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Abstract: Organisational culture  is essential  for creating brand  value and reputational positioning. 

This intangible asset helps to ensure a strong competitive advantage and enhanced credibility with 

stakeholders. To conduct the descriptive review, a methodology based on the SALSA Framework was 

used. This study analyses the evolution of organisational culture, as well as its key levels, categories, 

purposes, design, and benefits, the aim of which is to clarify the concept. Despite ambiguity related 

to the term organisational culture, the findings reveal a recurrence of common attributes, as well as 

a variety of proposed categories, and a long-standing debate regarding the benefits of one type of 

culture over another. Moreover, the present research provides a structured and up-to-date view of the 

existing knowledge pertaining to this intangible asset. 

Keywords: Corporate Communication; Organizational Culture; Intangible Resources;  

Corporate Reputation. 

 

Resumen:  La  cultura  organizacional  resulta  clave  en  la  generación  de  valor  a  las  marcas  y  en  el 

posicionamiento  reputacional.  Este  recurso  intangible  ayuda  a  garantizar  el  aprovechamiento  de 

ventajas competitivas fuertes y a ganar reconocimiento por parte de los grupos de interés. Para la 

realización de esta revisión descriptiva se aplica una metodología basada en Framework SALSA. En 

este  trabajo  se  analiza  la  evolución  de  la  cultura  organizacional  y  sus  principales  niveles, 

clasificaciones, funciones, construcción y beneficios, con el objetivo de clarificar este concepto. Los 

resultados  revelan  la  repetición  de  atributos  comunes,  a  pesar  de  su  ambigüedad,  la  variedad  de 

clasificaciones propuestas y el debate prolongado con relación a los beneficios que puede aportar un 

tipo de cultura frente a otro. Esta investigación proporciona una visión estructurada y actualizada del 

conocimiento existente sobre este recurso intangible. 

Palabras clave: comunicación corporativa; cultura organizacional; recursos intangibles;  

reputación empresarial. 
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1. Introduction

A total of 90% of corporate capitalisation in the Standard & Poor's 500 index consists of intangible assets, with only 10% derived from financial sources, a situation that was just the opposite 40 years ago (Ocean Tomo, 2022). Nowa-days, measuring the profitability of intangible assets is especially complex for organisations  (De  Freitas, 2021). The  problem is  that  these  assets have  no value on their own, but must be combined in order to become a source of eco-nomic benefit. Consequently, intangibles are interconnected and have a mu-tual influence on each other. 

Given this situation, the management and care of intangibles is a source 

of financial and commercial value. Developing strategies focused on respect for relationships, quality in services and products, and the management of so-cial responsibility programmes, is the key to creating brand value. Corporate communication contributes to reputational positioning and  credibility with stakeholders, who simultaneously demand proper management of the corpo-rate culture and a strategic direction for communication (Báez et al., 2017). 

The foregoing issues reflect the need to analyse the role of organisa-

tional culture as a key intangible asset for generating value for companies, by highlighting its design, purpose, and benefits. Organisational culture has been widely studied in the field of communication as a key factor in  the creation, dissemination, and transformation of values, norms, and beliefs in an organi-sation. The present study has compiled and organised diverse information re-garding  organisational  culture,  thereby  enabling  the  concept  to  be  under-stood, while at the same time avoiding ambiguities by differentiating this type of culture from related terms such as organisational climate, corporate values, and corporate reputation. Accordingly, this research is structured around five thematic blocks as follows: an approach to the concept of organisational cul-ture; its levels; its classifications; its creation and purposes; and the benefits it offers. 

 

2. Methodology 

This article is based on a descriptive review of the literature that analyses or-ganisational culture as a key intangible asset of companies. The review is de-scriptive, as it analyses the evolution of the concept of organisational culture and its main levels, classifications, purposes, creation, and benefits. 

For this review, the SALSA Framework was used to explore the relation-

ships  and  patterns  between  key  concepts  within  organisational  culture. Firstly,  the  pertinent  literature  regarding  organisational  culture  was 
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identified, which was indexed in prominent databases, including scientific ar-ticles in JCR, Scopus, ESI, CIRC, and Latindex, as well as books and book chap-ters issued by renowned publishers, which are indexed in SPI and BCI. The search was aimed at studies that focus on the definition of organisational cul-ture and its features, which include values, norms, beliefs and symbols, as well as the relationship of this concept with other key factors such as leadership, innovation, performance and change management, along with its main theo-retical models. To conduct the search, the key phrase organisational culture was used,  both in  English  and Spanish, in  the  databases  of  Google  Scholar, Scopus and Web of Science. This choice may have limited the scope of the lit-erature, as related concepts such as organisational climate, corporate values, organisational identity, and dynamics  were left out of the review. However, this constraint was useful in establishing a clear and manageable framework, thereby avoiding thematic dispersion and ensuring that the selected studies focused on organisational culture as the central concept of the analysis. 

In conducting this review, the main scientific publications on the sub-

ject were selected, mostly covering the period from the 1980s to the present day, in order to reflect the most recent developments of the concept. In total, 88 papers were consulted, the oldest having been published in 1966, with the most recent from the current year of 2025. Given that company communica-tion is one of the pillars of organisational culture, the start date of the search began with the 1960s, a period preceded by the emergence of studies in com-munication and organisational theory. Although the concept of organisational culture was consolidated by Schein (1984), its ideas regarding values, norms and symbolism in organisations were already being discussed in the 1960s. The point of departure for the present research was set in 1966, starting with Katz and Kahn (1966), who applied systems theory to the study of organisa-tions  in  order  to  explore  how  norms,  values  and  structures  of  interaction within  organisations  influence  their  behaviour,  which  is  an  aspect  directly linked to organisational culture. 

