
TYPE Original Research

PUBLISHED 07 December 2022

DOI 10.3389/frma.2022.1050544

OPEN ACCESS

EDITED BY

Elias Carayannis,

George Washington University,

United States

REVIEWED BY

Dimitris Kallioras,

University of Thessaly, Greece

Christos Papazoglou,

Panteion University, Greece

*CORRESPONDENCE

Paraskevi Boufounou

pboufounou@econ.uoa.gr

†These authors have contributed

equally to this work and share first

authorship

SPECIALTY SECTION

This article was submitted to

Research Assessment,

a section of the journal

Frontiers in Research Metrics and

Analytics

RECEIVED 21 September 2022

ACCEPTED 07 November 2022

PUBLISHED 07 December 2022

CITATION

Boufounou P and Argyrou MD (2022)

Changing the organizational culture to

transform the economy: The case of

Greece.

Front. Res. Metr. Anal. 7:1050544.

doi: 10.3389/frma.2022.1050544

COPYRIGHT

© 2022 Boufounou and Argyrou. This

is an open-access article distributed

under the terms of the Creative

Commons Attribution License (CC BY).

The use, distribution or reproduction

in other forums is permitted, provided

the original author(s) and the copyright

owner(s) are credited and that the

original publication in this journal is

cited, in accordance with accepted

academic practice. No use, distribution

or reproduction is permitted which

does not comply with these terms.

Changing the organizational
culture to transform the
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Paraskevi Boufounou*† and Maria Despoina Argyrou†
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Introduction: Organizational culture determines the ability of companies to

adapt, transform, and innovate, thereby directly a�ecting their profitability

and competitiveness. However, the same applies to the public sector since,

now more than ever, it has to be agile in order to shield its society and

economy against modern challenges (such as COVID-19, climate change, and

digitalization). This article uses the case of Greece as an example to present

the need for change in organizational culture to unlock its development

and growth potential through transformation, adaptation, and innovation.

To support our argument, we combine the findings of the international

literature regarding the relationship between organizational culture and the

aforementioned elements, as well as empirical evidence from Greece.

Methods: In particular, we assess organizational culture pertaining to the

major sector reforms that took place in Greece, as a result of the recent

economic and financial crisis, by presenting and evaluating comparative

empirical findings on the characteristics of the prevailing and desired future

organizational culture.

Results and discussion: Examining and comparing the results of previous

studies in Greece that used the Organizational Culture Assessment Instrument

(OCAI) questionnaire survey in both private (such as banking and telecoms) and

public sectors (such as social security, public revenues authority, and hospitals),

two interesting results arise: (i) there is a clear distinction between the public

sector and the private sector, with the former being mainly characterized

by “hierarchy culture,” while the latter by “market culture” and (ii) in both

sectors and all industries/services, the desire to prevail in future organizational

culture is the “clan culture.” These findings are of immense importance as

organizational culture issues play a key role in formulating future strategic

plans, enabling the development of key sectors of the Greek economy and

enhancing e�ective governance and social services. Concisely, our results

draw useful conclusions for policy implications and academics, implying that

there is an emergent need for organizational transformation in both private

and public sectors in Greece, which can be achieved through new innovative

methods of organization and operation, creating a new more agile, adaptive,

and innovative culture.
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organizational culture, reforms, economic transformation, Hofstede analysis, OCAI

indicators
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Introduction

The financial crisis of 2010 forced Greece to restructure

both the public and private sectors, while COVID-19 enforced

the adaptation of a new business model for many companies

and organizations, accelerating the need for digitalization and

adaptation of newworkingmodels andmanagement techniques.

However, the competitiveness of the Greek economy remains

low compared with other countries. The present study aims to

strengthen the argument that organizational culture is a key

determinant that would enable the Greek economy to unlock its

potential to reform, innovate, and grow.

Organizational culture determines the ability of companies

to adapt, transform, and innovate, thereby directly affecting their

profitability and competitiveness. The same applies to the public

sector since, now more than ever, it has to be agile to shield

its society and economy against modern challenges (such as

COVID-19, climate change, and digitalization). In particular, the

prevailing organizational culture affects the innovation capacity

of entities through two channels: (a) by creating (or not)

an enabling environment that promotes creativity, research,

risk-taking, and experimentation, which also invests in new

technologies and methods, and (b) by its effect on the overall

performance of the organization, which affects its profitability

and thus the available funds to invest for innovation. In other

words, organizational culture affects the innovation level of

organizations directly through its impact on the daily function

of the organization and indirectly through its impact on the

profitability of the firm, that is, on the available funds to invest

for such purposes.

Hence, in the following section of the article, we

summarize the results of previous studies that support

our case with empirical evidence. There is a plethora of
research studies showing a significant relationship between
organizational culture and the overall performance and
efficiency of the company, and employees’ productivity

and loyalty. Moreover, the organizational culture affects

the adaptiveness of the company, that is, the way

its people perceive change, their willingness to adopt

new methods and technologies, and their ability to

adjust to reforms and overcome challenges. Also, some

organizational cultures promote innovation (e.g., clan

culture), while others prioritize stability and control (e.g.,

hierarchy culture).

