S sciendo

Exploring the Relationship between Organizational Cultures,
Openness to Experience and Work Engagement

' Damlasu UYUG SENGﬁN*
Izmir University of Economics, Izmir, Turkey
“Corresponding author, damlasu.uyug@std.ive.edu.tr

. Tugba TUGRUL
Izmir University of Economics, Izmir, Turkey
tugba.tugrul@ieu.edu.tr

Abstract. The present study aims to investigate the effects of organizational culture and openness to
experience personality trait on work engagement in a collectivistic country context. A within-subject,
vignette-based experiment was conducted to compare the effects of clan and hierarchy cultures on work
engagement among Turkish employees. Results indicated that hierarchy culture and clan culture both lead
to high work engagement. However, mixed-design ANOVA results revealed that organizational culture type
neither individually nor interacting with openness to experience lead significant differences in work
engagement levels. The coexistence of a clan culture and hierarchy culture in Turkish companies may be
one explanation for these findings. The knowledge of how and under what conditions organizational culture
affects work engagement may be enhanced by future cross- country comparative studies.

Keywords: organizational culture, work engagement, openness to experience, vignette-based experiment,
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Introduction

Work engagement is an important topic in the field of positive psychology and positive
organizations (Csikzcentmihalyi & Seligman, 2000). For companies, higher levels of work
engagement have been linked to financial returns, increased commitment, and improved
performance (Xanthopoulou et al., 2009; Schaufeli & Bakker, 2004; Demerouti et al., 2010). For
employees, work engagement has been found to be associated with lower levels of stress
(Demerouti et al., 2001), increased happiness, enthusiasm, and optimism (Demerouti & Bakker,
2008). However, the most recent Gallup State of the Global Workplace Report (2022) states that
only 21% of employees are engaged at work. Therefore, it is crucial to understand the factors that
contribute to work engagement, both at the organizational and individual level. Research has begun
to explore what types of organizations foster work engagement, and how individual characteristics,
such as personality traits, may play a role in this process (Chen, 2016; Akhtar et al., 2015; Awadh
& Wan Ismail, 2012). However, there is still much to be learned in this area, such as organizational
and individual factors that shape work engagement.

Organizational culture is a topic that has been shown to be closely linked to both employee
experiences and organizational outcomes. It has been shown that the culture of an organization
may have a significant impact on a variety of job-related outcomes, including job satisfaction,
employee commitment, well-being, and proactive work behavior (Belias & Koustelios, 2014;
Yiing & Ahmad, 2009; Shukla, 2017). For instance, Kusluvan & Karamustafa (2003)’s study found
that organizational culture is positively related to such employee attitudes and behaviors as job
satisfaction, commitment, empowerment, job involvement, creativity, participation, and
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motivation, and negatively related to stress, job tensions and intent to turnover. Given the potential
benefits of a positive organizational culture, many organizations have begun to focus on
implementing culture-building practices. These practices may include things like developing a
shared mission and values, promoting open communication and transparency, and encouraging
employee participation and feedback. By taking steps to create a positive and supportive culture,
organizations can work to improve employee experiences and promote positive outcomes for the
organization as a whole. To sum it up, internal and external functioning of an organization is shaped
by the type of culture adopted (Cameron & Quinn, 2011).

The concept of organizational culture has gathered significant attention in the literature
(e.g., Yiing & Ahmad, 2009; Hartnell et al., 2011; Schneider et al., 2013; Marchalina et al., 2021)
yet this study aims to contribute by proposing an individual-level variable that may alter the
previously established relationship between different types of organizational culture and work
engagement in a collectivistic country context. By introducing openness to experience personality
trait as a moderating variable, this study seeks to explore the role of individual differences in
shaping employee behaviors. Although it is widely discussed that organizational culture influences
various organizational, group, and individual constructs, research investigating the specific
employee behaviors and attitudes affected by organizational culture is limited (Krog, 2014). To
study this gap in the literature, this study employs an experimental research design, which is
uncommonly utilized in the study of organizational culture.

