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Future Leaders' Views on Organizational Culture  

Abstract 

Research libraries will continue to be affected by rapid and transformative changes in 

information technology and the networked environment for the foreseeable future.  

The pace and direction of these changes will profoundly challenge libraries and their 

staffs to respond effectively.   This paper presents the results of a survey that was 

designed to discern the perceptions and preferences of future library leaders related to 

organizational cultures in these times of precipitous change. The study finds that future 

leaders of academic libraries perceive a significant gap between their current and 

preferred organizational cultures, and that current organizational cultures limit their 

effectiveness.   

Background 

Libraries have been affected by disruptive technologies for the past decade or more, but 

have been insulated from major changes by stable budgets and an academic culture 

that is conservative with respect to change.  Just as disruptive technologies have 

dramatically reshaped other industries, the full force of the changes brought about by 

Google, Amazon, Wikipedia, and many smaller innovators is now being felt in all types of 

libraries.  David Lewis explored Christensen's theories about the effects of these 
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disruptive technologies ("The Innovator's Dilemma") in relation to academic libraries.[1]  

Libraries have been effective at embracing sustaining technologies (technologies that 

enable us to do the same things for the same users) but are more challenged by 

disruptive technologies (technologies that do very new things and for new users).  Lewis 

describes how libraries are facing disruptive technologies in all core aspects of library 

practice--collections, bibliographic control, and reference.  Change in our organizational 

cultures is central to whether libraries will be able to adapt; the challenge is "to create 

an organizational culture that embraces the disruptive change and rewards those who 

harness it to serve the library's users."[2] 

At the same time, a generational change in attitudes toward technology is witnessed in 

library users.  The library literature is rich with research about the so-called Millennials, 

a generation whose relationships to technology, and whose social structures and work 

patterns, are different than any preceding generation. Millennials are known for a 

preternatural ability to adopt new information technologies, for shifting social and 

cultural expectations seen in collaborative work models, and for an appetite for open 

access to information.  

   

In early 2008, the Council on Library and Information Resources convened a meeting of 

library leaders to discuss the topic of reconceiving research libraries for the 21st 
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century.[3]   Central to achieving this goal is fostering organizational cultures that 

support more risk-taking.  "There is a cost to not taking riskτa danger that libraries will 

become stuck in a niche that becomes smaller and smaller."[4]  Many of the 

recommendations called for libraries, as well as universities, to be more externally 

focused.  Both risk-taking and repositioning the library within the parent organization 

are directly related to organizational culture.  Re-envisioning the entire organization in 

order to remain viable is not a natural, or comfortable, position for librarians.  The 

transformation will not occur without strong leadership, and must take place during a 

period in which a significant percentage of the current workforce will retire. 

There is no doubt that the ability of the library to be effective and transform itself lies in 

the people who work there.  While the profession acknowledges an imperative to 

realign skills in the library workforce, making it so is a long-term goal that will likely be 

implemented only gradually.  It is therefore particularly urgent that, in the near term, 

libraries nurture the talents of those who show the most leadership potential and are 

already working in libraries.  Current library leadership should be cognizant of the fact 

that these άŦǳǘǳǊŜ ƭŜŀŘŜǊǎέ have other options in the marketplace.  If they do not feel 

that they can make a positive contribution in their library, they will leave, and, with 

them may go much of the hope to bridge library organizations into a viable future. 
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Perspectives on Organizational Culture and Effectiveness 

Organizational culture can be defined as a set of values and beliefs that members of an 

organization share, as well as implicit, taken-for-granted belief structures.[5]  

Organizational culture both guides and constrains the behavior of members of a group.  

It is a vehicle for change but also an outcome, "both the means and ends of 

organizational change efforts."[6]  It also stands at the center of leadership.  Culture 

defines and creates leaders; "leadership and culture are two sides of the same coin."[7]  

At the same time, real leaders step outside the culture that shaped them and in which 

they find themselves.  They have the ability to recognize changes in the external 

environment that necessitate internal change and are able to lead an adaptation of their 

own organization's culture to meet new challenges. 