Especially for the case of Greek organizations, adaptiveness

and innovation are vital elements, given that entities in Greece

should evolve to survive in this modern digital era and the

emerging new global sociopolitical and economic status quo,

while at the same time, financial restrictions force them to

be more and more innovative to achieve it. So, in the third

section of this article, we describe the importance of culture

for Greece at the current juncture of time, after a decade of

economic recession.

In the next section, we present our methodology and

perform a comparative analysis of the Organizational Culture

Assessment Instrument (OCAI) surveys in five of the most

important sectors—both private and public—of the Greek

economy to identify patterns regarding the organizational

culture. Subsequently, we discuss our results, attempt to

rationalize our findings, and propose ways to implement the

widely demanded change in the organizational culture. In the

last section of the article, we summarize our results, present

the limitations of our research, and suggest questions for

future research.

Literature Review

Since the 1980s, organizational culture has been considered

one of the main variables affecting organizational performance

(Pettigrew, 1979). Its importance increased over the years, and

now, it is broadly considered one of the most important factors

influencing organizational performance (Ahmed and Shafiq,

2014). Recent management research mainly focuses on aspects

related to organizational culture issues and techniques, leading

to significant results, such as the latest important concept of

agile transformation.

Several researchers have tried to define organizational

culture over the years (Titiev, 1959; Pettigrew, 1979; Kotter

and Heskett, 1992; Stewart, 2010; Ahmed and Shafiq, 2014).

However, for the purposes of this study, we used Schein’s (1990)

definition, according to which culture can be defined as “a

pattern of basic assumptions invented, discovered, or developed

by a given group as it learns to cope with its problems of

external adaptation and internal integration that has workedwell

enough to be considered valid and therefore is to be taught to

new members as the correct way to perceive, think, and feel in

relation to those problems.”

Organizational culture is crucial for the operation and even

the existence of organizations as Schein (2010) says, “If you

do not manage culture, it manages you, and you may not

even be aware of the extent to which this is happening.” In

addition, much of the interest in the topic springs from the

hypothesis that certain organizational cultures are associated

with an improvement in organizational performance (Ilie and

Gavrea, 2008). Organizational culture contributes to managing

and coordinating organizational activities (Day, 1994), shaping

procedures within the organization (Jarnagin and Slocum,

2007), providing solutions to many of the problems of the entity

(Schein, 1984), and overall either hindering or facilitating its

long-term goals (Denison, 1990).

Moreover, organizational development could increase

effectiveness, while at the same time, improved performance

leads to an increase in employee’s commitment (Awadh and

Saad, 2013). Thus, for many researchers, the organizational

structure is the most important factor for organizational
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behavior, with a great direct impact on the overall performance

of the organization (Kilmann et al., 1985; Ouchi and Wilkins,

1985; Schein, 1990).

In particular, in the private (for-profit) sector, organizational

culture is essential for the success of a company, given its positive

impact on the sustainability of the competitive advantage

(Barney, 1986; Hall, 1993), through its effect on productivity

(Umrani et al., 2017). A successful organizational culture

promotes ethical behaviors, teamwork, and cooperation, while

at the same time, it expands employees’ efficiencies and self-

confidence, leading to a consequent increase in productivity

(Deal and Kennedy, 1982; Ouchi and Wilkins, 1985). Empirical

findings suggest that organizational culture is among the

main management factors (total quality management, business

process re-engineering, knowledge management, leadership,

etc.) affecting the overall performance of a company (Hansen

and Wernerfelt, 1989; Sinclair, 1993; Wallace and Weese, 1995;

Jung and Avolio, 1999; Detert et al., 2000; Lewis, 2002).

On the other hand, organizational culture is equally crucial

for the public (non-for-profit) sector since an employee’s

happiness is crucial for its performance. If employees are

positive about their working environment (which is directly

affected by organizational culture) as it facilitates their most

important needs at work, their morale increases, leading to

better organizational performance. If this is not the case,

that is, if employees are unhappy about their workplace,

their morale decreases, resulting in lower productivity of

the organization (Arunchand and Ramanathan, 2013). Public

organizations operate in the same fast-pacing, complex, and

volatile environment as private companies, but at the same

time, they are, in general, more bureaucratic and less adaptable

because of both their size and resources. As a result,

organizational culture is vital for the public sector to be able to

overcome the critical political, economic, and social challenges

of today and tomorrow, such as globalization, digitalization,

managerial growth, and geopolitical tensions (Lovell, 1995;

Stewart and Kimber, 1996; Rukh and Qadeer, 2018). In order for

the public sector to survive these turbulences and to continue

serving society or even to improve the quality of its services, it

has to enhance its efficiency, accountability, and transparency,

which is only possible through changes in organizational culture

(Boyne and Meier, 2009). Nevertheless, despite the importance

of organizational culture in the public sector, the vast majority

of studies examine its type and influence on the private sector;

hence, there is a scarcity of empirical findings regarding the

organizational culture of public organizations (Hood, 1991). A

primary reason is that assessing organizational culture in public

organizations is a very complicated and challenging task (Rukh

and Qadeer, 2018).

In addition, cultural change is also more challenging

in the public sector since no well-established organizational

and professional culture exists in general, which, according

to Brunetto (2001), is a facilitating factor of the transition.