Literature review
Organizational culture
Organizational culture can be seen as the unique personality of a company, which is defined by the
shared values, beliefs, and assumptions that guide the way in which daily business operations are
conducted (Trompenaars et al, 2004). One widely cited definition of organizational culture is
provided by Schein (1991: 313) which is “a pattern of shared basic assumptions that the group
learned as it solved its problems of external adaptation and internal integration...and, therefore, to
be taught to new members as the correct way to perceive, think and feel in relation to those
problems”. This definition emphasizes the dynamic and adaptive nature of organizational culture
and highlights its role in shaping both the internal and external functioning of the organization.
Cameron and Quinn (2011) argued that there are four types of organizational culture
(hierarchy, clan, market, and adhocracy) based on two main dimensions: focus (Flexibility vs.
Stability) and structure (Internal Focus vs. External Focus). The former represents a company's
general approach towards being whether flexible or stable. Flexibility is characterized by a
spontaneous and open attitude towards change, while stability values order and control. The
structure dimension, meanwhile, has two ends: internal and external. Internally structured
organizations prioritize internal organizational demands, valuing unity and integration among
employees, while externally structured organizations prioritize organizational competition and
individualism.

DOI: 10.2478/picbe-2023-0184, pp. 2108-2118, ISSN 2558-9652 |
Proceedings of the 17t International Conference on Business Excellence 2023

PICBE |
2109



Flexibility and Discretion

CLAN ADHOCRACY
Collaboration Create
Communication Adaptability
Empowerment Creativity
People development Agility
Commitment Innovation
Cutting-edge output
Internal Focus External Focus
and and
Integration Differentiation
HIERARCHY MARKET
Control Compete
Capable processes Customer focus
Consistency PI’OdUCtiVity
Efficiency Enhancing competitiveness
Timeliness Market share
Smooth functioning Profitability
Goal achievement
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Figure 1. Organizational Culture types according to Competing-Values Framework
Source: Albayrak & Albayrak, 2014.

Previous studies provide evidence of clan culture in Turkish organizations (Oney-Yazici et
al., 2007; Giritli et al., 2013; Genc, 2017). For example, Oney-Yazic1 et al. (2007) provided
evidence of clan culture dominance among the organizations in the Turkish construction industry.
The authors defined clan culture as perceiving the organization as a family, having strong
emotional ties between employees, feeling a sense of belonging, and focusing on the well-being of
employees. The study found that the companies in the sample had strong emotional ties between
employees, a sense of belonging, and a focus on the well-being of employees, which were all
characteristics of the clan culture. Another study by Trompenaars and Hampden-Turner (1998) that
examines the management practices of companies across different countries, also found that
Turkish companies tend to have a family-like culture, with close relationships between employees
and a strong sense of loyalty to the company while having a strong hierarchy within the
organization. Additionally, research has found that the dominant organizational culture in Turkish
public universities (Caliskan & Zhu, 2019) and Turkish healthcare industry (Acar & Acar, 2014)
is hierarchal. Moreover, research revealed that clan culture is the most desired organizational
culture in Turkey (Demir et al., 2011; Soylu, 2004).

Clan culture emphasizes strong social connections, a sense of belonging, and a family-like
atmosphere within the organization (Cameron & Quinn, 2011). In addition, there is a strong
emphasis on loyalty, tradition, and a sense of shared history and purpose. The organization is often
seen as a "family" and employees are often treated as "family members". The leader is often seen
as a mentor or a "father figure" who guides and protects the members of the organization. In clan
cultures, the workplace prioritizes flexibility and teamwork, with a focus on employee development
(Quinn & Kimberly, 1984), as well as on creating a positive and supportive work environment.
This culture value a strong internal focus and prioritize the cultivation of relationships and
commitment among employees. In clan cultures, decision-making is often based on consensus,
giving importance to group cohesion and collaboration. The culture is often built on trust, mutual
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respect, and a sense of community, with a focus on employee well-being and satisfaction. Clan
culture is generally found in smaller organizations, or in organizations where employees have a
strong sense of shared values and identity such as family-owned businesses, non-profit
organizations, and small community-based organizations.

