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There exist a correlation between national culture and the organizational climate in hospitals. This 
paper is aimed at analyzing the organizational situation in the selected institutions and indicating, 
where necessary, directions in which it could be affected in order to support the behavior that would 
contribute towards the organization’s strategic objectives. Organizational behavior is a field of study 
dedicated to understanding, explaining and, ultimately, improving the attitudes and behaviors of 
individuals and groups in organizations. This paper begins with a few words about the hospitals under 
examination, and continues with a synopsis about cultural research and its theoretical lecture over 
time. At the same time, it shows the comparative link between the culture/climate dimensions measured 
by the Hofstede culture model and the corresponding climate model of Hay Group. 
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INTRODUCTION 
 
There is a complexe relationship between the 
organizational climate and culture. Although 
organizational behavior is extremely complex and 
includes many inputs and dimensions, the cognitive, 
behavioristic, and social cognitive theories can be used to 
develop an overall structure for an evidence-based 
approach (Luthans, 2010). Ashforth (1985) has 
suggested on where the difference between the two 
terms lies. He said that the climate of an organization 
consists essentially of shared perceptions, whereas the 
culture of an organization is made up of shared 
assumptions. Climate is considered to be a summary 
perception of how an organization deals with its members 
and the environment, and thus develops specifically from 
internal factors, primarily (in most cases) under 
managerial influence (Ostroff and Schmitt, 1993). 
Organizational culture by opposition is created from a 
broad range of internal and external influences, some of 
which have been argued to lie beyond managerial control 
(Alvesson, 1991). The term “organizational climate” is a 
way of talking about the atmosphere of a business or the 
dynamics  of  the  work   environment   in   which   people 

function on a day-to-day basis. A positive climate can 
mean that an employee, who is eager to come to work 
every day, is committed to a quality effort or will stay late 
if necessary. The organization has to create a culture that 
values and rewards ethical and legal behavior. That 
culture begins at the top and extends to all employees, 
and permeates the day-to-day operations of the 
organization. A poor climate may mean an employee who 
fears his or her job or only intends to outlive. It is 
important that managers learn about climate due to the 
fact that it is a real-life phenomenon that everyone 
experiences every day. To a large extent, the 
organizational climate could be said to be the result of a 
manager’s actions toward his or her employees and may 
reflect a manager’s management philosophy. 

Blau and Scott (2003) were among the first to affirm 
that all organizations include both formal and informal 
dimensions, and that it is not possible to try to understand 
the nature of an organization without having a profound 
understanding of its informal character. However, it was 
not until 1979 that Pettigrew put this idea into actual 
practice.   Pettigrew   (1979)    said    that   organizational  
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cultures are formed by cognitive systems that explain 
how people think, reason, and make decisions. He also 
observed different levels of culture, arguing that at the 
deepest level, culture consists of a complex set of values, 
assumptions, and beliefs that define the ways in which a 
firm conducts its business (Pettigrew, 1990). 
Organizational culture refers to a system of shared 
assumptions, values, and beliefs that demonstrate 
appropriate and inappropriate behaviour to employees 
(Chatman and Eunyoung, 2003). These values have a 
strong influence on employee behaviour, as well as 
organizational performance. Cultures can be a source of 
competitive advantage for organizations. Strong 
organizational cultures can be an organizing, as well as a 
controlling mechanism for organizations. 

Organizational culture has become the subject of 
numerous research studies, books and articles. However, 
organizational culture remains a relatively new concept. 
In contrast to a topic such as leadership, which has a 
history that spans several centuries, organizational 
culture is a young but rapidly growing area within 
organizational behavior. Culture refers to values, beliefs 
and customs that exist in a society. Communication is 
vital for organizations: this is how we coordinate actions 
and achieve goals. There are many techniques available 
that enhance and improve creativity. Organizational 
cultures are created by a variety of factors, including 
founders’ values and preferences, industry demands, and 
early values, goals, and assumptions. Culture is 
maintained through attraction-selection-attrition, new 
employee onboarding, leadership, and organizational 
reward systems. Culture describes the norms and values 
that govern how to get things done. Leadership is a 
quality rather than a job. We are all leaders and followers 
at different points in our lives (Zhuo, 2019). Without a 
culture that emphasizes the importance of integrity, 
honesty and trust, the mandatory ethics training 
programs are often doomed to failure. The values, norms, 
and beliefs of a company may also be, at least, partially 
imposed by the national culture. 