To consolidate the references, the following parameters were used: au-

thor  and  year  of  publication,  study  objective,  methodology,  main  findings, conclusions, and relevance of the research. To ensure a comprehensive anal-ysis of the topic, and to obtain essential information from each reference, the following  criteria  were  applied:  definitions  proposed  by  different  authors; differences between organisational culture and related concepts; models that describe  the  levels  of  organisational  culture;  the  relationship  between  cul-tural levels and organisational change; the most commonly used typologies of 
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organisational culture; and finally, factors that influence the construction of organisational culture. 

Once the most pertinent articles and studies had been collected, they 

were analysed in order to identify common patterns and differences in theo-retical  approaches.  From  this  analysis,  the  studies  were  arranged  into  five thematic blocks: 

a) Approach to the concept of organisational culture. 

b) Its levels. 

c) Its classifications. 

d) Its construction and purposes. 

e) Its benefits. 

The  structure  of  this  research  reflects  a  progressive  and  systematic 

logic that has allowed the development of a comprehensive understanding of organisational culture based on the literature reviewed. Each block addresses a fundamental aspect of the concept. 

After the structure was established, the information obtained was com-

bined and condensed in order to summarise the main findings of the theoret-ical models and empirical studies, and to develop a conceptual framework of organisational culture. Finally, a discerning appraisal of the current state of knowledge on organisational culture is offered, highlighting the strengths and limitations of existing research. 

 

3. Results 

3.1. Approaching the concept of organisational culture Organisational culture is gaining importance, while at the same time becom-ing more ambiguous, as it is used to refer to multiple aspects, examples of which include the environment and values of a company. It is therefore essen-tial to clearly define and understand its meaning. 

Research on corporate culture began in the 1930s. The final phase of 

Hawthorne's well-known studies at the Western Electric Company was the first systematic attempt to use the concept of culture to understand the work environment.  Although  the  pioneering  efforts  of  Hawthorne  represented  a major breakthrough in qualitative research, scarce progress was made in the following  decades.  In  the  1970s,  interest  in  corporate  culture  reappeared, mainly  due  to  the  arrival  of  many  foreign  companies  in  the  United  States, which generated a strong competitive environment. The success of Japanese 
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companies in various sectors encouraged experts to investigate whether this was due to differences in values, attitudes and behaviour (Tharp, 2009). 

In 1982, Tom Peters and Robert Waterman published a book titled, In 

Search of Excellence, in which they assert that the key to business success lies in corporate culture (Fisher, 2000). The book aroused great interest in both popular and professional spheres. Since then, corporate culture has become one of the most influential concepts in business management, yet one of the most debated as well (Crane, 1995; Jarnagin & Slocum, 2007). 

Many companies focus on instilling social and solidarity-related values 

in future generations. Respect for the environment is communicated, either implicitly or explicitly, in the new advertising paradigm. Corporations are dis-closing their values in order to share their beliefs with their audience and re-gain lost trust. The new approach to advertising and marketing communica-tion, especially since the great recession, has been forced to focus on building trust (Viñarás et al., 2015). Such communication is not only a tool of external persuasion, but also a mirror of an organisation's identity and values, thereby making it a key medium for building its company culture. Based on this rela-tionship, previous concepts are used to  analyse how organisational culture influences communication strategy, and is influenced by it as well. 

There are many ways to define corporate culture,  as it is strongly im-

pacted by factors such as the industry in which the company operates, its geographical location, the events that have occurred throughout its history, the personality of its employees, and their patterns of interaction (Sadri & Lees, 2001). Most researchers agree that shared values, or an organisational value system, are a key feature of this concept (Weiner, 1988). In this regard, organisational culture has traditionally been defined as a pattern of shared values and beliefs that persist over time, which produces standards of be-haviour that are embraced by the employees for the purpose of solving prob-lems (Owens, 1987; Chiavenato, 1989; Schein, 1990; Robbins, 2009; Salazar et al., 2009; Cújar et al., 2013; López Posada, 2016). As pointed out by Schein (1985),  culture  is  a  set  of  solutions  to  problems  that  have  consistently worked well, which must be taught to new members as the correct way of perceiving, thinking and feeling about those problems. López Posada (2016) suggests that the culture of a company, or group of companies, implies that the  employees  must  relate  primarily  to  the  set  of  values,  needs,  expecta-tions,  beliefs,  policies  and  norms  generated,  which  have  been  historically accepted and  practised by  the actors  and agents  of the  organisation.  As a way of obtaining conceptual synthesis, and following the ideas of Robbins 
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(2009), the culture of an organisation refers to a system of shared meaning, which is shaped by the common perception of the members that make up the organisation. Along the same lines, Salazar et al. (2009) point out that the members of an organisation largely determine its culture. In this regard, the  organisational  climate  has  a  direct  influence  on  company  culture,  be-cause  the  perception  of  individuals  significantly  determines  the  beliefs, myths, behaviours and values that comprise an organisation's culture. Ac-cording to López Posada (2016), these beliefs and meanings become inter-nalised by the members of the organisation, within the framework of a heg-emonic order, which becomes the symbolic horizon of interpretation  that guides the behaviour and practises of the workers. 

This system of values and beliefs is shaped by the structure of organi-

sations, technology, and the internal and external environments, which pro-duce norms of thought and action that are shared by all members (Rodriguez Fernandez, 1993). This set of rules, values and ways of thinking reflects the behaviour of the staff at all levels of the organization, while at the same time displaying the institution's image to the outside world (Segredo et al., 2017). Organisational culture is a mixture of endogenous variables and exogenous factors, which is considered a socio-structural system consisting of relation-ships between configurations, strategies, policies and other formal manage-ment practises. It consists of a cultural system that brings together the ex-pressive and affective aspects of the organisation into a collective system of meaningful symbols, such as  viewing employees as individuals, with their talents, experiences, and personalities, and as creators, shapers and unifiers of  relevance,  who  actively  develop  a  coherent  organisational  reality  from the continuous flow of events (Allaire & Firsirotu, 1992). 