On the other hand, hierarchy culture is characterized by a formal and structured approach,
with a strong emphasis on rules, impersonality, and accountability (Cameron & Quinn, 2011).
Within this framework, control and hierarchy are emphasized, and formal procedures and
guidelines are used to govern behavior. The organizational culture emphasizes a clear chain of
commanding, formal rules and procedures, and a clear division of labor. In hierarchy cultures, there
is a strong emphasis on control, stability, and predictability. The organization is often seen as a
machine, and employees are often treated as interchangeable parts. The leader is often seen as a
manager or a "boss" who directs and controls the members of the organization. In hierarchy
cultures, decision-making is often made by a central authority position or a small group of
employees at the top of an organization, rather than being made by individuals or teams within the
organization aiming for efficiency and productivity. Emphasis is also placed on maintaining order
and stability, as while following established rules and procedures. The culture is often built on
discipline, and a sense of duty, with a focus on achieving goals and meeting targets. Hierarchy
culture is often found in larger organizations or in organizations where there are clear job
descriptions. Examples of organizations that may have a hierarchy culture include government
agencies, military organizations, and large corporations.

Work engagement
Work engagement is a positive and fulfilling state of mind that is characterized by vigor, dedication,
and absorption (Schaufeli et al., 2002). An employee can be considered vigorous if they exhibit
high levels of energy towards their work and are able to sustain that energy throughout the tasks
they have. Dedication is characterized by enthusiasm, high focus on personal aspirations, and a
willingness to face challenges while they pursuit their goals. Finally, absorption represents a state
of full concentration, like the concept of "flow," where an individual is fully absorbed in their work.
In Turkey, work engagement is found to be negatively related to work—family conflict
which is also negatively associated with supervisor support and time flexibility (Turgut, 2011).
Clan cultures that prioritize relationships, collectivism, and emotional well-being is expected to
place a greater emphasis on work-family balance and support from supervisors, leading to higher
work engagement. In the Norwegian context, Krog (2014) demonstrated that work engagement has
a positive relationship with the dedication dimension of clan culture whereas no significant effects
were found for the vigor and absorption dimensions. In addition, the relationship between hierarchy
culture and all the work engagement dimensions were not significant. Hofstede (1980)
characterized Norway as an individualistic country and thus hierarchy culture effect can be found
in collectivistic countries, such as Turkey. But still, compared to clan culture, effect is expected to
be higher on work engagement. Therefore, the following main effect is hypothesized:
H1: Compared to hierarchy culture, work engagement level on clan culture will be higher.

Openness to experience personality trait

Work-related outcomes can be influenced by both organizational and individual factors. The Big
Five Personality Theory proposes that individual differences in personalities affect how individuals
react to their environment (Santos, 2016). Previous research has various findings about the effects
of openness to experience trait (Mohan & Mulla, 2013; Burke & Witt, 2002; Baer & Oldham, 2006;
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Schilpzand et al., 2011). McCrae (1987) presented that openness to experience involves active
imagination, attentiveness to feelings, search for variety, and intellectual curiosity. These
characteristics have been found to facilitate motivation to actively seek out new and diverse
experiences, and when faced with new situations, individuals with high levels of openness to
experience are more adaptable (Niel & Zacher, 2015; Baer & Oldham, 2006). Sanchez-Cardona
et al. (2012) stated that openness to experience trait can be beneficial as it can show demands as
challenges and thus promote learning experiences that can also promote engagement.

There are several arguments that can be made to support the idea that openness to
experience functions as a moderating variable in the relationship between organizational culture
and work engagement. Firstly, individuals who are high in openness to experience tend to be more
open-minded and adaptable, which may allow them to navigate and find meaning in different
cultural contexts. This may result in a less negative impact of hierarchy culture on work
engagement, and a more positive impact of clan culture on work engagement. Secondly,
individuals who are high in openness to experience may be more likely to seek out and engage in
opportunities to expand their knowledge and skills, which may enable them to feel more challenged
and engaged in their work. This may result in a more positive relationship between clan culture
and work engagement as clan culture emphasizes employee development and growth. Also,
individuals high in openness to experience may be more likely to challenge and change the cultural
norms of their organizations, which may lead to a better alignment between their values and the
values of the organization, and subsequently to a higher level of work engagement.