Based on empirical evidence, solutions regarding organizational

practice proposed by the management and public choice theory

have little to no success when implemented in the public

sector, thus continuing to reflect traditional approaches to

public administration (Parker and Bradley, 2000). In particular,

findings from the French public sector support that “perpetual

change is often perceived by the individuals as a generator of

chaos and anomia, i.e., a loss of meaning for the subject who

has lived in one organizational world, and who is asked to adopt

the practices, norms, and behavior of another. This explains

the resistance that human beings offer, which senior managers

most often perceive as irrational and anti-progressist” (Fronda

and Moriceau, 2008). Hence, it is proposed to use a “training

and leading by example” approach, which can encourage

cultural awareness and facilitate better cultural change in public

organizations (Schraeder et al., 2005). This approach may be

extremely useful for implementing the needed transition in

countries with limited experience, like Greece.

Given the increasing significance of culture for the

performance of both private and public sectors, more and more

organizations attempt to change, shifting their organizational

culture to a more efficient one. Successful leadership is a key

factor in the process of cultural change, which “requires leaders

to think culturally, to be guided by a cognitive model of

change, and to employ the cultural tools of symbolism while

actively focusing on the politics of acceptance” (Brooks, 1996).

However, even in the case that successful leadership exists,

this attempt is determined to fail if an organizational culture

diagnosis (recognize the existing and identify the preferred

one) has not been performed or if its results have not been

analyzed (Ibid). Consequently, organizational culture diagnosis

is an indispensable step for the organizational culture transition.

Organizational culture diagnosis is a complex process that

considers historical and contemporary elements as well as

human perspectives. The final diagnosis is a subjective matter;

hence, two different investigators may interpret the same results

differently (Sathe, 1983). The diagnosis is made at multiple

levels: culture as expressed by systems, processes, decisions,

behaviors, shared values, and deeper principles concerning

general beliefs about the world and perceived culture. Therefore,

the first step is to define the conceptual framework, which may

affect the overall image of the culture or specific elements of it,

as well as the measurement tools, such as observational data,

interviews, or questionnaires.

Earlier studies focused on elements of anthropological

tradition, which formed an ideological background and thus

shaped culture (Peters and Waterman, 1982). Such elements

were the physical layout of the company space, company

forms, publications in the press, company slogans, internal-

use magazines and manuals, the existence or non-existence

of company organizational charts, and finally various stories,

myths, and events that have become part of the legacy of

the corporate. Schein (1999) attempted to assess culture by
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interviewing selected groups to identify and understand intra-

company views. Cameron and Quinn (1999) developed OCAI,

which used a questionnaire to classify the organizational culture

into one of the following types: clan, adhocracy, hierarchy,

and market.

Recently, OCAI is the most widely used tool to perform

organizational culture diagnosis. Table 1 summarizes results

from the international literature regarding organizational

culture in the sectors we examine in the Greek case.

As shown in Table 1, all researchers concluded the same

result, that is, clan culture is the preferred one. Also, it is worth

mentioning that in all studies reviewed, employees preferred a

different organizational culture from the existing one, except in

the case that the present organizational culture is already the clan

culture (Jono, 2016).

Organizational culture: The case of
Greece

The present study assesses organizational culture pertaining

to major sector reforms taking place in Greece, as a result of

the current economic and financial crisis. More specifically, the

empirical findings of OCAI questionnaire surveys carried out

among employees in the private sector (such as banking and

telecoms) and the public administration (such as social security,

public revenues authority, and a public hospital) are presented

and compared. The findings are important to effectively address

impediments that enhance inertia and provide proper incentives

that improve capacities and strengthen the alignment of the

organization to the management change of the country, with an

ultimate aim to improve national competitiveness in order to

increase economic growth and, later on, human development.

To better understand the broader environment in which

the sectors examined operate, we first try to sketch out a

concise picture of the Greek economy. The overconsumption

of the public and private sectors and the parallel loss of

competitiveness of the Greek economy led to huge deficits in the

current account balance, especially after 2000, which, in order to

be serviced, led to an increase in external debt as a percentage of

GDP from 40 in 2001 to around 85% in 2009 (Hellenic Statistical

Authority, 2022). Combined with the simultaneous increase in

interest payments on external debt, the country reached the

brink of bankruptcy in 2010. Consequently, since 2011, the

European Union has imposed several reforms to transform the

Greek economy, improve national competitiveness, decrease

public spending and public debt, and mitigate the risks of

future crises.

In the end of 2019, the Greek economy rebounded, with

economic and social life returning to normality. But this period

of “happiness” did not last longer. COVID-19 hit Europe in

January 2020, having a severe impact worldwide; Greece could

not be an exception. This new crisis set new obstacles for

organizations, forcing them to swiftly transform and adapt to the

new reality and modern needs.

In this fast-changing, vague, and threatening environment

of uncertainty and recession, organizations in Greece had to

implement many changes in order to meet the new status quo,

created by both formal (institutional reforms) and informal

(change in customers’ behavior) alterations. Adaptiveness and

innovation are prerequisites for survival in this modern digital

era and the arising sociopolitical and economic status quo. In this

context, organizational culture is not a matter of consideration

only for big entities since small Greek firms are often very

dynamic and innovative, highlighting the need for a transition

to a more agile culture and management. It is worth mentioning

that SMEs are the main owners of the granted patents in

Greece and hence the main producers of innovation in the

country (Markatou, 2012). Moreover, in the previous years, the

average size of Greek companies has increased. In 2012, 96–

75%—of the Greek companies had up to nine employees, while

the respective number in 2020 decreased to 94.94% (27,731

fewer companies). On the other hand, in the same period,

the number of companies (in terms of employment) operating

in Greece increased for all other company sizes, that is, an

increase of (i) 7,657 companies with 10–19 employees, (ii) 3,856

companies with 20–49 employees, (iii) 750 companies with 50–

249 employees, and (iv) 59 companies with over 250 employees

(Eurostat, 2022).