A variety of frameworks exist to assess organizational culture and effectiveness, ranging 

from models that focus on a particular dimension of an organization (e.g., human 

relations, open systems, internal process, rational goal) to more complex typologies.[8]  

One framework of the latter type is the Competing Values Framework (CVF).  The CVF 

seeks to express the underlying values in an organization and how those values can be 

applied to the process of organizational change.  Developed from research on major 

indicators of effective organizations, the CVF is a multidimensional model that describes 

four distinct culture types: Clan, Adhocracy, Hierarchy, and Market.[9]  The four culture 

types have roots in, and have been shown to be congruent with, other frameworks, 



Future Leaders  -  6 

 

including single-variable models (Clan=human relations; Adhocracy=open systems; 

Hierarchy=internal process; Market=rational goal) and Jung/Myers and Briggs 

(Clan=feeling; Adhocracy=intuiting; Hierarchy=thinking; Market=sensing).[10]   

Clan (also referred to as Collaborate1) is characterized by teamwork and employee 

development; in a Clan/Collaborate culture, a major task of management is to empower 

employees and facilitate their participation, commitment and loyalty.  Adhocracy 

(Create) is characterized by innovation and rapid response to change; a major task of 

management in an Adhocracy/Create culture is to foster entrepreneurship, creativity, 

and adaptability.  Hierarchy (Control) values include stability, clear lines of authority, 

standardized rules and procedures and accountability; the role of management in a 

Hierarchy/Control culture is to maintain consistency in products and services. Market 

(Compete) values are oriented toward the external environment and emphasize 

competitiveness and productivity; the role of management in a Market/Compete 

culture is to effectively respond to external market mechanisms to increase the 

organization's productivity, results and profits.[12] 

The Competing Values Framework groups measures of organizational effectiveness 

along two dimensions: internal vs. external focus, and high vs. low flexibility.  The four 

quadrants created by these intersecting axes define the core cultural types (see Figure 

1).   
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Figure 1.  Elements of the Competing Values Framework 

While the CVF can be used as a tool to measure organizational effectiveness and 

success, it can do so only in the context of a given organization's cultural profile and 

lifecycle stage.  In other words, while industries may have a typical profile or there may 

be a profile typical of young versus mature organizations, there is no ideal profile.  The 

CVF allows an organization to be described by the degree to which it adheres to each of 

the four culture types.  Most organizations have some characteristics of each of the 

organizational types.  Thus, one of the challenges of employing the CVF as a tool for 

organizational change is accepting the apparent contradictions inherent in the model.  
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According to Quinn and Cameron, this is, in fact, the model's strength; the CVF reveals 

"the inherent paradoxes in effectiveness."[13]  In contrast, frameworks that do not 

account for paradox can hide them, and hence their potential explanatory value, within 

averages and linear trends.  As an example of this paradox, it has been shown that Clan 

culture values support more innovation and risk-taking, values that are also associated 

with the Adhocracy culture type.[14]  In a study of colleges facing a major crisis, 

Cameron found that those that survived simultaneously exhibited entrepreneurial, 

innovative behaviors (Adhocracy values) and conservative, near-term survival-focused 

behaviors (Hierarchy values).[15]  

Several organizational culture profiles can emerge from use of the CVF framework.  In a 

congruent culture, one culture type dominates most aspects of the organization (e.g., 

leadership, management, strategic emphases, criteria of success).  In a strong culture, 

one cultural type (i.e., quadrant) is dominant. In a balanced culture, an organization 

shows capabilities in all four cultures.  Congruency or strength of culture is not 

necessarily associated with organizational success and, while associated with success, a 

balanced culture is not required for organizational success; what it indicates is evidence 

of capacity in an organization to shift emphases when necessary.[16]  In a study of 334 

institutions of higher education, Cameron found that neither strong nor congruent 

cultures were strong predictors of organizational effectiveness,[17] although he notes in 

discussing the results of that study that congruency of culture is more likely to be 
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associated with unit performance than overall performance in a large, complex 

organization such as a university.[18]  