Organisational culture is the result of taking various external cultures, 

or macro cultures, which are received from the environment, such as those of a national, regional, social, or other nature, and combining them with the internal  subcultures,  or  microcultures,  of  the  different  groups  within  the company (Menguzzato & Renau, 1991). Among other aspects, culture is an imprint that reflects the way companies perceive  the work they carry out and their relationship with the environment, while at the same time it dif-ferentiates  their company from other organisations in the same sector and geographical  location  (Podestá,  2009).  Contemporary  organisations  must define their corporate identity to serve as a bridge between the external po-sition  of  the  organisation  in  its  particular  market,  other  relevant 
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environments, and the internal meanings shaped within the company’s cul-ture (Hatch & Schultz, 1997). 

In recent years, Schein and Schein (2017) have provided an updated re-

view  in  which  they  define  corporate  culture  as  the  cumulative  and  shared learning of a group, which helps to resolve its problems of external adaptation and internal integration. To be considered valid, this knowledge must be used to  solve  the  difficulties  that  arise.  Next,  it  should  be  passed  on  to  the  new members of the group as the correct way of perceiving, thinking, feeling, and behaving with regard to these problems. 

According  to  Smircich  (1983),  the  organisational  culture comes  from 

the convergence of two theories: the Theory of Culture, and the Theory of Or-ganisation. Based on this idea, Garmendia (1988) proposed three definitions of company culture: 

a) Culture as a consolidation of the environment. Business management is 

strongly  influenced  by  the  environment,  from  which  it  receives  clear guidelines for action. 

b) Culture as an internal, strategic design. Culture is not only shaped and 

influenced by the environment, but organisations also create culture. The way of organizing work, the hierarchical structure, and all aspects of internal management determine corporate culture. 

c) Culture as self-image. The image that members have of their own organ-

isation is made up of shared values, symbols and meanings. 

In the view of Van Maanen and Barley (1985), it is more appropriate to 

speak of “cultural organisation” rather than “organisational culture”, as mul-tiple cultures co-exist within organisations. Thus, these authors consider the work group to be a more appropriate unit of analysis than the organisation as a  whole.  In  this  context,  culture  arises  from  the  learning  that  takes  place within groups. Organisations do not have  only one culture, but several cul-tures, which makes it more complicated to implement change (Weick, 1995). Culture within organisations refers to the acquisition and transmission of be-havioural patterns over time, which implies that organisational culture tends to be stable and not prone to fast changes (Camacho, 2007). Thus, within an organisation there may be a predominant culture along with various subcul-tures (Van Maanen & Barley, 1985). From this point of view, organisational culture is seen as the convergence of the interpretative systems of the diverse cultures that are present in  the framework of the dominant culture. In this regard, Fleury (1989) stresses the importance of including the political aspect 
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in the concept of culture, since power is one of its key components. Culture is made up of basic values and assumptions expressed through symbolic fea-tures which, given their ability to create an order, or rank, provide meaning and create organisational identity. Moreover, they serve not only as compo-nents of communication and consensus, but also as a means of concealment and an instrument of power relations. 

Bower (1966) defined culture as the way each organisation carries out 

its activities, which is often expressed by the following statement: “That’s the way we do things around here”. Years later, Mayo (1991) accepted the idea and added that organisational culture results from the interaction of six dis-tinct factors. Some are intangible and difficult to  observe, while others are openly  expressed  in  internal  documents  and  perceptible  behaviour.  These factors are as follows: 

a) Values and beliefs. 

b) Rules of behaviour. 

c) An organisation's written policies. 

d) Top-down motivation. 

e) Formal and informal systems and processes. 

f) Internal networks within the organisation 

Peiró (1997) defined organisational culture as the system of beliefs and 

assumptions  of  an  organisation,  as  well  as  the  interpretation  of  relevant events  and  phenomena  within  the  entity.  This  definition  refers  to  cultural content that involves a  training  process based on learning shared meaning (Sánchez  et  al.,  2006).  According  to  Álvarez-Nobell  et  al.  (2012),  organisa-tional  culture  is  created  by  the  interrelationship  of  processes  such  as  the adoption of the company's philosophy, the sense of belonging, adaptation, sat-isfaction, and shared leadership within the group. This set of categories can be identified by a matrix that includes sub-categories or concepts, along with a set of characteristics that can be observed in the internal audience. 

Villafañe (1999) suggests that organisations, like individuals, have a 

type of corporate psyche that houses a variety of features related to behav-iour, attitudes, beliefs, assumptions, rituals and customs, some of which are specific  and  observable,  which  makes  them  subject  to  intervention  when needed. These features comprise what might be called corporate conscience. However,  other  aspects  are  revealed  either  implicitly,  or  through  explicit behaviour,  which  reflect  latent  meanings  and  attitudes  that  can  only  be 
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observed indirectly and are part of the corporate unconscious. Both features make up the culture of an organisation. 

Between  the  corporate  realms  that  are  conscious  and  unconscious, 

there are other qualities that also express culture, such as certain behaviour patterns  and  customs  that  provide  access  to  culture-specific  meanings, which are related  to the pre-conscious level of the corporate psyche (Vil-lafañe, 1999). Along these lines, Serrate et al. (2014) assert that organisa-tional culture is a social construct derived from two distinctly human cate-gories—communication  and  activity—  which  are  continuously  influenced by the wider social system. Culture represents the set of symbols that gives meaning to activity and guides people's behaviour in the workplace, which is expressed in tangible and intangible indicators that can be measured in relation to the organisation's objectives. 