Organizational culture was a key factor in this transition

since depending on its type, it can either support or undermine

the transformation process, as explained later. Hence, all sectors

examined in our study have been through radical changes during

the last 15 years. In short, the most important changes and

reforms that have been implemented in these sectors since 2010

and the reasoning behind their selection are as follows:

(A) Private sector

• Telecoms: Since 2010, there have been no structural changes

in the telecommunications sector. The mobile, internet,

and telephony market are oligopolistic, consisting of three

providers, whose market shares are practically stable in

the last decade: Cosmote (∼47%), Vodafone (∼30%),

and Wind (∼23%). Only two notable deals took place

in the sector in the last decade: in 2016, Vodafone

acquired Hellas Online, and 3 years later, the same

company acquired CYTA Hellas. We aimed to study the

telecommunications sector because it is a key component

for the growth of the Greek economy since it is part of

the infrastructure required to digitalize the economy and

transform the production model in order to meet the

innovation 4.0 standards.

• Banks: The Greek banking system has experienced many

alterations in the last 20 years. Following the course

of the global banking system, a number of banking
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TABLE 1 International empirical evidence of OCAI studies in the sectors of our analysis.

Type Sector Study Country N Present prevailing culture Future preffered culture

P
ri
va
te
Se
ct
or

Telecoms Gkila (2017) Greece 150 Market Clan

Singh (2020) India 375 Market n/a

Banks Aldhuwaihi (2013) Saudi Arabia 258 Market n/a

Belias and Koustelios (2014) Greece 240 Hierarchy Clan

Jono (2016) Indonesia 108 Clan Clan

Lampos (2016) Greece 157 Market Clan

Naveed et al. (2016) Pakistan 450 Hierarchy Clan

P
ub

lic
se
ct
or

Public revenue authority Tsegkou (2018) Greece 179 Hierarchy Clan

Social security Vassilakopoulou (2017) Greece 152 Hierarchy Clan

Healthcare services Van Huy et al. (2020) Vietnam 566 Market/Clan Clan

Zervea et al. (2021) Greece 160 Hierarchy Clan

Other budapest business

school 3 ministries

organizations of urban

planning Marine department

Chandler et al. (2017) Hungary 625 Hierarchy Clan

Nema (2021) India 200 Hierarchy Clan

Rukh and Qadeer (2018) Pakistan 444 Hierarchy Clan

Slack and Singh (2018) Fiji 93 Hierarchy Clan

institutions suffered a gradual reduction, and mergers and

acquisitions dominated. During the economic crisis, it

became impossible for small banks to survive; therefore,

they were acquired by larger ones. Also, a significant share

of the banking market consisting of the so-called “Cypriot

banks”, which, after the crisis in the banking system of

Cyprus in March 2013, ceased their operations in Greece

and—with government intervention—their branches in

Greece passed into the hands of their Greek peers.

Currently, four large systemic banks remain, whose cultural

diagnosis is presented later. Moreover, the stability of the

sector has drastically improved in the last years through

the significant reduction of NPLs (from 25.5 in 2020 to

7% in 2021). Also, at the end of 2021, Greece became

one of the first countries to adopt the new Insolvency

Code, implementing the European Directive on Preventive

Restructuring and Insolvency (IMF, 2022). The financial

sector, especially banks, is one of the main pillars of

the economy, the quality of which affects the whole

economy. For this reason, we included the banking sector

in our analysis.

(B) Public sector

• Revenue Authority: In 2017, the new public revenue

administration organization named Independent

Authority for Public Revenue was established by

law 4389/2016. The new organization is much more

independent than the previous organization (General

Secretary of Public Revenue), following the international

standards of tax administration autonomy and enjoying

financial, operational, and administrative independence. In

addition, the authority is subject to parliamentary scrutiny,

but not subject to scrutiny or supervision by government

bodies or other administrative authorities (IAPR, 2022).

Public finance is a critical component of the national

economy and public revenue is a big part of it. Thus,

we could not exclude the Independent Public Revenue

Authority from our study, since its performance has a great

impact on economic policy decisions, and thus a strong

direct effect on the whole economy.

• Social Security: In 2016, the Greek pension system

experienced the biggest restructuring in its history. The key

reforms included “the integration of all insurance funds

into one agency, the replacement of the main pension

by a national pension and a contributory pension, and

the introduction of uniform rules and equal pension

rights as well as measures for the containment of

pension expenditure.” (Ziomas and Theodoroulakis, 2016).

Hence, we examined the social security sector because it

experienced one of themost radical reforms, while COVID-

19 emphasized its value for society and the economy.

• Healthcare Services: The primary goals of the reforms

in the healthcare sector were to improve the structural

aspects of the system while, at the same time, enhancing

spending efficiency. The main channels used to achieve

these goals were the rationalization of pharmaceutical

spending and public spending for healthcare, pricing

policies, reorganization of primary and secondary

healthcare networks, a merger of health insurance funds,

harmonization of healthcare benefits, and changes in the

system of copayments (Kalavrezou and Jin, 2021).

