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Talking Points on the Competing Values Framework

I’ve culled some important talking points from two books, plus some documents located on the internet that tell stories of how the CVF has been used.  In creating this map, I have of course, generalized, distorted, and deleted much information.  Such is the case with all maps.

1. Every work environment has a work culture that can be described by the Competing Values Framework.

2. If you took a snapshot of the culture, there tends to be a dominant culture, and a secondary culture.

3. New businesses tend to start out in the Create Quadrant, then move to the Collaborate Quadrant, and then to the Control Quadrant, and then finally to the Market Quadrant.

4. Established businesses tend to have established cultures.  A business will have more-or-less established itself in each of the four quadrants.  A business might have a defined profile.  For example, Walmart is high in the Control and Compete Quadrant.  Apple is high in the Create Quadrant.

5. Leaders and Managers tend to have strengths in one Quadrant, or two.  The most agile of Executives can take multiple perspectives.

6. Part of a business strategy might be to strengthen the culture in one Quadrant.  Many entrepreneurial businesses struggle with the Control Quadrant and don’t hit their stride until they get their controls in line.

7. The “Competing” part of the CVF draws attention to the fact that Quadrants that are on the diagonal are challenged by the other pole.  Control is challenged by Create.  Collaboration is challenged by Compete.

8. These “Competing Values” can be managed through Polarity Management.

9. Part of a business strategy might be to reduce commitment to one Quadrant while strengthening another.

10. There is substantial data to suggest that improvement programs aren’t effective unless they also change the culture appropriately.  A Create culture will resist the controls of TQM, for example.  Re-engineering damages the Collaborative side of the culture and thus, can undermine the effectiveness of the cost savings.  Change efforts must take all Four Quadrants of the CVF into consideration.

11. Mergers and acquisitions fail most frequently because of a misalignment between cultures at a macro, and micro level.    If, for example, two firms are to merge but the operations department in one is more Collaborative than in the other, less Control oriented than the other, and equally committed in the Create and Compete Quadrants, the lack of congruence will cause people anxiety.  The anxiety will manifest in behavioral challenges.  Congruence on the macro and micro levels is critical to success.

12. Decision making occurs around values.  Where a business is committed in the CVF will determine its decision making preference and where resources will be allocated.

13. Certain industries are driven by one or more Quadrant.  Differentiating your business among the competition is the challenge.

14. Leaders who cannot add value in the Quadrant that has the most strategic value, can be a drain on execution.

15. One responsibility that a leader has is to inform and educate those around him or her that naturally embrace alternate cultures.  For example, if the business is heading into a six month long focus on Competing, the R&D department needs to be encourage to appreciate this strategic effort.  Same with accounting and finance.

16. There are tools that can measure where a business is in each quadrant.  Dialogue among leadership can create consensus around that which the tools reveal.  Strategies can then be built to secure, or modify the culture.

17. Culture change work must be embraced by the leadership of the business.

18. To the extent that leadership embraces the use of the CVF, and engages in training one and all in its language and usage, outside consultants can be minimized.  

19. The best culture work seems to happen when the most people, top to bottom, learn to think and talk about the CVF and its relevance strategiically.

20. The authors have developed, tested, and applied their OCAI, Organizational Culture Analysis Instrument.  The OCAI, scoring tools, and reporting instruments are open sourced in the second book, noted below.

21. In Ken Wilber’s integral theory, his Theory of Everything, the CVF classifies types of cultures .  CVF does not include stages.  A model such as is found in Tribal Leadership does identify stages.

Competing Values Leadership: Creating Value in Organizations (New Horizons in Management) by Kim S. Cameron, Robert E. Quinn, Jeff DeGraff and Anjan V. Thakor. (2007)
1. This is about value creation.  How does a business create value?  Different cultures create different values.  To the extent that there is alignment between the culture of a business and its value proposition to its customers, the business will be more successful.  And, to the extent that there is congruence within the business around its value proposition, the more effective will be the business in fulfilling its value proposition.

2. Research has documented that value creation and financial performance can be predicted by using the Competing Values Framework.  Chapter 6 is dedicated to this topic.

