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Gillman Autos is a Canadian automobile assembly plant to cope with the advanced world and in response to increased foreign competition, the corporation decided to implement a participative management programme focused on quality (Quality of Working Life (QWL) programme). The union refused to participate, but approved a participative management programme and the plant management decided to go ahead. 

A clear examination of the two years implementation of the QWL programme showed not only problems, but also distorting management’s purpose and twisting the outcomes.  The Culture at Gillman was, in appearance and manner, characterized with two values of tough, aggressive and stressful management: 

1. The Tough Macho Management termed also as 2 x 4 management (a 2 x 4 is a plank of wood).

2. Competitiveness, the aggressive willingness to compete - (to work hard to beat all and win).
Therefore ; such values are  not only  shaping the Organization’s Culture but also  affecting the organization’s performance , consistency , stability  , future success . ‘ “distorting their purpose and twisting their outcomes” (from case study). 

 Applying  Edgar Schein’s theory of culture  and that of Deal and Kennedy (1982 ) ,Peters and Waterman (1982 ) ,and Kanter (1984 ) approaches on strong culture and its impacts on organizational performance and success . Although , there is a small difference  between these theories , however; all see Culture consisting of   artifacts ,Values , Norms ,  beliefs  and assumptions  shared by all members . Thus it id clear  
to identify why the Culture found at Gillman Autos is not Strong ,shared Culture .
Due to many inconvenient and serious consequences of Gillman autos culture on Organization‘s performance and behavior, it did  affect my  assessment of the benefits of strong cultures in a negative way . it is quite difficult to change a Culture like that found in Gillman Autos but  in my point of view  , Gillman Autos  needs cultural change to restore the situation in the right direction .
In general Culture can be defined as “an elusive concept to define. For Deal and Kennedy (1982) and Peters and Waterman (1982) culture is ‘the way we do things around here’ or the ‘rules of the game for getting along in the organization’. For Smircich (1983) culture is ‘not something an organisation has, but something an organisation is’. In other words organisation not only produces culture, it is also a product of it”.(MPO 10 edition P:13.2).
“ In Edgar Schein’s (1985) theory, culture exists on three levels: on the surface we find artefacts, on the next level lie values and behavioral norms, and at the deepest level we find a core of beliefs and assumptions. ”(MPO 10 edition P: 13.6)
Also Culture can be defined as “the set of key values, beliefs, understandings, and norms shared by members of an organization .Culture is a pattern of shared values and assumptions about how things are done with the Organization.” (Richard L. Daft chap.3 P: 95) 
Culture consists of the attitudes, values, beliefs, Rites and rituals and experiences that are shared by people and that control the way they interact with one another. According to Linstate and Grafton Small there is a big contrast between “ corporate culture’ and ‘organisational culture’.  The former is ‘devised by management and transmitted, marketed, sold or imposed on the rest of the organisation ...the rites, rituals, stories and values which are offered to organizational members as part of the seductive process of achieving membership and gaining commitment’. The latter is that which ‘grows or emerges within the organisation and which emphasises the creativity of organizational members as culture makers, perhaps resisting the dominant culture’. In other words, the culture may well consist of sub-cultures but this is an inevitable consequence of everyday human interaction.” (MPO P:13.2)
Thus , as per  above-mentioned definition about culture, it is obvious that  Gillman Autos culture is characterized by two values (Macho Management and Competitiveness)    which were tough , stressful  , aggressive , humiliating , with fear and no trust , no cooperation between functions .Far important than that ,  all these were visible in  Gillman artifacts  of  foul language  and intense verbal abuse  (‘yelling and screaming’), self-defensive mode termed ‘covering ass’ ,and all kinds of  rule breaking of ‘Lying, cheating and stealing’ .