The Competing Values Framework has seen some application in libraries.  Kaarst-Brown 

et. al. highlighted the use of the CVF as a diagnostic tool.[19]  Faerman stressed its utility 

for examining "the inherent paradoxes and contradictions of organizational life" and 

emphasized that libraries will be successful as user-centered organizations only when 

they can become aware of the need for balance across cultural values, and recognize 

that conceptual opposition between cultural types does not mean that the those 

cultural types cannot co-exist.[20]  Varner stressed the utility of the CVF in the 

diagnostic stage of organizational change, as it enabled library staff both to discover and 

to make visible their organization's underlying assumptions.[21]  That the CVF is not 

premised on a problem is also a strength, he noted, as is its underlying philosophy that 

effectiveness contains contradictory measures of success and evolves over the lifecycle 

of an organization.   In a recent application in the academic library context, Shepstone 

and Currie used the CVF to examine the current and preferred organizational cultures at 

the University of Saskatchewan Library as part of a larger strategic planning process.[22]  

They found a significant gap between current and preferred cultures, and differences 

between longer-term and newer librarians.  The results of their assessment, in 

combination with results from strategic planning, served as the basis of a roadmap for 

specific actions for change.   
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A study of future library leaders 

The study described here was undertaken to better understand individual perceptions 

of the current and preferred organizational cultures, and to assess whether there was a 

relationship between future library ƭŜŀŘŜǊǎΩ ǎŀǘƛǎŦŀŎǘƛƻƴ ǿƛǘƘ ǘƘŜƛǊ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ 

cultures and their perception of their own effectiveness.  More specifically, the study 

was designed to test the following four hypotheses.   

Hypothesis 1:  Future leaders are not satisfied with their libraries' current organizational 

culture.  They want a culture that is more externally focused and more flexible. 

Hypothesis 2: Future leaders believe that their libraries' current organizational 

structures and processes limit their ability to be effective. 

Hypothesis 3:  Future leaders feel more effective in libraries that are more flexible and 

externally focused. 

Hypothesis 4:  Dissatisfaction with the organizational culture will cause future leaders to 

consider leaving academic research libraries. 

Methodology 

The Sample 
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For the purpose of this study, future library leaders were defined as individuals who are: 

ŀύ ƳŀƪƛƴƎ ǎǘǊƻƴƎ ŎƻƴǘǊƛōǳǘƛƻƴǎ ǘƻ ǘƘŜƛǊ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǾƛǎƛƻƴƛƴƎ ŀƴŘ ǎǘǊŀǘŜƎƛŎ ǇƭŀƴƴƛƴƎΤ 

b) demonstrating innovative practices; and c) in the earlier stages of their careers. The 

purposive sample was developed by broadly soliciting nominations for subjects meeting 

these άŦǳǘǳǊŜ ƭŜŀŘŜǊǎέ ŎǊƛǘŜǊƛŀ ŦǊƻƳ ŀǎǎƻŎƛŀǘŜ ŘƛǊŜŎǘƻǊǎ ŀƴŘ ŀǎǎƻŎƛŀǘŜ ǳƴƛǾŜǊǎƛǘȅ 

librarians across the United States.  Additional subjects were identified from recent 

participants in competitive academic library leadership programs, such as those offered 

by the ARL and the Frye Institute.   Two hundred and forty nominations were received, 

representing individuals at 93 academic libraries of all sizes (but with the majority 

coming from ARL libraries). 

The Survey Instrument and Study Measures 

The self-reporting survey instrument (see Appendix 1) consisted of fifteen questions 

organized into five sections: Predicting the Future, Changing Role of the Library, Your 

LƛōǊŀǊȅΩǎ Culture, Your Preferences and Experience, and Your Future in Libraries.  

Additional questions were included to collect demographic information, including 

position area, position level, length of time working in libraries, length of time in current 

position, age, gender, and level of professional activity.   

The first section, Predicting the Future, contained three questions that were taken from 

the Taiga 1 Provocative Statements2 (Appendix 1, Questions 1-3).  These questions did 



Future Leaders  -  12 

 

not directly pertain to the study's hypotheses, but, rather, were designed as an "ice 

breaker" to encourage respondents to feel free to express their opinions in the 

remainder of the survey.  Section 2, Changing Role of the Library, requested open-ended 

narrative responses, which were not used in the analyses described here. 