Herbert (2000) defines culture as the glue that holds the organisation 

together,  incorporating  values,  rules  of  conduct,  policies  and  procedures. Aguirre (2004) described it as a set of essential, interactive features, which are produced and shared by the organisation in order to achieve its objec-tives. These elements create cohesion and provide identity, which must then be taught to new members. Hofstede (1991) describes corporate culture as the collective programming of the mind that differentiates the members of one organisation from another. The novelty of this definition is that corpo-rate culture resides in the minds of an organisation's members, and not just in the mindset of managers and senior executives. 

Erez and Early (1993) define organisational culture according to four 

groups of variables: 

a) Cultural  values  and  norms:  criteria  used  to  evaluate  management 

techniques. 

b) Management and motivational techniques: how these  strategies help 

individuals achieve their goals, in addition to enhancing their self-es-teem and well-being, which are defined in terms of cultural values. 

c) The  “Self”  as  an  information  processor  and  interpreter  of  organisa-

tional stimuli. 

d) Cultural values and work behaviour, resulting from the above varia-

bles, such as different indexes of work behaviour, attitudes toward the quantity and quality of work, and isolating behaviour as opposed to an active and involved position in the organisation. 
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As one can see, despite the considerable number of highly distinct def-

initions of  organisational culture,  we  have identified  three attributes  that are found in most of them (Tharp, 2009): 

a) The existence of shared meaning. 

b) The idea that corporate culture is socially constructed and influenced 

by the environment as well as the history of the organisation. 

c) The assumption of its presence at all levels of the organisation. 

Schein (1984) identifies three levels at which corporate culture mani-

fests itself: 

a) The level of explicit behaviour. 

b) The level of values. 

c) The level of basic assumptions. 

 

3.2. Levels of organisational culture Explicit behaviour, which Schein (1984) calls “artefacts”, is the most visi-ble and external level of organisational culture, and is determined by the structure and processes of the organisation, including the  physical envi-ronment and the people who make up the entity. These features are both observable  and  tangible,  which  enables  the  organisation's  culture  to  be studied. This includes the spatial arrangement of  the members,  the geo-graphical location of the organisation, the staff's dress, behaviour patterns, language,  visible  symbols,  style,  work  processes,  and  written  rules.  This level reflects the expression of culture,  yet not its essence, which makes the culture difficult to evaluate, because although the data is easy to obtain, it is difficult to understand. 

Shared  values  allow  the  behaviour  of  a  specific  group  to  be  under-

stood. They are difficult to observe directly, so they must be inferred from explicit behaviour. The basic assumptions, or underlying suppositions, re-flect the deepest level of the culture and allow it to be truly understood. Not only are they unconscious, but they also determine the way members per-ceive, think and feel. They have their origin in shared values. The levels of culture developed by Schein (1984) are shown below (Figure 1). 
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Figure 1. The levels of organisational culture and their interaction 

 

Specific behaviour 

Technology                      Visible, but often difficult 

to decipher 

Spatial arrangement  

and geographical location 

Visible patterns of behaviour 

 

Values                      High level of knowledge 

 

Basic assumptions 

Relations with the  

environment                    Taken for granted 

Nature of time and space         Invisible 

Nature of the human race        Unconscious 

Nature of human activity 

Nature of human  

relationships 

Source: prepared by the authors based on the work of Shein (1984). 

 

This distinction between levels is not always clear nor easy to identify 

on a practical level. Hatch (1993) challenges the rigidness of the level distinc-tion proposed by Schein (1984) and introduces instead a model in which or-ganisational culture is seen as a dynamic and interdependent process. In this circular and continuous system, four basic components are continually inter-related  and  provide  feedback:  artefacts,  values,  basic  assumptions,  and 
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context. Along the same lines, the approach by Martin (2001) also opposes the vision offered by Schein (1984), with regard to static levels of culture, as she emphasises  the  diversity,  conflict,  and  multiple  interpretations  that  exist within the same organisation. Her contributions are based on the idea that culture is multidimensional. 

Complementing the previous approach, Denison (1990) does not empha-

size the levels of organisational culture offered by Schein (1984), but instead focuses on how cultural traits impact organisational effectiveness by identify-ing four key dimensions: 

a) Involvement: the level of commitment and empowerment of employees. 

b) Consistency: the presence of shared values and systems that foster cohesion. 

c) Adaptability: the organisation's degree of responsiveness to changes oc-

curring in the surrounding environment. 

d) Mission: clarity in strategic objectives and a long-term vision. 

These cultural  traits have  a  direct  impact  on  an organisation’s  perfor-

mance, as they are related to profitability, growth, and employee satisfaction. 

 

3.3. Classifications of organisational culture Over  the  years,  various  classifications  of  corporate  culture  have  been  pro-posed. Among the most frequently cited are those of Harrison (1972), Handy (1993), Quinn and Rohrbaugh (1983), and Hofstede (1983), whose ideas are outlined below. 

For Harrison (1972) and Handy (1993), culture is a kind of corporate 

ideology  expressed  by  how  each  organisation  manages  certain  processes. These  include  its  ways  of  thinking  and  learning,  the  power  relationships within the organisation, the ways of influencing and achieving change, and the instruments of motivation and reward. These factors can be grouped into four general variables: 

a) Supra-cultural values. 

b) Relationships of influence and power. 

c) Ways of thinking and learning. 

d) Instruments of motivation and reward. 

