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Adapted from Cooke, R. A. and Rousseau, D. M., "Behavioral norms and expectations:
A quantitative approach to the assessment of organizational culture," Group & Organi-
zation Studies, Vol. 13, No. 3, September 1988, 245-273 (Appendix 1 of this guide)
and Rousseau, D. M., "The construction of climate in organization research."  In C. L.
Cooper and I. Robertson (eds.) International Review of Industrial and Organizational
Psychology, Vol. 3., 1988, 139-158.  New York:  Wiley.  These papers provide refer-
ences for the defintions in the Tables.

Organizational “culture” emerged so quickly as a hope topic in
training, development and consulting that it seemed to be just the
latest fad in these circles.  Not so.  Continuing organizational
research on culture, coupled with the development of instruments
to measure it, has provided convincing evidence that the concept
offers significant insights into the functioning of organizations.
Consultants, trainers, and their clients are likely to continue em-
phasizing culture as a tool for organizational analysis and devel-
opment.

Questions remain, however, about organizational culture and its
meaning.  Among the most important is “Exactly what is organi-
zational culture and how does it differ from climate?”  The idea
that organizations have a “climate” has been around for many
years and has served as the foundation for numerous organiza-
tional change and development efforts.  Isn’t the work based on
culture just a variation of the climate theme?  Basically, no.  While
culture and climate share some common elements, they are
distinct concepts and should be treated as such.

Organizational
Culture:  Not
Just Another

Name for
Climate
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Organizational culture can be generally viewed as “the ways of
thinking, behaving, and believing that members of a social unit
have in common.”  In attempting to measure and apply the con-
cept, it is useful to think of culture in terms of the shared values
and beliefs that guide the way organizational members behave
toward each others and approach their work.  As shown in Table
1, appendix 2-4, this description is representative of the many
definitions of culture that have appeared in literature.  While
specific definitions differ, they all tend to emphasize certain
things:  (1) Culture is something shared by members of an or-
ganization; (2) values (what is important), and beliefs (how things
work), are central components of culture; and (3) culture encom-
passes norms and expectations that influence the way members
of organizations think and behave.

In contrast, organizational climate is individual descriptions of the
social setting of which the individual is a part; for example, per-
ceptions of structures and other organizational characteristics.
Climate reflects the way the organization feels toward the people
inside it.  Like culture, climate has been defined in many ways
(Table 2, appendix 2-5).  Taken together, these definitions sug-
gest that climate is, in a sense, generic individual perceptions of
a setting.  The content of these perceptions has varied widely
across assessments to include, for example, communication
between superiors and subordinates, leadership style, interac-
tions with co-workers, decision-making processes, and organiza-
tional effectiveness.

When climate and culture are measured through surveys, organi-
zational members respond in terms of their beliefs.  Climate
surveys taps individuals’ descriptive beliefs about what has or
does occur within the organization (e.g., how bosses supervise
or how peers interact).  Culture surveys tap their causal and
normative beliefs which specify how people attain desired out-
comes and how they should behave to fit in the organization.
More generally, climate reflects perceptions of organizational
characteristics and how it feels to be a member, while culture
reflects beliefs regarding how one should behave given what is
valued by the organization.

Therefore, inventories designed to measure culture focus on
norms or values and are distinct from climate surveys.  For exam-
ple, Marshall Sashkin’s Organizational Belief Questionnaire
measures the extent to which members believe things like risk-
taking, paying attention to detail, and other factors potentially
related to effectiveness are valued to their organization.  Killman
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and Saxton’s Culture Gap Survey measures norms (defined as
pressures which one’s work group puts on its members), support-
ing behaviors in the areas of social relationships, personal free-
dom, task support, and task innovation.  Cooke and Lafferty’s
Organizational Culture Inventory measures organizational
norms and expectations for twelve distinct but interrelated think-
ing and behavior styles (e.g., Achievement, Affiliative, Depend-
ent, Competitive) related to managerial performance, individual
well-being, and problem solving effectiveness.

The results obtained from such surveys can indicate that a par-
ticular organization has a relatively strong culture (high consen-
sus among respondents), a weak culture, or no culture at all (no
consensus among respondents).  Results can also show that the
prevailing culture differs substantially from the values and norms
that members believe would contribute to organizational effec-
tiveness.  Such findings can also explain why motivation is low,
why goals are not being met, why members are dissatisfied with
the system and, interestingly, why the climate of the organization
is perceived the way it is by members.  Information of this type is
otherwise unavailable to consultants and their clients and there-
fore provides an important vehicle for organizational change and
development.
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Table 1
Culture Definitions

Becker & Greer (1970) Set of common understandings, expressed in
language.

Kroeber & Kluckhohn Transmitted patterns of values, Ideas, and
(1952) other symbolic systems that shape behavior.

Louis ( 1983) Three aspects:  (1) some content (meaning and
interpretation) (2) peculiar to (3) a group.

Martin & Siehl (1983) Glue that holds together an organization through
shared patterns of meaning.  Three component sys
tems:  context or core values, forms (process of
communication, e.g., jargon), strategies to reinforce
content (e.g., rewards, training programs).

Ouchi (1981) Set of symbols, ceremonies and myths that commu-
nicate the underlying values and beliefs of the organi-
zation to its employees.

Swartz & Jordon (1980) Patterns of beliefs and expectations shared by mem-
bers that produce norms shaping behavior.

Uttal (1983) Shared values ( what is important) and beliefs (how
things work) that interact with an organization's struc-
tures and control system to produce behavioral
norms (the way we do things around here).

Van Maanen & Schein Values, beliefs and expectations that members come
(1979) to share.
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Table 2
Climate Definitions

Campbell, Dunnette, A set of attitudes and expectations describing the
Lawler & Weick (1970) organization's static characteristics, and behavior-

outcome and outcome-outcome contingencies.

Forehand & Gilmer (1964) Characteristics that (1) distinguish one organization
from another, (2) endure over time, and (3) influence
the behavior of people in organizations.  The
personality of the organization.

Friedlander & Margulies Perceived organizational properties intervening
(1969) between organizational characteristics and behavior.

James, Hater, Jent & Bruni Sum of members' perceptions about the organization.
(1978)

James & Jones (1974) Psychologically meaningful cognitive representatition
of the situation; perceptions.

Litwin & Stringer (1978) A psychological process intervening between organiza-
tional characteristics and behavior.

Moos (n.d.) Personality of the work environment.

Payne, Fineman & Wall Consensus of individuals' descriptions of the organiza
(1976) tion.

Schneider (1975) Perceptions of interpretations of meaning which help
individuals make sense of the world and know how to
behave.

Schneider & Hall (1972) Individual perceptions of their organizations affected by
characteristics of the organization and the individual.
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