To test Hypothesis 1, two dimensions of organizational culture, dominant characteristics 

and management style, were selected from the standard Competing Values Framework 

instrument, the Organizational Culture Assessment Instrument.3 For each dimension, 

respondents were asked to assess the degree to which a series of four statements (one 

for each culture type: Clan, Adhocracy, Hierarchy, Market) matched their perception of 

their current and preferred organizational culture and management style (Appendix 1, 

Questions 8-11).  The sixteen responses (four each for current and preferred dominant 

characteristics and current and preferred management style) were used to measure 

ŦǳǘǳǊŜ ƭŜŀŘŜǊǎΩ perception of the levels of Clan, Adhocracy, Hierarchy and Market 

culture types in their current and preferred organizations.   Respondents' levels of 

satisfaction would be derived by calculating the difference between the current and 

preferred responses for each culture type for both of the dimensions.    

Responses to the question about the impact of the organizational structures and 

management style on respondents' effectiveness (Appendix 1, Question 12) would be 

analyzed as the dependent variable to test Hypothesis 2.  The responses to this question 

would also be used as an independent variable to test Hypothesis 3, which predicted 
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that respondents feel the most effective working in organizations that are more 

externally focused and flexible.  

Hypothesis 4 predicted a relationship between the degree to which subjects feel 

dissatisfied with their ƭƛōǊŀǊȅΩǎ ǇǊƻŎŜǎǎŜǎ ŀƴŘ ǎǘǊǳŎǘǳǊŜǎ and the likelihood that they will 

continue working in libraries.  To test Hypothesis 4, subjects were asked to provide the 

likelihood that they will be working in libraries in the next 5 years (Appendix 1, Question 

14).  

Administering the Survey 

The survey was developed and administered August through October, 2008. The initial 

instrument was reviewed by survey experts in the authors' own institutions, which 

resulted in minor changes.  This was followed by a pilot survey that was sent to ten 

members of the sample population.  Based on input from this group, the survey was 

modified.  (Results from this initial pilot are not included in the analysis.)  To validate the 

final instrument, the survey was sent to ten additional members of the sample 

population.  Upon acceptance of this version of the instrument, an invitation to 

complete the survey was sent to the remaining 220 members of the sample (see 

Appendix 2).  Respondents were offered the opportunity to win a $100 Amazon gift 

certificate for participation in the survey.  No identifying information was stored with 

responses.  A reminder was sent one week after the initial invitation.   
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Results 

There were 177 responses to the survey.  Twelve respondents did not progress past the 

first page, resulting in 165 valid responses, a 72% response rate.  Respondents' high 

level of engagement is indicated both by the response rate and by the fact that 93% 

answered one or more of the optional open-ended questions. 

Sample Characteristics 

The majority of the respondents (70%) were between 30 and 40 years of age.  The next 

largest group (17%) were respondents between 41 and 50 years of age.  A smaller 

number of respondents were under 30 (9%) and even fewer were over 50 (4%).  The 

majority of respondents were female (63%). 

Respondents came from all areas of the library.  The largest groups were from 

technology/emerging services (30%), public services (22%) and liaisons/subject 

specialists (19%).  Other groups were also represented including technical services 

(13%), collections/scholarly communication (6%), administration (6%), and special 

collections/archives/preservation/conservation  (5%). 

 

A large number of respondents had some supervisory experience as a director or branch 

head (2%), assistant or associate director (3%), department head (30%) or unit head 
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(12%).  An additional 11% described themselves as coordinators, 2% as IT Specialists.  

The largest group was the group that described themselves as librarians (41%). 

 

Respondents were fairly evenly distributed among groups in how long they worked in 

libraries with 29% working 0 to 5 years; 37% working 6 to 10 years and 34% working 

over 10 years in libraries.  However, the majority of respondents had been in their 

current positions for a short time.  Ninety-one percent were in their positions 0 to 5 

years, 7% were in their positions 6 to 10 years and only 2% were in their position more 

than 10 years. 

Respondents were asked to provide information regarding several indicators of 

professional activity and involvement (Appendix 1, Question 15).  These included 

traditional measures of success (e.g., publications and promotions) as well as newer 

measures (e.g., involvement in grant activity and web presence).  Respondents indicated 

that they were involved in, on average, 5.7 of the 8 areas. 

Hypothesis 1: Satisfaction with Organizational Culture 

Hypothesis 1 predicted that future leaders are not satisfied with current organizational 

cultures and that they prefer a culture that is more externally focused and flexible.  