Job performance is viewed as a function of three 
factors and is expressed by Mitchell's equation (Mitchell, 
1982). Based on this equation, the motivation, ability, and 
environment are the major influences on employee 
performance. Motivation is one of the forces that lead to 
performance. Motivation is defined as the desire to 
achieve a goal or a certain performance level, leading to 
a goal-directed behavior. When someone is referred to as 
being motivated, it means that the person is trying hard to 
accomplish a certain task. Motivation is obviously 
important if someone is to perform well; however, it is not 
sufficient. The ability or having the skills and knowledge 
required to perform the job is also important and, 
sometimes, is the key determinant of effectiveness.  

Finally, environmental factors such as having the 
resources, information, and support one needs to perform  

 
 
 
 
well are critical in determining performance. At different 
times, one of these three factors may be the key to high 
performance. 

This study tends to make the difference between 
national culture and the organizational climate clearer. 
 
 
Health care tradition 
 
Britain has a long tradition in health care that dates back 
to the 1850s. Although British healthcare experienced 
two major cultural shifts after World War II, the demand 
for organised health provisions and experience acquired 
in the war imperatively considered the presence of an 
NHS (The National Health Service), with its current form. 
The last most significant cultural change since its 
inception was in the late 80s with the introduction of the 
so-called internal market. It was an attempt to “open the 
market” by forcing Health Authorities to stop running 
hospitals directly, but rather “purchase” care from 
independent providers. To be a “provider” in the internal 
market, health organizations became NHS Trusts that 
functioned independently of each other, with their own 
managements competing with one another. Until 1995, all 
health care was provided by NHS Trusts.  

The internal market is said to have improved cost-
consciousness in the NHS, but at a price. Many have 
accused it of creating a two speed Health Service, which 
violates the the fundamental principle of equal and just 
access to health care for all; it unnecessarily doubled 
some services, etc. (Mackenzie, 1995).  
 
 
METHODOLOGY 
 
To examine the hospitals under study, a decision was 
reached to use the Hofstede’s (1994) model of culture. 
The model uses a questionnaire, called VSM 94 (the 
Values Survey Module 1994). This model is a 26-item 
questionnaire developed to compare culturally 
determined values between people from two or more 
countries or regions. It allows computing scores in five 
dimensions of the national or regional culture on the 
basis of four questions per dimension: for this it requires 
5 x 4 = 20 questions. The remaining six questions are 
demographic; they ask for the respondent’s gender, age, 
education level, kind of job, present nationality and 
nationality at birth. 

Kosovo is located in the middle of the Balkans in 
southeastern Europe. The health system in Kosovo is a 
relatively new connection, taking into account the fact 
that Kosovo has only recently begun to function as an 
independent entity. Healthcare today is provided on three 
separate levels; primary, secondary and tertiary. Primary 
services are provided by the 33 municipal administrative 
units through Family Health Centers. Secondary  services  



 

 

 
 
 
 
are offered by regional centers of the city’s hospitals. Six 
hospitals in six major citites provide secondary care. 
Tertiary services are specialized services offered through 
health institutions (clinics) associated with the University 
of Prishtina. Kosovo health care services now focus 
on patient safety, quality control and assisted health 
(http://kfos.org/public-health-system-reform/). 

Today, the actual structure of the health care system 
within Kosovo is the result of some profound reforms, 
which aim to provide decentralized services and cover all 
residents of the community through health 
insurance packages. 

The methodology, which is the theoretical analysis of 
the methods applied to a field of study, essentially 
encompasses concepts such as paradigm, theoretical 
model, phases and quantitative or qualitative techniques 
(Arnold, 1987). A methodology offers theoretical support 
to understand which method, set of methods or the so-
called “best practices” can be applied to a specific case. 