Based on these variables, Handy and Harrison identify four types of cor-

porate culture: 

a) Power culture. 
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b) Purpose culture.  

c) Task culture.  

d) People culture. 

Power  culture  is  described  as  highly  centralized  yet  very  informal 

(Salumaa, 2007). Power in the organisation resides in an autocratic leader who, like a spider in a web, steers the organisation. There are few rules and scant bureaucracy. The members of the organisation tend to move as close as possi-ble to the centre, which is the source of power. Consequently, the internal cli-mate of the organisation is highly susceptible to manipulation and intrigue. In this system, the main logic is the hierarchical differentiation of power and sta-tus (Trompenaars & Woolliams, 2002). 

Purpose  culture  is  also  highly  centralized,  but  very  formal  (Salumaa, 

2007).  This  type  of  culture  is  highly  structured,  where  control  is  exercised through rules, legal procedures, and the assignment of rights and responsibili-ties. The bureaucracy and high degree of formality make these organisations rigid and very inflexible (Trompenaars & Woolliams, 2002). 

Task culture is very formal, yet only slightly centralized (Salumaa, 2007). 

In an ideal scenario, this type of rational culture is oriented toward tasks and projects. Organisational relationships are results driven, based on rational and instrumental considerations, and they focus on specific, role-based aspects of the people involved. Management of the organisation is considered a continu-ous problem-solving task (Trompenaars & Woolliams, 2002). 

In the People culture, the levels of both formality and centralisation are 

low (Salumaa, 2007). In these organisations, the individuality of the members is the key feature. The aim of the organisation is to satisfy the specific needs of the  individuals,  and  it  has  no  inherent  values  beyond  this  objective (Trompenaars & Woolliams, 2002). It bears mentioning that the genuine cul-ture of an organisation is always a combination of these four types, as there is no such thing as a pure culture (Villafañe, 1999). 

In 1983, Quinn and Rohrbaugh laid the groundwork for the Competing 

Values Framework (CVF), with the intention of identifying indicators of corpo-rate efficiency. In a review of the scientific literature on the subject, Campbell (1977) identified 30 different criteria of organisational efficiency. Quinn and Rohrbaugh (1983) argued that the choice of specific criteria generally reflects personal values in the domain of efficiency. These authors invited 52 organisa-tional researchers to rank the criteria listed by Campbell (1977), after which 
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the  scholars  described  three  dimensions  of  value: internal-external, control-flexibility, and means-ends. 

The CVF models developed by Cameron and Quinn (2006) are shown be-

low (Figure 2). 

 

Figure 2. Competing Values Framework 

 

Flexibility 

 

Human relations       Open system 

model          model

Means: unity,          Means: flexibility, 

morale            preparation

Aims: human         Aims: growth, 

resources            resource 

development         acquisition 

Internal                                                                 External 

 

Internal process              Rational 

model            objective model

information            Means: planning, Means: 

management,         setting objectives

communication              Aims: 

Aims: stability,              productivity, efficiency control

 

Control 

 

Source: prepared by the authors based on Cameron and Quine (2006). 

 

The Competing Values Framework analyses individual leadership behav-

iour,  as  well  as  how  this  behaviour  engenders  competencies  and,  most  im-portantly,  how  these  skills  create  specific  types  of  value.  In  their  research, Quinn and Rohrbaugh point out that efficient companies manage two balancing acts: the first is focus, in which some companies become efficient by prioritising internal processes, while others are efficient because they maintain an external 
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competitive position; the second balancing act is stability, as some organisa-tions are efficient because they are flexible and adaptable, while others achieve efficiency through stability and control. 

Using the CVF as a reference, Cameron and Quinn (2006) identified four 

types of corporate culture: hierarchy (control); clan (collaboration); adhocracy (creation); and market (competition). These types of culture are detailed below in Figure 3. 

Figure 3. Types of corporate culture 

 

Flexibility and discretion 

 

Clan                Adhocracy 

Collaborative orientation              Creative orientation 

 

Successful leaders are              Successful leaders are seen as innovators, seen as mentors and entrepreneurs, and team builders visionaries

 

s                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                         The underlying theory of           The underlying theory of effectiveness is “human effectiveness is development and                  d n “innovation, vision, and o u participation” new resources”an                n ti oc s io ra f cuat al oti teg rn n fen i al te d Market nfer Hierarchy In an erif Competitive orientationd Control orientation xt Successful leaders are E Successful leaders are competitors, producers, seen as organisers, and hard workers coordinators, and The underlying theory of instructors effectiveness is The underlying theory of “aggressive competition effectiveness is “control and a customer focus” and efficiency”

 

Stability and control 

 

Source: prepared by the authors based on Cameron and Quinn (2006).  

 

Although one of the most widely referenced theoretical frameworks is 

the  Competency-Based  Value  Model,  research  studies  have  acknowledged 
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shortcomings  in  the  adaptation  of  traditional  instruments  (Reyes  &  Patlán, 2024). According to Durán et al. (2025), there is no ideal, universal model for measuring organisational culture, as each company has its own unique charac-teristics. These authors propose a hybrid model that integrates the most rele-vant features of existing models to obtain a model that can be adapted to differ-ent  business  contexts.  Depending  on  the  style  of  organisational  culture developed, companies promote key variables of stability, organisation, adapta-bility, market orientation, consistency, uncertainty, and hierarchy, with the aim of improving their performance and competitiveness. 

Hofstede (1983) postulated that a culture could be classified by compar-

ing the degree of individualism with collectivism, which is the apparent metric of the distance of the employees from the power structure, and the tendency to avoid uncertainty. As a result, this author outlines six practical features related to orientation:  

a) Process vs. results. 

b) Employee vs. work. 

c) Local vs. professional. 

d) Open system vs. closed system. 

e) Lax control vs. strict control. 

f) Normative control vs. pragmatic control. 