• The reasoning behind including the public healthcare

services sector in our study is similar to the social
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security sector, that is, fundamental reforms have been

implemented in this sector, while COVID-19 highlighted

its importance for both society and the economy.

As shown in Table 2, these sectors have been selected

because of their vital importance for the whole economy

since they significantly contribute to both production and

employment. Moreover, the selected sectors are the most

affected by the reforms implemented in the last decade.

Therefore, organizational culture is of high importance since

it affects the ability of organizations to adapt, innovate, and

eventually survive.

Nevertheless, research on interpreting the behavior of

Greek organizations based on organizational culture was rather

sketchy, but current research using Hofstede dimensions

is increasing (Veiga and Yanouzas, 1991; Theotokas and

Progoulaki, 2007; Tsakumis, 2007; Tsoukatos and Rand, 2007;

Kritikou et al., 2021). Thus, to outline the big picture, we present

cultural characteristics at the country level based on theHofstede

Insights network analysis. Their findings support that cultural

differences among nations are identified based on values, while

differences among organizations are found based on practices

(Hofstede, 1980; Hofstede et al., 1990).

In particular, as presented in Figure 1, regarding the cultural

characteristics of Greece, according to the network analysis,

the Greek culture is characterized by very high uncertainty

avoidance, accompanied by low long-term orientation and

individualism. Comparing the cultural characteristics of

Greece with those of other EU countries based on the

network analysis data, it is evident that uncertainty avoidance,

power distance, and masculinity are stronger in the Greek

culture, while long-term orientation, individualism, and

indulgence are of higher importance for the EU average than

for Greece.

Materials and methods

Organizational Culture Assessment Instrument surveys

classify the organizational culture into one of the following

types: clan, adhocracy, hierarchy, and market. Clan culture

emphasizes internal coherence, flexibility, and interest in

people. Adhocracy culture emphasizes visibility and market

positioning and promotes individuality, innovation, and

flexibility. Hierarchy culture promotes stability and control

through internal coherence. The market culture emphasizes

visibility, market positioning, competitiveness, and productivity

(Quinn et al., 1996). Becoming a Master Manager: A Competency

Framework. Wiley.

• Clan culture: This culture shows an emphasis on human

relations and the prevalence of a friendly atmosphere

with elements of participation, teamwork, freedom

of expression, loyalty, mutual trust, and harmony.

The company embracing cult culture is interested

in the development and training of employees in a

friendly atmosphere.

• Adhocracy culture: This culture supports the ability and

development of staff through initiatives, experimentation,

innovation, and adaptation to changes in the external

environment. The goal is to be ahead of the competition.

• Hierarchy culture: This culture is characterized by the

observance of regulations, procedures, and hierarchy in

order to control the individuals and the group and the

stability of the structures.

• Market Culture: This culture emphasizes achieving

results through task definition, rationalization, planning,

performance standards, and efficient use of resources.

Productivity, efficiency, and competitiveness are monitored

through targets set by leadership.

TABLE 2 Sectors’ contribution to employment and production, 2019.

Type Sector Companies Turnover Employees

Number % of total EUR thousand % of total Number % of total

P
ri
va
te
se
ct
or

Telecoms 1.449 0,10% 5.907.916 1,90% 23.146 0,50%

(Nace code 61)

Banks 106 0,01% 11.615.976 3,70% 40.145 0,90%

(Nace code 641)

P
ub

lic
se
ct
or

Public revenue authority 13 0,00% 133.139 0,00% 10.554 0,20%

(Nace code 843)

Social security 1.03 0,07% 299.967 0,10% 192.632 4,30%

(Nace code 841)

Healthcare services 856 0,06% 1.356.303 0,40% 113.348 2,60%

(Nace code 861)

Hellenic Statistical Authority, 2022.
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FIGURE 1

Cultural characteristics of Greece. Hofstede Insights. (2022) Country Comparison-Greece. Available at https://www.hofstede-insights.com/

country-comparison/greece/ (accessed September 18, 2022).

Each type of culture is approached through a questionnaire

that contains the six dimensions of culture, which according to

Cameron and Quinn (1999), are the dominant organizational

characteristics, leadership style, management of employees,

organizational glue, strategic emphasis, and criteria of success.

The goal of OCAI is to capture the current organizational

culture in each company that is used and also to capture the

culture desired by the staff of each organization that will prevail

in 5 years from the present. For this reason, six questions are

used, each of which corresponds to a basic dimension of culture.

For each question, there are four alternative answers (one for

each culture type). The respondent is asked to give a score from

0 to 100 to each answer according to how well the proposition

of the answer fits their work environment, where 0 indicates

no match at all and 100 indicates a perfect match. However,

the sum of the points of all four alternative answers must be

equal to 100. The same procedure is followed for the same

questions concerning the future. Then, the average of each

answer corresponding to the same culture is calculated (sum by

6), and the average of all the answers is obtained. In this way, a

score is obtained for each type of culture (the sum of the four

scores must be equal to 100). The culture with the highest score

is the one that prevails or that the respondents would like to

prevail after 5 years.