There are three basic methods to determine whether a 
work unit is high or low in each of the above dimensions. 
Using all three measures can provide the most complete 
and comprehensive view of an organization. These 
include observations, interviews and surveys. Many 
different researchers prefer different ways of research. 
Hofstede et al. (1990) and Guptara (1992) suggested a 
combination of qualitative and quantitative methods, with 
the later insisting more on using observation and 
analyzing company publications.  

The concept of climate may sound quite general, e.g. 
the “atmosphere” or the “feeling” of a workplace; 
however, organizational climate can, in fact, be 
measured. The research conducted by Litwin and 
Stringer (1968) over twenty-five years ago identified six 
dimensions that are briefly defined as follows: 
 
(a) Clarity: Employees feel that the organization’s 
mission is clear, and so is the path to achieving it. 
Furthermore, each individual understands how their 
objectives fit into the larger mission.  
(b) Standards: Employees feel that management 
emphasises doing a top-quality job and that the 
organizational goals are both challenging and realistic. 
Again, care must be taken to keep in mind that the 
culture and integrity of employees will influence the 
response we receive. 
(c) Responsibility: Employees feel they are free to work 
on their own without having to repeatedly consult with 
their director by taking calculated risks and providing 
back-up around outcomes. In a way, any bureaucratic 
organization could be said not to obtain a high score 
here.  
(d) Flexibility: Employees feel that new ideas are 
welcome and readily explored in their organization. In 
reality, flexibility measures the organization's ability to 
innovate and prepare for change. 
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(e) Rewards: Employees feel they are recognized and 
rewarded for their good work more than they are 
criticized for their mistakes. 
(f) Team commitment: People feel that management 
and employees cooperate to work together; everyone is 
willing to work, especially hard when the organization 
needs it.  
 
According to Hay Group (2000), the organizational 
climate can be changed for better or worse; one of the 
factors that determine this are the manager’s actions. 
Hay Group’s “Managerial Style Questionnaire” has also 
been used for the best interpretation in our research. It 
measures each manager’s style of management 
(corrective style, authoritative style, affiliate style, 
democratic style, pacesetting style, coaching style, etc.).  

Those managers who believe that “an organizational 
structure in which certain subordinates have two bosses 
should be avoided at all cost” tend to aspire to high 
organizational standards. The majority of both managers 
and their subordinates tend to agree with this statement.  

In our opinion, in this case it is the strong preference for 
high organizational standards (10% higher on the Hay 
Group scale for all groups), which drives the relationship 
with Hofstede’s belief.  

Managers are mostly interested in improvements: 
flexibility, team commitment, rewards and, to a lesser 
degree, clarity. 

Nurses are mostly interested in: flexibility, rewards and 
responsibility. 

Office employees are mostly interested in: flexibility, 
rewards, responsibility and, to a lesser degree, clarity. 

Pacesetting and the resulting pressure for increased 
effort seems to make individual nurses feel that their 
superior is never satisfied with them, thereby not 
recognizing their performance.  

Communication is so important and technical 
communication has always involved collaboration. In 
addition, cross-cultural communication effectively 
improves productivity and promotes harmonious work 
environments (Markel, 2016). More so, ethical and legal 
issues are everywhere in work life. However, leadership 
characteristics and style will influence the level of ethical 
behaviors exhibited by employees, where ethics is about 
being considered a leader, and ethical leaders create a 
more satisfying workforce. More modern approaches, 
such as servant leadership and authentic leadership, 
explicitly recognize the importance of ethics for 
leadership effectiveness. Despite some leadership 
characters seeming to be universal, a visionary, team-
oriented and, to a lesser extent, participative leadership 
seems to be the preferred style around the world. At the 
other extreme, a democratic management style seems to 
signal an appreciation of one’s contribution to the 
organization. However, neither of these extremes is 
statistically significant,  indicating  that  their  impact  may 
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Table 1. Comparison of the scores of Greek and Kosovo nurses with the British group by Hofstede dimensions. 
 