However, according to Earley & Gibson (1998), individualism and collec-

tivism are not diametrically opposed. Instead, these authors believe the two can coexist within an organisation, depending on the context and type of task in question. In this regard, Hampden-Turner & Trompenaars (1997) suggest that individualism and collectivism can be combined to varying degrees within an organisation, depending on the situation and industry. 

Along the same lines, as the values and individual characteristics of em-

ployees converge with organisational values to influence the performance, cul-ture, and well-being of an organisation, Schneider (1990) explored the concepts of  organisational  climate  and  culture.  In  his  work,  he  presents  a  conceptual framework that focuses on how the fit between a person and the organisation (P-O Fit) is influenced by perceptions of the company environment, as well as the underlying values of the organisational culture. Schneider's theory, known as ASA (Attraction-Selection-Attrition) (1987), proposes three key processes that influence the creation of an organisation’s culture:
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a) Attraction: People are attracted to organisations that share their values 

and traits. 

b) Selection: Once people become attracted to an organisation, the latter 

selects the candidates who best fit in with its  organisational culture and needs. 

c) Attrition: People who do not fit in well with the organisational culture in 

terms of values, attitudes or behaviour tend to leave the company. 

In this context, an organisational culture that encourages collaboration 

and continuous learning fosters the creation and effective flow of knowledge within the organisation. In their SECI model, Nonaka & Takeuchi (1995) de-scribe how knowledge is created, shared and managed within  organisations, thereby driving innovation and learning in four key stages:   

a) Socialisation: the process of sharing implied knowledge between people 

through shared experience. 

b) Externalization:  the  stage  in  which  implied  knowledge  is  converted 

into  explicit  knowledge  through  a  process  of  codification,  in  which non-codified ideas and experiences are transformed into explicit con-cepts or models. 

c) Combination: in this phase, different types of explicit knowledge are com-

bined to create new explicit knowledge. 

d) Internalisation:  the  process  by  which  explicit  knowledge  is  converted 

back into implied knowledge through its practical application.  

Along the same lines, Senge (1999) believes that a culture of knowledge 

is  a  key  component  of  the  organisational  culture  of  companies  that  make  a strong effort to foster learning. Knowledge not only resides in individuals, but also in the organisational system, its processes, and culture. Organisational cul-ture must facilitate learning and knowledge management so that the organisa-tion can develop in a sustainable way. This implies changing traditional para-digms of control and hierarchy for a more collaborative and adaptable vision. 

 

3.4. The creation and purpose of organisational culture  Over the years, there has been a long-standing debate regarding the benefits of one type of culture over another. However, the most widely accepted view in today's corporate environment is that there is not just one culture that is right for an organisation. Instead, there are a variety of cultures that more or less fit a particular situation at a given time (Recklies, 2001). 
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Likewise, one must also consider that creating a culture is never instan-

taneous. The founder's vision and mission reflect their values and beliefs, which lead to the formation of the initial culture. During the selection process, person-nel  managers  have  a  preference  for  individuals  with  values  similar  to  those preached and practised by the organisation (Adkins et al., 1994). After joining, values are instilled in the newcomers through training courses, mentoring, ad-vice, interaction with other employees, participation in corporate events, and case studies (Suar & Khuntia, 2010). 

In this development process, Schein (1985) explains that the founders 

and initial leaders establish the vision, values, and norms that comprise the ba-sis of the organisational culture. Van Maanen & Schein (1979) describe how new employees learn and adopt the organisational culture through socialisa-tion activities such as training and mentoring. Deal & Kennedy (1982) argue that organisational symbols, rituals, heroes and myths strengthen identity and cultural cohesion within companies. Kotter & Heskett (1992) explain how or-ganisational cultures can be flexible or rigid, and how successful companies re-inforce their culture by aligning it with their own business strategy. In refer-ence to his ASA model, Schneider (1990) explains how organisations attract, select, and retain people who are compatible with their views, thereby reinforc-ing the culture over time. 

It is necessary to point out that corporate culture has four basic purposes 

(Kreiner & Kinicki, 2004): 

a) It confers a corporate identity on members, thereby giving meaning to 

their activity within the organisation.  

b) It  fosters  a  collective  commitment:  Organisational  development  is 

the result of a group effort, or in other words,  there is an invisible link of emotion and feeling that unites employees  to develop a col-lective commitment.  

c) It promotes stability of the social environment, reflecting the extent to 

which the work climate is perceived as positive and reinforcing, thereby leading to effective management of conflict and change.  

d) It shapes behaviour: This purpose helps employees understand why the 

organisation does what it does, and how it intends to achieve its long-term goals. 

[image: ]

 Organisational Culture as a Key Intangible: A Descriptive… | Abuín & García

209

 

From a discursive approach, Alvesson (1993) points out that culture is 

not a permanent set of values or beliefs, but a dynamic process that is devel-oped and negotiated through communication and discourse within the organi-sation. Organisational culture is constantly shaped and transformed through communication between members of the entity. In other words, verbal interac-tion, rituals, narratives and organisational symbols are fundamental for build-ing  collective  meaning.  By  engaging  in  discourse,  organisations  create  and maintain an identity that is shared by its members. Weick (1995) explores how individuals and organisations interpret and give meaning to their experiences and environment. This author uses the term sensemaking to describe the con-tinuous social process by which people interpret events and actions, thereby constructing a shared understanding that guides organisational behaviour. He identifies seven key features of this process within organisations: 

a) Identity and identification: The way individuals perceive themselves af-

fects how they interpret events and situations. 

b) Retrospect: People interpret what happens by observing what has hap-

pened in the past. 

c) Action: The acts of individuals are not only responses to events, but also 

a way of creating the events themselves. 

d) Social interaction: Engagement among people is fundamental for sharing 

and creating the meaning of events. 

e) Continuity: This refers to the process on continuous evolution, depending 

on changes that take place regarding information and context. 

f) Clues: The process of interpretation depends on the clues or signals that 

individuals gather from the environment. 

g) Plausibility over accuracy: This feature pursues a plausible interpretation 

that makes sense to the members of the organisation, even in cases where it is neither perfect nor completely accurate. 