Organizational Culture Assessment Instrument is valid and

reliable and is used successfully in many studies (Lamond,

2003). Thus, the following analysis uses the results of studies

based on OCAI questionnaires as a diagnostic tool for assessing

organizational culture.

As mentioned before, the purpose of the present study is

to strengthen the argument that organizational culture is a key

determinant that would allow the Greek economy to unlock its

potential to reform, innovate, and grow. Thus, we performed a

comparative analysis of the organizational culture of five sectors

(both private and public) of the Greek economy, selected on the

following basis:

a) Importance of the sector to the economy

b) Radical reforms have been implemented (or are expected)

c) Availability of reliable and trustworthy OCAI surveys.

Therefore, we based our analysis on the findings of the

corresponding studies on five studies that we considered

trustworthy1 and comparable as they are cross-sectional and

comprehensive studies, which are described as follows:

a) Private sector: Two studies examined the culture by

surveying 752 questionnaires in total, including 150

1 The relative theses of the first four of themwere supervised by the first

author of the present paper, while the fifth one (on healthcare services) is

published in a well-known journal by respectful researchers.
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questionnaires on telecoms (Gkila, 2017) and 602

questionnaires on banks (Lambos,2016).

b) Public sector: Three studies assess the culture by surveying

491 questionnaires in total, including 179 questionnaires

on revenue authority (Tsegkou, 2018), 152 questionnaires

on social security (Vassilakopoulou, 2017), and 160

questionnaires on healthcare services (Zervea et al., 2021).

Thus, we consider the samples as representative

of the corresponding sectors; hence, the findings of

the organizations examined in the aforementioned

studies can be used as a proxy for the organizational

culture of the whole sector they belong to. Table 3

presents the descriptive statistics of the OCAI

surveys analyzed.

Results

This section summarizes the main findings of the

aforementioned surveys by sector, it is evidenced as follows:

(A) Private sector

• Telecoms: The market culture is the dominant type

(∼47%) of organizational culture in the Cosmote group of

companies, which, for our research, represents the whole

telecommunications sector. However, employees have a

strong preference for the company to shift to the clan

culture in the future (∼43%). These findings are in line with

those of Papadimitriou and Kargas (2012), who showed

that the dominant cultures in the telecommunication

companies in Greece are the market culture and the

adhocracy culture since they better serve the demands of

their competitive environment.

• Banks: The prevailing organizational culture in the Greek

banking sector is the market culture (32.7%) accompanied

by a strong presence of the hierarchy culture (30.6%). The

employees would prefer to adopt more clan culture (28.6%)

characteristics in the future, while the current dominant

culture is the least desired one (22,7%). These results agree

with those of the study by Belias and Koustelios (2014), who

performed a similar study about a decade ago, indicating

persistence in the difference between the existing and

desired organizational culture in the Greek banking sector.

(B) Public sector

• Revenue Authority: The prevailing type of organizational

culture in the Independent Public Revenue Authority is

the hierarchy culture (∼37,4%), but most employees would

prefer a different organizational culture. In particular, the

most favorable one is the clan culture (∼32.2%), followed

by adhocracy culture (∼26.1%), while the least preferable is

the current culture (hierarchy,∼19.4%).

• Social Security: The social security sector has a clear

hierarchy culture (∼50,1%), although the employees desire

the clan culture to prevail in the future (∼35,4%), followed

by the adhocracy culture (∼26,7%).

• Healthcare Services: The hierarchy culture (∼32,5%) is the

dominant type of organizational culture in public hospitals

as well. However, in that case too, themajority of employees

would prefer the clan culture (∼32,7%) in the future, while

the current culture (hierarchy) is the second most favorable

(∼25,6%). Our results are in line with those of the study

by Bourntenas et al. (2014), who performed a similar study

in the General Hospital of Larissa. However, comparing

our findings with those of Bista et al. (2018) showed that

there are differences in the current culture (in the latter, the

dominant culture is the adhocracy culture but the desired

culture is the clan culture, in this case as well). However,

this contradiction does not undermine the reliability of

our analysis since the two OCAI surveys took place in

different organizations [Chania General Hospital in the

study analyzed and Preveza Hospital in the study of Bista

et al. (2018)].

The final findings of the OCAI surveys analyzed,

offering an overview of organizational diagnosis for

five vital sectors of the Greek economy, are presented

in Figure 2.

The market culture prevails in the Greek private

sector, followed by the hierarchy culture, while in

the public sector, the hierarchy culture is clearly the

dominant culture. However, it is thought-provoking that

all organizations examined, in both sectors, desire the

clan culture to prevail in the next 5 years, as illustrated

in Figure 3.

Our results comply with the findings of the international

literature. First of all, the main conclusion is that the

desired future culture in all sectors examined is the clan

culture is common in both cases. Also, the empirical

results of the literature review presented in Table 1 suggest

that the present prevailing culture in the public sector is

the hierarchy culture, with the exception of the study of

Van Huy et al. (2020), while the preferred future culture

is the clan culture, which is in line with our findings.

However, there are differences regarding the present prevailing

culture in banks since the international literature does not

provide a clear answer regarding the present most common

prevailing culture in the banking sector as the results

are mixed.

The fact that the employees of all sectors would prefer a

shift to the clan culture despite the type of the current dominant

culture is very interesting since it questions the “status quo bias”

(Samuelson and Zeckhauser, 1988), that is, the strong tendency
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TABLE 3 Descriptive statistics of the surveys analyzed.