Considering the different effects of different organizational cultures on employees’ work
engagement, and the possible moderating role of trait openness to experience, formulated
hypothesis is presented below:

H2: People who score high on openness to experience will show higher work engagement in a clan
culture compared to hierarchy culture.

Personality trait:

Openness to
experience

Organizational
Culture:
Work Engagement

1. Clan culture
2. Hierarchy culture

Figure 2. Conceptual model

Figure 2 presents the conceptual model proposing that the type of organizational culture
produces work engagement, and openness to experience as a personality trait moderate the
relationship.
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Methodology

A within-subject, vignette-based experiment was conducted to compare the effects of clan and
hierarchy cultures on work engagement among Turkish employees. The same group of people
received the treatments which were created by using two hypothetical scenarios.

Sample

For this study, the condition for participation were working full-time, in a corporation, for
minimum 1 years. The participants were 33 employees (21 women, 12 men; mean age = 34.88, SD
=17.78) from Turkey. Participants had an average 11.76 years of work experience (SD = 8.96). As
educational background, 11 participants (33.3 %) had a master’s degree, 19 of them (57.6 %) had
a bachelor’s degree, and 3 of them (9.1 %) had a high school degree. Industries varied across
participants including textile, logistics, production, finance, and information technologies. Table 1
provides demographic characteristics of the sample.

Table 1. Sample demographics

N (%) M (SD)
Gender
Female 21 (63.6)
Male 12 (36.4)
Education Level
High School 3(9.1)
Bachelor’s Degree 19 (57.6)
Master’s Degree 11 (33.3)
Age 34.88 (7.78)
Years of Work Experience 11.76 (8.96)

Source: Authors’ own research.

Procedure

Participants were first asked to complete a measure of openness to experience. Next, they were
presented with two different scenarios describing a fictitious orientation day of an organization.
Organizational culture type (clan versus hierarchy) was manipulated based on dominant
characteristics (sense of community versus formal rules), organizational leadership (personal
growth versus coordination), strategic emphases (flexibility versus stability) and criteria of success
(commitment versus efficiency) (Cameron and Quinn, 2011). It should be noted that in the vignette
development process, scenarios were evaluated by three experts in terms of plausibility, clarity,
simplicity, and ability to represent the above-mentioned dimensions of each organizational culture
type. After reading the scenarios, participants were asked to complete a measure of work
engagement, reflecting on the workplace described in the scenario. Also, four filler questions were
asked in between two scenarios to decrease the likelihood of respondents to uncover the purpose
of experiment and responding accordingly. Finally, participants answered demographics questions.

Measures
Work engagement was measured by a 9-item, 7-point frequency scale ranging from 0 (never) to 6
(always) (Schaufeli et al., 2006) which was adapted into Turkish by Eryilmaz and Dogan (2012)
and found to have high reliability (a = .94).

Openness to Experience was measured on a 7-item, 5-point Likert scale, ranging from 1
(strongly disagree) to 5 (strongly agree), adopted from the Big Five Inventory (John, Donahue &
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Kentle, 1991). The Turkish version of the Openness subscale ranging from ‘‘totally agree” to
“totally disagree” was used (Karaman, Dogan & Coban, 2010, a= .86). The Cronbach’s alpha
values for clan culture work engagement and hierarchy culture work engagement scales were o =
.90 and o = .96, respectively. Also, for openness to experience scale, a = .80, all exceeding the 0.70
measurement reliability threshold (Nunnally, 1978). Results of the openness to experience scale
were categorized into “low openness to experience” and “high openness to experience” by using
median split for analysis.