Organisational culture and philosophy are concepts that sometimes over-

lap, yet they have different focuses and objectives. Schein (1985) defines organ-isational culture as a system of shared assumptions that develop over time and guide behaviour in the organisation. By contrast, organisational philosophy is more explicit and is usually imposed by leaders as a set of formal values and principles. For Deal and Kennedy (1982), culture is developed through rituals, symbols and myths that affect the behaviour of employees on the emotional and 
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social level. Although philosophy establishes a clear direction for the company, it is not always reflected in the true culture of the organisation.  

The interaction between emotion and organisational culture is crucial for 

developing a positive working environment. Härtel and Ashkanasy (2010) ex-plore how emotion plays a key role in organisational communication, thereby contributing to the well-being and effectiveness of the working environment. Positive emotion encourages open and effective communication, while negative emotion can hinder interaction between team members. Moreover, corporate culture influences how emotions are experienced and expressed within the or-ganisation. A healthy and positive organisational culture fosters the emotional well-being of employees and promotes collaboration and innovation. Zhang et al. (2023) explain that certain factors of organisational culture, such as psycho-logical safety, collectivism, and the distance of employees from the power struc-ture,  influence  the  managerial  contexts  of  social  matters  and  performance which,  in  turn,  improves  innovation.  An  organisational  environment  that  is well-structured,  together with  adequate resources and a culture  that fosters psychological safety, can enhance innovation and efficiency. 

Kotter and Heskett (1992) differentiate between organisational culture 

and  philosophy,  arguing  that  the  former  can  be  either  adaptable  or  rigid, thereby influencing long-term success, while the latter represents a strategic direction of the company. However, if the company’s philosophy is not compat-ible with the existing corporate culture, it can be difficult to implement. Cam-eron and Quinn (2006) distinguish between the types of organisational culture indicated in the CVF, and those of philosophy, the latter of which is more fo-cused on idealized norms defined by company leaders. 

 

3.5. The benefits of organisational culture  According to a large part of the scientific literature, the main advantages of a positive corporate culture for the effective functioning of an organisation are the  following,  among  others:  organisational  culture  enables  the  company  to achieve its objectives; it significantly influences the employees with regard to  performance, morale, job satisfaction, commitment, loyalty, attitude, motiva-tion, and mobility; and, it enhances the company’s efforts to attract and retain talented  professionals  (Denison,  1990;  Fisher,  2000;  Marcoulides  &  Heck, 1993; Rollins & Roberts, 1998; Weiner, 1988). 

According to Sadri and Lees (2001), when members of an organisation 

identify with the culture, the work environment becomes more pleasant, which enhances  employee  morale.  With  more  interaction  between  employees, 

[image: ]

 Organisational Culture as a Key Intangible: A Descriptive… | Abuín & García

211

 

learning  and  continuous  improvement  are  encouraged,  because  information flows more freely. Furthermore, this type of culture helps to attract and retain the best employees (Greger, 1999), due to being considered one of the main reasons why workers choose certain employers. 

Schneider (1995) suggests that the efficiency of employees is mainly the 

result  of  organisational  culture.  This  author  found  evidence  to  suggest  that practises  conducive  to  encouraging  productive  behaviour  among  employees led to higher levels of goal-focused behaviour, self-control, and trust in both the organisation and co-workers. In fact, Schneider (1995) uses the term collabo-rative culture to describe the phenomenon, and suggests that placing the em-phasis on harmony, cohesion and teamwork lays the groundwork for maximum employee involvement. Furthermore, this author points out that such partici-pation reflects a strong identification with the organisation, and shows a will-ingness to go beyond the job description to make an effective contribution to the corporate objectives. Schneider (1995) concludes by saying that culture es-tablishes the conditions for determining internal effectiveness, as it stipulates whether performance is effective or ineffective, in addition to the very meaning of what is effective and ineffective for the organisation  

Roos and Van Eeden (2008) found a direct relationship between employ-

ees' perception of organisational culture and their level of work satisfaction. Their focus on human resources generated highly favourable views, followed by  positive  opinions  regarding  the  decision-making  culture,  relationships within the organisation, and the orientation toward performance. In the case of work satisfaction, the main driving forces were organisational functioning, feel-ings about compensation and benefits, and professional issues. Corporate cul-ture has a positive impact on motivation, as long as managers and leaders are able  to  foster  a  sense  of  belonging  among  employees  and  involve  them  in achieving the company’s objectives (Moynihan & Pandey, 2007).

Another benefit of corporate culture is its contribution to improving  a 

company's performance and employee commitment (Denison & Mishra, 1995; Irefin & Mechanic, 2014; Boon & Aruguman, 2006). In a study conducted by Nikpour (2017), the results indicate that organisational culture not only has a direct and positive impact on company performance. In fact, it also has an indi-rect  influence  on  enhanced  employee  commitment.  Moreover,  he  concluded that the latter impact is stronger than the former.  

Ahmed and Sahfiq (2014) confirm that culture plays a fundamental role 

in achieving corporate objectives. They also assert that in cases where culture 
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is increasingly used to avoid uncertainty in an organisation, the company's per-formance is stronger. 