Sector Culture Type Time No Mean Std. Deviation Min Max

P
ri
va
te
se
ct
or

Telecoms Clan culture Present 150 10,90 0,82 10,00 12,84

Future 150 43,03 1,25 40,50 45,00

Adhocracy culture Present 150 11,19 0,99 9,67 14,33

Future 150 13,45 0,51 12,17 14,67

Market culture Present 150 46,98 1,44 45,00 49,50

Future 150 14,53 1,69 11,33 18,00

Hierarchy culture Present 150 30,93 1,47 28,00 33,83

Future 150 28,99 0,99 26,17 30,67

Banks Clan culture Present 157 17,79 10,14 73,33 0,00

Future 157 30,03 16,26 83,33 0,00

Adhocracy culture Present 157 18,04 6,85 34,33 0,00

Future 157 24,33 8,95 60,00 0,00

Market culture Present 157 37,04 14,94 81,67 6,67

Future 157 23,68 15,09 93,33 0,00

Hierarchy culture Present 157 27,03 10,36 80,00 3,33

Future 157 22,38 8,18 57,50 3,33

P
ub

lic
se
ct
or

Public revenue authority Clan culture Present 169 19,37 10,13 0,00 59,17

Future 179 32,18 11,46 0,00 75,00

Adhocracy culture Present 169 15,69 7,02 0,00 36,67

Future 179 26,10 7,19 0,00 46,67

Market culture Present 169 27,52 10,30 8,33 65,00

Future 179 22,36 10,43 3,33 66,67

Hierarchy culture Present 169 37,43 15,23 5,00 90,00

Future 179 19,37 8,13 0,00 45,00

Social security Clan culture Present 152 20,22 15,60 0,00 81,60

Future 152 35,41 21,93 0,00 98,33

Adhocracy culture Present 152 12,10 11,39 0,00 70,00

Future 152 26,77 15,65 0,00 90,83

Market culture Present 152 17,59 17,58 0,00 85,00

Future 152 17,86 13,74 0,00 69,16

Hierarchy culture Present 152 50,07 25,40 0,00 100,00

Future 152 19,95 19,94 0,00 81,66

Healthcare services Clan culture Present 160 25,29 9,77 n/a n/a

Future 160 32,67 10,09 n/a n/a

Adhocracy culture Present 160 18,69 6,33 n/a n/a

Future 160 22,97 7,42 n/a n/a

Market culture Present 160 23,52 9,29 n/a n/a

Future 160 18,73 6,58 n/a n/a

Hierarchy culture Present 160 32,49 11,82 n/a n/a

Future 160 25,63 9,60 n/a n/a

Lampos, 2016; Gkila, 2017; Vassilakopoulou, 2017; Tsegkou, 2018; Zervea et al., 2021, processed by authors. The bold letters indicate the dominant culture type in every industry.

individuals have to remain in the default option (Kahneman

et al., 1991). However, this could be explained if we consider

that the clan culture is people-focused, promoting collaboration

and communication, which better matches the national cultural

characteristics of Greece, as presented in Figure 1, while it is also

more compatible with the contemporary needs of the society,

which has redefined its priorities and radically transformed its

lifestyle after the financial crisis of 2007.
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FIGURE 2

Current and desired organizational culture in five sectors of the Greek economy. Lampos, 2016; Gkila, 2017; Vassilakopoulou, 2017; Tsegkou,

2018; Zervea et al., 2021, processed by authors.

Discussion

The results of our analysis indicate that regardless of the

sector, the ownership (public or private), and the type of

the present prevailing culture, there is—from the employees’

side—a strong desire for change in the organizational culture.

This yearning for change contradicts the norm that people do

not like and/or are afraid of changes; hence, they prefer to

go with the default option, in other words, to maintain the

status quo (Samuelson and Zeckhauser, 1988; Kahneman et al.,

1991).

We suggest the reasons behind this strong demand for

change in the organizational culture, which are as follows:

(d) National cultural characteristics: The cultural

characteristics of Greek society (such as low individualism

and long-term orientation) are more compatible with

the clan culture, which is characterized by a friendly

atmosphere, teamwork, freedom of expression, loyalty,

mutual trust, and harmony.

(e) Redefined life priorities: The financial crisis of 2007 and

the most recent healthcare crisis had a severe impact on

society internationally. Not only consumers changed their

behavior and preferences but also people redefined their

priorities, needs, and definition of success and happiness.

More and more employees prefer work–life balance over

a higher salary. Success and happiness are now less

related to monetary values since other factors such as

free time, mental health, and human relationships are of

increased importance. Given that employees spend about

one-third of their life in their workplace, this new mindset

emphasized the need for the creation of more human-

centered organizations, which will embrace and reflect this

new approach to life.

(f) Crave for economic prosperity: The Greek society and

economy have undergone more than 11 subsequent years

of crisis. The economic crisis of 2010 decreased the national

GDP by more than 25%, while the economy slightly

recovered between 2017 and 2019 (1.09–1.8% annual GDP

growth rate, Hellenic Statistical Authority, 2022). However,

the economy did not manage to take off since the global

pandemic outburst in 2020, resulting in a 9% reduction

in the national GDP. Greek people have suffered much.