Results

In order to ensure the effectiveness of the manipulated scenarios in reflecting the intended
organizational culture types, preliminary research was conducted with a different sample of
participants (n=11). Results revealed a significant difference between the scores of perceived
hierarchy culture and clan culture in both of the clan culture [z (10) = 4.36, p = .001, M clan culture =
5.41 versus M nierarchy culture = 3.86] and hierarchy culture scenarios [# (10) = -6.26, p = .00, M cjan
culture = 3.86 versus M hierarchy culure = 6.43] suggesting that the adjustments to the scenarios were
successful in eliciting perceptions of clan culture among the participants.

As for the main experiment, a mixed-design ANOVA test was conducted for measuring the
main and interaction effects of organizational culture and openness to experience on work
engagement evaluations. Firstly, 3 outliers were detected that were showing extreme values for all
the three measures, and thus excluded from the analysis. Hypothesis 1 predicted that work
engagement levels on clan culture will be higher than on hierarchy culture. Results showed that
hierarchy culture and clan culture lead to high work engagement, while no significant difference
in work engagement levels for the two type of organizational culture was found [F(1, 33) = 1.300,
p =262, M clan culture = 4.54, SD = 1.07 versus M nierarchy culture = 4.30, SD = 1.23]. Therefore,
Hypothesis 1 was not supported.

Moreover, Hypothesis 2 stated that people who score high on openness to experience will
show higher work engagement in a clan culture compared to hierarchy culture. Results revealed
that there was no statistically significant interaction effect [F (1,33) = .002, p = .966]. Thus,
Hypothesis 2 was not supported. Results are detailed in Tables 2 and 3.

Table 2. Descriptive statistics

Level of Openness to Experiencel Mean Std. Deviation N

Low 4.54 1.280 19

Work Engagement Total Score - Clan Culture High 4.53 786 16
Total 4.54 1.068 35

Low 4.30 1.344 19

'Work Engagement Total Score - Hierarchy Culture]  High 4.31 1.124 16
Total 4.30 1.230 35

Table 3. Mixed-design ANOVA results

Source: Authors’ own research.

df F Sig.

Work engagement 1 1.300 262

Work_engagement * Openness_level 1 .002 966
Error(work engagement) 33

Source: Authors’ own research
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Discussion and conclusion

First of all, contrary to the previous research (Krog, 2014), results suggest that clan culture and
hierarchy culture in workplaces both make employees to very often feel engaged. This might be
due to the cultural individualism-collectivism differences between Norway and Turkey. This cross-
country comparison may enrich our understanding of the role of culture on work engagement.

The results of this study also indicated that there is no difference in work engagement levels
between clan culture and hierarchy culture. This would mean that employees’ engagement levels
are not directly dependent to different types of organizational cultures. Furthermore, there was no
interaction effect found between openness to experience and the type of culture on work
engagement levels. Openness to experience, as a personality trait, was presented in the model as a
possible individual-level moderator. However, the result of the current study did not find a
significant relationship.

One possible reason for these results could be related to the fact that family-like culture and
hierarchy within the organization co-exist in Turkish companies (Trompenaars and Hampden-
Turner, 1998). Although each organizational culture type was successfully created via hypothetical
scenarios, vignette role playing may produce this counter priming effect of the other dominant
culture. In addition, the competing values framework by Cameron and Quinn used in this model
was originally developed from an American cultural context. This framework was created by
researching organizations across the United States and the values and practices commonly found
within them. Since then, the framework has been applied to a different of cultural contexts,
including non-Western cultures, and has proven to be relevant in a variety of cultural contexts. It
can still be important to consider the cultural context in which the work is used and make changes
accordingly. Additionally, it is possible that other factors, such as job characteristics, leadership
style, and job stress, could influence work engagement.

Scenario-based experimental studies in organizational psychology can have a limitation
effect of participants to behave differently in real-life situations. As another limitation, this research
examined only two organizational culture type, and thus further studies could also investigate the
effects of market and adhocracy cultures. Also, for openness to experience, future research might
consider using multiple methods of assessment, such as observer ratings and behavioral measures,
to enhance the validity of assessment.
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