Large differences between responses for current and preferred cultures would indicate 

dissatisfaction.  
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Responses to the questions related to current and preferred organizational culture 

dominant characteristics and management style dimensions were analyzed using paired 

t-tests.  The data show significant differences for all four culture types for dominant 

characteristics (see Table 1) and significant differences for three of the four culture 

types (Clan, Adhocracy, and Hierarchy) for management style (see Table 2).  These 

results indicate an overall lack of satisfaction with the organizational culture and provide 

support for Hypothesis 1.   

 

Table 1.  Results of paired t-test analysis of current and preferred dominant 

characteristics of organizational culture. 
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Table 2.  Results of paired t-test analysis of current and preferred management style 

dimension of organizational culture.  

Figures 2 and 3 map the results of dominant characteristics and management style to 

the Competing Values Framework quadrants.  ¢ƘŜ Ψ·Ω ǇǊƻǾƛŘŜǎ ŀƴ ŀȄƛǎ ƻƴ ǿƘƛŎƘ ǘƘŜ Řŀǘŀ 

are mapped with each hatch mark representing approximately 5 points (5%).  Two 

points are plotted in each of the quadrants: one represents the mean value of responses 

about current organizational culture, the other represents the mean value of responses 

about preferred organization culture.  The points are connected with lines to form a 

diamond shape.  A long point on the diamond indicates a high value, while a short side 

indicates a low value.  The figures provide a visual depiction of the data that can be 

useful in interpreting the results.   
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Figure 2.  CVF representation of current and preferred dominant characteristics 

dimension of organizational culture. 
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Figure 3.  CVF representation of current and preferred management style dimension of 

organizational culture. 

Hypothesis 1 further predicted that future leaders would prefer organizations with 

greater external focus and flexibility.  The results support the hypothesis and are 

congruent for responses related to dominant characteristics and management style, 

showing a strong preference for a shift from Hierarchy to Adhocracy cultures.  The 

largest differences were found in the shift away from Hierarchy (internal focus, low 

flexibility) with respondents preferring less Hierarchy in both dominant characteristics 
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(23 points) and management style (27 points).   The opposing quadrant, the Adhocracy 

culture type, reflects a change similar in magnitude and, as predicted, in the opposite 

direction.  Difference in responses for both dominant characteristics (23 points) and 

management style (19 points) indicate a shift towards a more flexible, externally 

focused organizational culture.  This can be seen clearly in Figures 2 and 3 as the point 

of the diamond shifts from the lower left to the upper right.  The shift in management 

styles shows an even stronger shift away from Hierarchy (27 points) but it is not 

completely a shift to Adhocracy.  The shift away from Hierarchy is split between two 

culture types with the largest portion moving to Adhocracy (19 points) and a smaller 

portion moving towards Clan (7) and Market (2) management styles.    

Although all the differences observed are statistically significant, the question remains 

as to whether the differences are operationally significant.  Statistical significance 

indicates there is a very low probability that the difference is due to chance, and that an 

actual difference of the magnitude measured does exist.  It does not indicate that that 

difference is operationally significant.  As a guide to assessing operational significance, 

Cameron and Quinn suggest that organizations be especially sensitive to differences of 

10 or more points (i.e., 10%) between the current and preferred organizational 

cultures.[24]  Using this guideline, it is safe to assume that the large differences 

between the current Hierarchy culture in favor of the preferred Adhocracy culture have 
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operational significance.  The magnitudes of the differences found for the Clan and 

Market culture types are small and so may not have operational significance.  

Hypotheses 2 and 3: Effectiveness and Organizational Culture 

Individual Effectiveness 

To test Hypothesis 2, that future leaders feel that their own effectiveness is limited by 

ǘƘŜƛǊ ƭƛōǊŀǊƛŜǎΩ organizational structures and processes, responses to the related 

question (Appendix 1, Question 12) were analyzed. The results confirm hypothesis 2, 

showing that more than 85% of respondents said that their organizational structures 

and processes limited their impact or effectiveness either "somewhat" or "a lot" (they 

felt somewhat or a lot "thwarted," in short) (see Figure 4).  
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Figure 4.  Level to which respondents felt they were thwarted by organizational 

structures and processes. 