3. The most effective managers have at least average competency on leadership skills in all four quadrants. 113

4. The move effective leaders have highly develop skills in the quadrants that are congruent with their organization’s dominant culture, or in complimentary cultures with highly collaborative relationships with those who lead in the opposite poles.113

5. Both underdeveloped skill levels as well as an overemphasis on particular skills inhibit leadership effectiveness. 114

6. Leadership competency in each quadrant has a positive association with organizational performance. 114

7. It has been well documented in academic research that the majority of company acquisitions do not succeed… that M&A does not create wealth for the acquiring firm.  Two primary reasons have been cited for the failure of most mergers: (1) the price paid by the acquiring firm was too high, and (2) the cultures of the two firms are not compatible and cannot be fused. 125f

8. When the outcomes being pursued are aligned with leaership capabilities, change strategies, organizational culture, and personal orientations, organizations tend toward high performance and positive deviance.  High performance is a product of the alignment among these various strategies , competencies, and attributes (Whetten and Cameron, 2005) 132

Diagnosing and Changing Organizational Culture – based on the Competing Values Framework. Third Edition. Kim S. Cameron and Robert E. Quinn.  (Jossey-Bass. 2011)  Here are some select quotes:

1. This framework is probably the most frequently applied framework in the world for assessing culture, and it has proved to be very useful to a variety of companies in clarify the culture change process as well as instigating significant managerial leadership improvement. X.

2. Instead, our intent in this book is both more modest and, we believe, potentially more helpful.  The book provides a framework, a sense-making tool, a set of systematic steps, and a methodology for helping managers and their organizations adapt to the demands of the environment.  It focuses less on the right answers than it does on the methods and mechanisms available to help managers change the most fundamental elements of their organizations.  It provides a way for managers almost anywhere in the hierarchy of an organization to guide the change process at the most basic level – the cultural level.  It provides a systematic strategy for internal or external change agents to facilitate fundamental change that can then support and supplement other kinds of change initiatives. 2

3. The key ingredient in each case is something less tangible, less blatant, but more powerful than the market factors listed earlier.  The major distinguishing feature in these companies – their most important competitive advantage, the most powerful factor they all highlight as a key ingredient in their success – is their organizational culture. 5

4. Simply stated, successful companies have developed something special that supersedes corporate strategy, market presence, and technological advantages.  Although strategy, market presence, and technology are clearly important, highly successful firms have capitalized on the power that resides in developing and managing a unique corporate culture.  This power abides in the ability of a strong, unique culture to reduce collective uncertainties (that is, facilitate a common interpretation system for members), create social order (make clear to members what is expected), crate continuity (perpetuate key values and norms across generations of members), create collective identity and commitment (blind members together), and elucidate a vision of the future (energize forward movement) (see Trice and Beyer, 1993) 6

5. Moreover, we explain later in the book that culture change, at its root, is intimately tied to individual change.  Unless managers are willing to commit to personal change, the organization’s culture will remain recalcitrant. 7

6. Since culture is such a crucial factor in the long-term effectiveness of organizations, it is imperative that the individuals charged with studying or managing organizational culture be able to measure key dimensions of culture, develop a strategy for changing it, and begin an implementation process.  This book helps accomplish those aims. 7f

7. Unfortunately, people are unaware of their culture until it is challenged, until they experience a new culture, or until it is made overt and explicitly through, for example, a framework or model.  This is why culture was ignored for so long by managers and scholars. It is undetectable most of the time. 19

8. Our approach to diagnosing and changing organizational culture offers six advantages:

a. It is practical.  It captures key dimensions of culture that have been found to make a difference in organizations’ success.

b. It is efficient.  The process of diagnosing and creating a strategy for change can be accomplished in a reasonable amount of time.

c. It s involving.  The steps in the process can include every member of the organization, but they especially involve all who have a responsibility to establish direction, reinforce values, and guide fundamental change.

d. It is both quantitative and qualitative.  The process relies on quantitative measurement of key cultural dimensions as well as qualitative methods including stories, incidents, and symbols that represent the immeasurable ambience of the organization.

e. It is manageable.  The process of diagnosis and change can be undertaken and implemented by a team within the organization – usually the management team.  Outside diagnosticians, culture experts, or change consultants are not required for successful implementation.

f. It is valid.  The framework on which the process is built not only makes sense to people as they consider their own organization but is also supported by an extensive empirical literature and underlying dimensions that have a verified scholarly foundation. 24

9. Our four clusters of criteria, in other words, define the core values on which judgments about organizations are made.  What is notable about these four core values is that they represent opposite or competing assumptions. 40