Variable 
Sandwell and West 

Birmingham (GBR) Hospital 
Hospital of Patras (GRE) SHSKUK (KOS) 

Budget 430,000,000 £ 110,000,000 € 85,000,000 € 

Staff  7,000 4,200 6,700 

Inhabitants 300,000 300,000 440,000 

 
 
 
have been neutralized by situational factors (Nahavanti, 
2015).  

As Edgar Schein cautions, if an organization fails to 
develop a widely shared conceptual category system, its 
members will “not even agree on what is real, …, what is 
important, …” (Schein, 2010). The likely outcome of such 
a situation would be poor communication between 
members, misunderstandings, and poor coordination of 
activities. This, in part, seems to be the case of the 
hospitals that have been studied. When a cohesive 
organizational culture does not exist, but several groups 
sharing a value system, then a fragmented organization 
can be talked about (for a definition of fragmented 
organizations based on the analysis of existing levels of 
sociability and solidarity, see (Goffee and Jones, 1998). 
The high reverence of managers towards their 
employees is reflected in their predominantly democratic 
style of management. From an analysis of the profiles of 
six managers, most of them perceived themselves as 
democratic or affiliative. Their self-perception is matched 
by the perceptions of their subordinates. In one case, this 
came as a surprise to a manager, who believed that the 
pressure he was forced to exert on the nurses would 
result in them seeing him as rather coercive or 
authoritative.   
 
 
RESULTS 

 
Observing the scores of Greek and Kosovo nurses 
through the Hofstede dimensions, it can be noted that, 
contrary to their situation, their perception of 
organizational reality is strongly influenced by their 
societal values.  

Clarity correlates positively with uncertainty avoidance, 
which is an understandable relationship. In a bureaucratic 
organization like the Greek and Kosovo hospitals, people 
with high uncertainty avoidance would tend to be content 
with the existence of numerous regulations dictating their 
activities. 

The mean perception of the existing rewards by the 
Greek and Kosovo nurses is comparable to that of the 
British group. Both groups regard their rewards as low, 
and both are eager to make significant improvement that 
will lead them to the top 20 of the Hay Group scale (Table 
1;       http://www.swbh.nhs.uk       Sandwell        Hospital; 

https://www.pgnp.gr/). 
 
 
DISCUSSION 
 
Coaching, with its emphasis on personal relationships, 
seems to be a more effective way of influencing 
perceptions, but again its influence is not statistically 
effective. Overall, we could say that the Greek and 
Kosovo managers have not yet succeeded in carrying 
over their subordinates, but they can have an impact on 
them by corrective means. However, in the Greek and 
Kosovo hospital, there is a significant negative correlation 
between coercive management style and perceptions of 
reward. 

The composite and comparative picture of the United 
Kingdom, Kosovo and Greek perceptions of the 
organizational climate emerge as rather complicated. 

There is a higher degree of commonality between 
Kosovo and the Greek than among the UK’s perceptions 
of the existing climate, which is however accompanied by 
a potentially confrontational attitude, and is absent from 
the organizations of the United Kingdom. This attitude is 
qualitatively demonstrated during interviews, and is 
statistically reflected in the low opinion of Kosovo and 
Greek managers regarding teamwork and the negative 
impact of coercive management style on the nurses’ 
perception of rewards. 
 
   
Conclusions 
 
This paper shows the difference between organizational 
culture and climate, although both are a bit similar. There 
are a lot of managerial styles and they all have their 
advantages and disadvantages.  
Every manager must know the six dimensions of how to 
measure the organizational climate (clarity, standards, 
responsibility, flexibility, rewards, team commitment), 
otherwise his company will not succeed. According to 
Hay Group, the organizational climate can be changed 
for better or worse; one of the factors that determine this 
is the manager’s action. A positive climate means that an 
employee, who is eager to come to work every day, is 
committed to a quality effort and will stay late if 
necessary.   



 

 

 
 
 
 

Communication is so important that cross-cultural 
communication effectively improves productivity and 
promotes harmonious work environments. 
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