To test Hypothesis 3, that future leaders felt more effective in organizations that are 

more flexible and externally focused, analysis of the relationship between the 

perception of individual effectiveness and organizational culture was conducted.  

Subjects were grouped into one of three subsets based on their responses: not at all 

thwarted, somewhat thwarted, or a lot thwarted (i.e., thwarted was used a dependent 

variable).  Differences in the current culture types reported by subjects were analyzed 

based on how hindered they felt by their current organizational structures.  That is, the 

perceived level of the Hierarchy culture was compared between groups of subjects 

13%

54%

33%

To what extent do you feel that your 
library's organizational structures and 

processes limit your effectiveness?

not at all

somewhat

a lot
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responding that they felt their effectiveness was limited by organizational structures not 

at all, somewhat, and a lot.   This analysis was repeated for Adhocracy, Clan and Market 

culture types for the dominant characteristics of organizational culture.  All four 

analyses (Clan, Adhocracy, Hierarchy, and Market cultures) were then conducted for 

management style.  

ANOVA was used to analyze differences in responses to the questions related to the 

dominant culture of the organization based on membership in the thwarted group.  The 

data show significant differences among all groups (not at all thwarted, somewhat 

thwarted, and a lot thwarted) for the Hierarchy and Adhocracy culture types for both 

dominant characteristics and management style.  The results are summarized in Tables 

3 and 4; results of the post-hoc tests describing differences between group pairs are 

included in Appendix 3. 

 

Table 3.  Differences in dominant characteristics dimension grouped by level to which 

respondents feel hindered by organizational structures and processes.  



Future Leaders  -  24 

 

 

Table 4.  Differences in management style dimension grouped by the level to which 

respondents feel hindered by organizational structures and processes.  

Figures 5 and 6 graphically depict the results for the two culture types for which the 

findings were statistically significant: Hierarchy and Adhocracy.  The data show that, 

ǿƘŜƴ ǊŜǎǇƻƴŘƛƴƎ ǘƻ ǘƘŜ ǉǳŜǎǘƛƻƴ ǊŜƎŀǊŘƛƴƎ ǘƘŜƛǊ ƭƛōǊŀǊȅΩǎ ŎǳǊǊŜƴǘ dominant 

organizational culture and management style, subjects who said that their individual 

effectiveness was "not at all thwarted" by organizational structures also said that their 

library had low levels of Hierarchy culture and high levels of Adhocracy culture.  

Conversely, the group of subjects responding that their individual effectiveness was "a 

ƭƻǘ ǘƘǿŀǊǘŜŘέ ōȅ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ǇǊƻŎŜǎǎŜǎ also said that their library had high levels of 

Hierarchy culture and low levels of Adhocracy culture.  This supports the hypothesis that 

future leaders feel more effective in organizations that are more externally focused and 

more flexible and feel less effective in organizations that are internally focused and less 

flexible. 
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Figure 5.  Responses to the OCAI question related to dominant characteristics grouped 

by the level to which respondents feel hindered by organizational structures and 

processes.  
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Figure 6.  Responses to the OCAI question related to management style grouped by the 

level to which respondents feel hindered by organizational structures and processes.  

Organizational Effectiveness 

To provide additional perspective on the results, differences in responses to the OCAI 

questions regarding current and preferred organizational cultures between the "a lot 

thwarted" and the "not at all thwarted" groups were analyzed.  Responses to the 

current and preferred organizational questions for these groups were contrasted to the 

overall current and preferred responses to see if different patterns of responses 

emerge.   Figure 7 maps the "a lot thwarted" group to the CVF quadrants along with the 

responses for the entire group for current organizational culture.  Figure 8 maps the 

"not at all thwarted" group to the CVF quadrants along with the responses for the entire 

group for preferred organizational culture. In both cases, the shapes are nearly identical, 

demonstrating that the preferred organization of the entire group is very similar to the 

responses of subjects who say that they are not hindered by organizational structures 

and processes.  (Although not represented in figures, similar relationships exist for the 

management style dimension.  See Table 4.) 
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Figure 7.  Current dominant characteristics of organizational culture for the entire 

sample with the "a lot thwarted" group. 

 

 


