstleistungen,
Vorreiterrolle in Produkt- und
Dienstleistungsentwicklung

The organization defines success on the basis of
winning in the marketplace and outpacing the
competition. Competitive market leadership is
key.

- Marktdominanz, Schwachung und/oder
Ausschaltung der Konkurrenz und
marktbestimmte Flihrung

The organization defines success on the basis of
efficiency. Dependable delivery, smooth
scheduling, and low-cost production are critical.

- Effizienz, zuverlassige Auslieferung von
Produkten und/oder Dienstleistungen,
Zeitplanung und preiswerte Herstellung
und/oder Dienstleistungen

Perceived General Job Satisfaction

How do you think employees feel about their
job?

Wie denken Sie fiihlen sich die
Mitarbeiter/innen mit ihrer Arbeit?

How do you think the employees feel about their
co-workers?

Denken Sie, dass sich die Mitarbeiter/innen
untereinander gut verstehen?

How do you think the employees feel about the
tasks they work on?

Wie denken Sie fiihlen sich die
Mitarbeiter/innen in der Verrichtung der lhnen
aufgetragenen Aufgaben?

How do you and your colleagues feel about the

Glauben Sie, dass die Mitarbeit/innen sich mit
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physical surroundings, the hours, and the
amount of work you are asked to do?

der Einrichtung, den Arbeitsstunden und dem
Arbeitspensum wohl fiihlen?

To what extent are employees satisfied with
what they have available to get their job done
like equipment, information, supervision, and so
on?

Im welchem MaRe sind die Mitarbeiter/innen
mit den lhnen zur Verfiigung stehenden Mitteln
wie Arbeitsgeraten, Informationen, Betreuung
und so weiter zufrieden?

Perceived Organizat

ional Innovativeness

The organization | am working for frequently
tries out new ideas.

Die Gesellschaft probiert regelmaRig neue ldeen
aus.

The organization | am working for seeks out new
ways to do things.

Die Gesellschaft versucht stets die
Arbeitsprozesse zu optimieren.

The organization | am working for is creative in
its methods of operation.

Die Gesellschaft ist kreativ in ihren
Arbeitsprozessen.

Kreative Ansatze bei Arbeitsverfahren werden in
der Gesellschaft sehr geschatzt.

The organization | am working for is often the
first to market with new products and services.

Im Vertreiben von neuen Produkten und
Dienstleistungen ist die Gesellschaft haufig
Vorreiter.

The product and/or service introduction of the
organization | am working for has increased over
the last five years.

Die Einflihrung von Produkten und
Dienstleistungen hat in den letzten finf Jahren
deutlich zugenommen.

Perceived Financial Performance

The organization | am working for is very
efficient in fundraising.

Die Gesellschaft ist sehr effizient im Fundraising.

The organization | am working for receives
strong public support.

Die Gesellschaft genieBt auBerordentliche
staatliche Unterstitzung.

The organization | am working for is financially
stable.

Die Gesellschaft ist finanziell abgesichert und
stabil.

Perceived Organiza

tional Performance

How successful, during the last year, was your
organization to meet these goals?

Wie erfolgreich war die Gesellschaft lhrer
Meinung nach im letzten Jahr im Erreichen der
folgenden Ziele:

1. The majority of clients served Durch die Dienstleistungen der Gesellschaft
experienced marked improvements as a traf bei der Mehrheit von Klienten klare
result of services provided. Verbesserungen zum Vorschein.

2. The number of programs and services Die Anzahl von
offered has increased during the last Arbeitsintegrationsprogrammen und
year. angebotener Dienstleistungen ist im

Vergleich zum Vorjahr gestiegen.

3. The quality of services offered has Die Qualitat der

improved. Arbeitsintegraitonsprogrammen und
Dienstleistungen hat sich verbessert.

4. Generally, clients are satisfied with the Kunden sind im Allgemeinen zufrieden mit
services provided. den angebotenen Dienstleistungen.

5. Overall, how successful has the Rundherum, wie erfolgreich war die

organization been in meeting its goals or
objectives?

Gesellschaft im Erreichen der gesteckten
Ziele?
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