Many structural reforms and changes (institutional and

non-institutional) have been implemented in the last 10

years, resulting mainly in the radical transformation of

the public sector. However, the competitiveness of the

Greek economy remains comparably low for a developed
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FIGURE 3

Current and desired organizational culture in private and public sectors of the Greek economy. Lampos, 2016; Gkila, 2017; Vassilakopoulou,

2017; Tsegkou, 2018; Zervea et al., 2021, processed by authors.

EU country. Hence, many people nowadays recognize that

there are also factors inside organizations that reduce

efficiency and productivity. So, employees now realize that

the way organizations operate should change to unlock

employees’ potential and improve business performance

which will lead to economic growth. In other words, people

are both mentally and financially exhausted because of

more than a decade of economic stagnation. Therefore,

they acknowledge the need for change, and thus, they

support, promote, and desire the adaptation of a new status

quo. As explained earlier, the organizational culture is not

only a factor that can increase employees’ productivity and

performance but also a more agile organizational culture

that can facilitate the transformation of the company

(adoption of new technologies, management models, etc.,).

As a result, employees ask for a change in the organizational

culture as they perceive it as a milestone for the overall

evolution of the organization (Gallup, 2018).

Combining previous findings can explain the need to change

the existing organizational culture to a new culture, which will

better serve both the day-to-day needs of the employees and the

long-term goal of economic growth by creating a more efficient

and competitive production model. In addition, points (a) and

(b) better rationalize the direction of this change, thus, the clan

culture is the most favorable among Greeks. Also, point (b)

could explain why the clan culture is so popular worldwide.

The previous discussion justifies the need of most of the

Greek sectors to shift to clan culture. Hence, we would also

like to propose some actions that can be easily implemented

and can be taken to support the adoption of the clan culture in

an organization:

• Establishment of the 360-degree evaluation system for all

leaders, that is, their evaluation by their assistants, partners,

and superiors.

• The design of professional development

programs that enhance internal mobility and

interdepartmental communication.

• Establishing research programs to help identify staff

attitudes and ideas. Findings should be implemented by

planned working groups.

• Increased involvement of staff in all stages of

strategic planning.
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• Development of programs to facilitate and increase the

team spirit of the staff.

• Identification of long-term conflicts and disagreements

within the departments and the design of interventions to

overcome them.

• Development of procedures regarding the handling of

employee diversity.

• Examining the expectations of middle managers and

providing incentives to strengthen their powers.

• Assigning decisions about pay and budget management to

lower hierarchical levels.

• Development of training programs for middle managers

with the aim of better understanding the strategic

processes and their role in terms of the effectiveness of

the organization.

To sum up, we believe that the organizational culture is

a crucial factor to achieve the long-awaited takeoff of the

Greek economy, which could also facilitate and enhance the

growth potential of the country. Based on the results of our

analysis, there is a strong desire from Greek employees that

their organizations shift to the clan culture. We argue that

by applying modern methods, such as agile transformation,

Greek organizations can smoothly transform their culture to

the preferred culture, which, based on our findings, is the clan

culture. If this transition is adopted on a significant scale, it

could lead to increased productivity, efficiency, and innovation

at the national level and hence to the overall growth of the

Greek economy.

Conclusion

In this article, we present, evaluate, and compare empirical

findings on the characteristics of the prevailing and desired

future organizational culture in five important segments of the

Greek economy (private sector: telecommunications and banks;

public sector: social security, Independent Public Revenue

Authority, and public healthcare services). Our results show

that there is a clear difference in the existing prevailing

organizational culture between the private and public sectors. In

particular, according to our sample, the organizational culture

in the private sector is mainly based on the principles of

the market culture, while in the public sector, the hierarchy

culture is the prevailing culture. However, the most interesting

result is that regardless of the sector (public or private), the

industry, and the type of the present prevailing culture, the

desired future organizational culture is the clan culture in

all sectors examined. Also, we attempted to rationalize this

unusual demand for change, which questions the empirically

proven status quo bias and the default effect bias, by

proposing that it springs from the cultural characteristics

of Greece, the redefined life priorities and the desire for

economic prosperity in the Greek society after a decade

of recession.

However, our study has significant limitations mainly

because of the small number of the organizations and sectors

examined since, as mentioned earlier, reliable and thorough

OCAI surveys in Greece are still in scarcity. Nevertheless,

we consider that through our—precise, but not extended—

comparative analysis, we produced results that show a

clear pattern.

We expect that our research will intrigue other researchers

to examine the differences between the organizational

culture in the public and private sectors, the significance

of the organizational culture in Greece, and the reasons

behind employees’ demand for organizational change.

Future research should enlarge the number of organizations

and sectors studied in order to validate the existence of

the patterns evident in this article. Also, it would be

very interesting to perform a similar analysis (including

the OCAI surveys) 5 years from now, to examine the

future impact on the sectors examined in this study, that

is, if they will have shifted their culture closer to the

clan culture (or not) and what will be the results of this

transition (or inertia), especially regarding the success of the

reforms implemented.

Moreover, given that our analysis examines data only

for Greece—a very peculiar case—and the sociocultural

environment has a direct strong impact on the internal work

culture (Aycan et al., 1999), its results should not be generalized

to other countries but rather used carefully as an indication.

Thus, it would also be of great interest to perform similar studies

in other countries, particularly in countries that implemented

structural changes.
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