To discuss whether Gillman autos has got a strong ,shared culture or not , we have to know how strong culture is produced and what are the factors  behind  strong culture  .
“Strong cultures are intended to produce commitment, dedication, enthusiasm, even passion, in workers. Identification with these values is presumed to assist leadership. According to Deal and Kennedy (1982), employees are uncertain about what to think and feel in the modern world. Companies with strong cultures, they argue, fill these mental and emotional gaps. In this way dedication to the company can lead to personal development.” (MPO P:13.3) , and according to Peters and Waterman (1982) strong culture lies behind eight factors : “a bias for action, close to the customer, autonomy and entrepreneurship, productivity through people, hands-on, value-driven, stick to the knitting, simple form, lean staff, and simultaneous loose-tight properties.” (MPO PP: 13.4, 13.5)
According to the above-mentioned factors of strong culture , it is crystal clear that Gillman Autos does not have a strong , shared culture in the sense  there was no commitment to Company’s main programme which was focused on Quality rather than numbers as  “there is always pressure to deliver the numbers " (from case study) for each shift to beat the other . A close study and investigation of the Culture found in  the Case Study of  Gillman Autos  reveal that  managers and  employees  are concerned about themselves  and their shifts only their main concern has been to beat the other shift at whatever cost and expense forgetting all about  Company’s  Quality  Program  , in the sense that  bad quality products were passed from one department to another  even Managers  failed to take responsibility  for all that  to ensure good quality products and that company’s business is on moving on the right direction of  achieving company’s success .  Moreover  functional loyalty was very strong in Gillman Autos .Each shift was concerned about its members rather than about  the company (‘shiftitus’) and lack of co-operation between functions (‘empire building’). All members of the two shifts were not close to the customer , they were not committed to service ,reliability and quality .and also they failed to take responsibility  of  products defects and poor quality . “passing poor quality products from one department to another, failing to take responsibility for product defects, and rushing faulty products out the door in an effort to ‘beat’ the other production shift in a race for numbers. This activity was known in the culture as ‘shipping shit’” (from case study) . All members in Gillman Autos  were not motivated and they lacked morale  and they resorted  to (lying, cheating, and stealing) to survive  . they based “ everything on results and so people will resort to things like counting back on the line [including items made on the production line but not packed or despatched as shift output], ” (from case study) they were not quality oriented-people there was no high performance  .and  this will lead the company to the wrong direction . To illustrate more , Gillman autos does have a weak shared culture which is unhealthy culture in the sense that Strong culture exists where there are people with very much alignment to organizational values. On the other hand, weak culture exist where they are people with very little alignment to organizational values. All members of Gillman Autos were not aligned to main company Goals , rather they were aligned to lower ideals and values and were unified around  low and weak shared goals which were manifested in their  ‘shipping shit’, ‘covering ass’, and  ‘survival tactic’. 
ِAs seen above that Gillman autos unhealthy culture of these  two  values  of   tough macho management and competitiveness  that  formed the basis of Gillman Autos ‘ Culture  led  to very inconvenient and  serious consequences  about  the behavior  and  the way that most employees and managers  behave . Macho-management , on the one hand , affected the managers to some extent differently . some managers did not like the harsh style and the foul language and embarrassed when talking about their work environment ; and some manager considered it as a show a game and a way of acting as per the following passage from case study    “In the old days here, there used to be a lot of grandstanding, but a lot of it was for show. I can remember one day, ‘X’ came out onto the floor and he saw a piece that he did not like, and he started jumping up and down on it and he bashed it all in and yelling and screaming and then he said, ‘Now throw it out, because it’s not good for anything’ and when he turned around, he winked at me. It was a show, it was fun, it was a game. It was just like a John Wayne movie, as soon as the movie was over with, they became human again.” (from case study)  However other managers liked that toughness because it was fun and it  was  a game  - they were looking to play the game in a good way  to get  promoted as  once you are very good at playing the game of ( 2x4 Management ) you get Promoted at Gillman Autos  “ The perception was that those who were good at 2 x 4 management got promoted at Gillman Autos. “ ( taken from Gillman Case )   Moreover ;  managers who showed “Extreme examples of this behaviour had become myth in the organisation and perpetrators were spoken of as something of folk heroes  “ ( taken from the Gillman  case Study )  . On the other hand , Macho-management affected the employees and led to very inconvenient and  serious consequences  :  “ Fear of being exposed and humiliated  and forced  them into a  secretive , self –defensive mode termed  ( covering ass ) ” (from case study)  .