10. We have explained in some detail the development of the Competing Values Framework and its applicability to various aspects of organizations.  Our intent is to illustrate how comprehensive the framework can be in organizing and highlighting the congruence of various aspects of managerial and organizational behavior.  Our own research indicates that matches between the dominant culture of the organization and its leadership styles, management roles, human resource management, quality management, and effectiveness criteria contribute to higher levels performance than mismatches do. Mismatches, of course, may create enough discomfort in the system to motivate changes, so they may serve a useful purpose for short periods of time.  For the most part, however, the congruence of these various elements in organizations is a prerequisite to high performance, and the framework we have introduced here is useful as a guide for enhancing organizational effectiveness as well as for facilitating culture change. 70f

11. The main purpose of developing a culture profile for your organization is to help you identify what kind of culture change is most appropriate, if any, and in what ways culture can most profitably be modified.  There is nothing magical about a culture profile, and its primary use is preparation for implementing a culture change process.  Since it is difficult to identify or to describe an organization’s culture (not to mention trying to engage in culture change), having a comprehensible picture of a culture makes it easier to systematically implement change in a consistent, coherent, and consensual way.  Having drawn a picture of your overall culture profile as well as the profiles of each of the six cultures attributes, you can now interpret these profiles from several different perspectives.  At least six comparison standards are available: 

a. (1) the type of culture that dominates your organization, 

b. (2) discrepancies between your current and your preferred future culture, 

c. (3) the strength of the culture type that dominates your organization,

d. (4) the congruence of the culture profiles generated on different attributes and by different individuals in your organization, 

e. (5) a comparison of your organization’s culture profile with the average culture profiles of almost one thousand organizations as rated by approximately fourteen thousand of their managers, and 

f. (6) trends we have noticed in more than two decades of work with this culture instrument. 80f

12. Our own and others’ research has found that congruent cultures, although not a prerequisite for success, are more typical of high-performing organizations than incongruent cultures are. 85

13. The nine steps for initiating organizational culture change are as follows:

a. Reach consensus regarding the current organizational culture.

b. Reach consensus on the preferred future organizational culture.

c. Determine what the changes will and will not mean.

d. Identify stories illustrating the desired future culture.

e. Identify a strategic action agenda.

f. Identify immediate small wins.

g. Identify leadership implications.

h. Identify metrics, measures, and milestones to maintain accountability.

i. Identify a communication strategy. 102

14. Clan Skills

a. Managing teams – facilitating effective, cohesive, smooth-functioing, high-performance teamwork.

b. Managing interpersonal relationships – facilitating effective interpersonal relationships, including supportive feedback, listening, and resolution of interpersonal problems.

c. Managing the development of others – helping individuals improve their performance, expand their competencies, and obtain personal development opportunities. 138f

15. Adhocracy Skills

a. Managing innovation – encouraging individuals to innovate, expand alternatives, become more creative, and facilitate new idea generation.

b. Managing the future – communicating a clear vision of the future and facilitating its accomplishment.

c. Managing continuous improvement – fostering an orientation toward continuous improvement, flexibility, and productive change among individuals in their work life. 139f

16. Marketing Skills

a. Managing competitiveness – fostering competitive capabilities and an aggressive orientation toward exceeding competitors’ performance.

b. Energizing employees – motivating and inspiring individuals to be proactive, put forth extra effort, and work vigorously.

c. Managing customer service – fostering an orientation toward serving customers, involving them, and exceeding their expectations. 140

17. Heirarchy Skills

a. Managing acculturation – helping individuals become clear about what is expected of them, what the culture and standards of the organization are, and how they can best fit into the work setting.

b. Managing the control system – ensuring that procedures, measurements, and monitoring systems are in place to keep processes and performance under control.

c. Managing coordination – fostering coordination within the organization as well as with external units and managers and sharing information across boundaries. 140

18. Chapter 7 – a condensed formula for organizational culture change

a. 19 steps from diagnosis to interpretation to implementation.

b. Plan on a multiyear effort, and plan on returning to these steps more than once in the process.

19. Appendix A – six content dimensions serve as the basis for the OCAI:

a. The dominant characteristics of the organization, or what the overall organization is like

b. The leadership style and approach that permeate the organization

c. The management and employees or the style that characterizes how employees are treated and what the working environment is like

d. The organizational glue or bonding mechanisms that hold the organization together

e. The strategic emphases that define what areas of emphasis drive the organization’s strategy

f. The criteria of success that determine how victory is defined and what gets rewarded and celebrated. 173
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