The Consequences of the Competitiveness ( the race )  on the managers  failed to take responsibility  for products defects  even they encouraged the employees of shift  to go in the wrong direction in  producing faulty products in an effort only to ‘ beat ‘ the shift  . Managers not only accepted and encouraged all kinds of rule breaking  , but also considered  ‘ lying ,cheating , and stealing ‘  as a ‘ Survival Tactic ‘ . They were concerned only about themselves rather than about the company .” There is a recognition that it is a problem, but to tell you the truth I think (the assistant plant manager) does it as well. He lies, cheats, and steals to get the plant manager off his ass.” All that  contributed to the deterioration of   the quality of the work and to  a lot of waste in the system  “The book records say we have a million dollars of obsolete material. But before the last launch, we shipped it out and it turned out to be 2 million dollars worth. ” (from case study)
As the above mentioned consequences led the company to survive but in an healthy environment  so it affected my assessment of the benefits of strong cultures  of the two values  of   tough macho management and competitiveness.
“ Having a Strong culture is not always the key to an organization ‘s success .If the corporate culture is an obstacle to change , it can hinder a company’s performance and ultimately its success. A misdirected culture can lead employees to strive for the wrong goals .” ( Steven Stralser  Ph.D. MBA In A Day , P:46 ) 
“ Culture Change pertains to the Organization as a whole , such as when the Internal Revenue Service ( IRS ) shifted its basic mindset  from an organization focused on collection and compliance  to one dedicated to informing ,educating , and serving customers.”  (Richard L. Daft part 4 P: 412)
“The most popular one in the literature and what most people probably have in mind when thinking about cultural change is the grand technocratic project. Most descriptive and even more normative models of large-scale cultural change are of this type (see reviews in e. g. Brown, 1995). It portrays or promises the possibility of an intentional large-scale transformation from a particular cultural situation to another, more superior and profitable one, although it is recognized that this is not easy and often takes place slowly. The overall plan for accomplishing this is often a version of the following

overall scheme:

Step 1: Evaluating the situation of the organization and determining the goals

and strategic direction.

Step 2: Analysing the existing culture and sketching a desired culture.

Step 3: Analysing the gap between what exists and what is desired.

Step 4: Developing a plan for developing the culture.

Step 5: Implementing the plan.

Step 6: Evaluating the changes, making new efforts to go further and/ or engaging in measures to sustain the cultural change.” (Mats Alvesson, Understanding Organizational Culture. P: 178.)
Gillman autos Culture Change can be achieved by the following :

· Be selective when hiring new employees who strongly believe in the desired new values and replacement of  members and manager who are not adaptive .
· Special training progammes  to all Gillman members especially senior management for the right ,healthy values and beliefs.

· Focusing on high performance in the sense reward the healthy values and the unhealthy values.
“According to this view culture change is a project emerging from and run from above. It is assumed that top management is the agent from which superior insight about the needed change emerges and also the chief architect behind the plan for change. Apart from planning and allocation of resources to change projects and making decisions in line with the wanted change, the dramaturgical acts of senior executives – public speeches, highly visible acts drawing attention to the ideals – also symbolize re-framing of how people should think, feel and act in accordance with new ideals and values. Consultants are frequently used to back-up senior managers in this kind of change project.” (Mats Alvesson, Understanding Organizational Culture. P: 178.)
Thus , in my point of view  , Gillman Autos  needs cultural change to restore the situation and make all the members strive for the right goals and make them  unified around shared right healthy goals and also to infect  strong feeling of community and teamwork  and 
to exert  more efforts to give the company a human touch  as that all employees  are but one family not as that considered by some of Gillman autos  Managers  that company is a   Jungle  , employees are  animals and managers are  beasts . As a result of that , once these healthy values are stick to by all managers and members  this will lead to enhance organizational  performance to high degree .
To support the idea that a culture can be changed is the following example of  AlHammadi Group whose culture was of two values like that of Gillman ( tough Macho management and competitiveness ) . this was clear  in Alhammadi group that  all employees were wasting time whenever the senior management are away . and they will work only if the senior management is around and using the upper hand  in many ways of shouting and abusing . Things  also went out of control and also in the wrong direction . Thus top management have decided to recruit new employees who believe in new values ,ideas and beliefs   and fire some  employees  who were a waste to the system .
To summarize ,  from the first impression about Gillman Autos , we can say  generally that it survived  though the culture was not strong .However , a close look and deep analysis Of  the serious  consequences and what could happen in the future in terms of Company’s decline and failure  .All that  reflects that Gillman Autos culture is Not strong ,shared culture which makes it necessary to go for a culture change  to make the company  go in the right direction of success . 
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