Corporate culture also has a positive effect on the innovative capability 

of organisations. Naranjo et al. (2019) recently demonstrated that culture acts as a catalyst for innovative strategies. Furthermore, they found that  adhoc-racy cultures promote innovative strategies, while hierarchical cultures en-courage imitation. 

Another advantage of corporate culture is that it fosters the inclusion of 

sustainability policies in organisations. According to Linnenluecke and Griffiths (2010), minor cultural changes such as the publication of sustainability reports, the integration of sustainability measures in the evaluation of employee perfor-mance,  and  the  training  of  employees,  can  provide  a  positive  context  for changes in the values and beliefs of workers, or even in basic assumptions re-lated to these aspects. 

The relationship between communication and corporate culture within 

an  organisation  must  also  be  addressed.  Frequent  debate  and  interaction among members aimed at reaching a consensus and resolving differences tends to improve communication. The consistency between beliefs and practises fos-ters the exchange of information and the ability to carry out coordinated activ-ity at all levels (Denison, 1990). 

Likewise, it has been discovered that the stronger the culture, the greater 

the corporate efficiency. A robust organisational culture paves the way for bet-ter communication, and better communication improves efficiency, which im-plies that corporate culture has an impact on efficiency through communication (Gochhayat et al., 2017). 

 

4. Discussion and conclusions An analysis of the literature review has helped clarify the concept of organisa-tional culture as a key intangible asset. Moreover, this study has delved into its main levels, classifications, purposes, creation, and benefits. 

Based on the review, although corporate culture has become a fundamen-

tal concept in business management, its growing prestige has also contributed to greater ambiguity in its definition. However, the identification of common features of the various definitions reviewed suggests that organisational cul-ture is primarily a shared and socially-constructed phenomenon. 

The diversity of typologies proposed over time reflects the multiple ap-

proaches taken in order to address this phenomenon, the aim of which has been to  understand  the  cultural  dynamics  of  organisations.  However,  these 
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classifications might be limited, as organisational culture is a dynamic phenom-enon. This intangible asset requires proactive and flexible management that is adaptable  to changes in the environment, and aligned with corporate  objec-tives, as its level of effectiveness depends on the context in which it develops. 

The following conclusions have been drawn from the present study: 

a) As the definition of organisational culture increases in ambiguity with its 

expansion, it is not only used for different purposes, but is subject to var-ious interpretations as well. However, three attributes regularly appear in most definitions of the concept: the existence of shared meaning; the idea that corporate culture is socially created and influenced by the or-ganisation's  environment  and  history;  and  its  assumed  presence  at  all levels of the organisation (Tharp, 2009). 

b) Over the years, several classifications of corporate culture have been set 

forth. Among the most frequently cited are the following: The categorisa-tion  proposed  by  Harrison  (1972)  and  Handy  (1993)  encompasses power culture, role culture, task culture, and people culture; Quinn and Rohrbaugh (1983) offer another view in their concept known as Compet-ing  Values  Framework;    and  the  six  practical  dimensions  of  Hofstede (1983) assert that organisational culture is mostly concerned with the following dual orientations: process vs. results; employees vs. work; local vs. professional; an open system vs. a closed system; relaxed control vs. strict control; and rules-based control vs. pragmatic control. 

c) Over time, there has been a long-standing debate regarding the benefits 

of one type of culture over another. However, the most widely accepted view in today's corporate environment is that no single culture is right for an organisation. Instead, there are various cultures that conform to specific situations, more or less, which vary according to a given context (Adkins et al., 1994; Recklies, 2001; Suar & Khuntia, 2010). 

d) The  main  advantages  of  a  positive  corporate  culture  for  the  effective 

functioning of an organisation are the following, among others: organisa-tional culture enables a company to achieve its objectives; it significantly influences the employees with regard to  performance, morale, job satis-faction, commitment, loyalty, attitude, motivation, and mobility;  and, it enhances the company’s efforts to attract and retain talented profession-als (Denison, 1990; Fisher, 2000; Marcoulides & Heck, 1993; Rollins & Roberts, 1998; Weiner, 1988). 
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The  foregoing  data  reaffirm  the  growing  importance  of  organisational 

culture, as well as the need for companies to manage this asset in an integrated way. Such management is necessary in order to conduct a detailed appraisal of a company’s culture, the aim of which is to align it with the business project at hand,  and  to  allow  the  organisation  to  benefit  from  its  contribution  to  the achievement of corporate objectives. 
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Abstract: Organisational culture is essential for creating brand value and reputational positioning.
This intangible asset helps to ensure a strong competitive advantage and enhanced credibility with
stakeholders. To conduct the descriptive review, a methodology based on the SALSA Framework was
used. This study analyses the evolution of organisational culture, as well as its key levels, categories,
purposes, design, and benefits, the aim of which is to clarify the concept. Despite ambiguity related
to the term organisational culture, the findings reveal a recurrence of common attributes, as well as
a variety of proposed categories, and a long-standing debate regarding the benefits of one type of
culture over another. Moreover, the present research provides a structured and up-to-date view of the
existing knowledge pertaining to this intangible asset.

Keywords: Corporate Communication; Organizational Culture; Intangible Resources;
Corporate Reputation.

Resumen: La cultura organizacional resulta clave en la generacion de valor a las marcas y en el
posicionamiento reputacional. Este recurso intangible ayuda a garantizar el aprovechamiento de
ventajas competitivas fuertes y a ganar reconocimiento por parte de los grupos de interés. Para la
realizacion de esta revision descriptiva se aplica una metodologia basada en Framework SALSA. En
este trabajo se analiza la evolucion de la cultura organizacional y sus principales niveles,
clasificaciones, funciones, construccién y beneficios, con el objetivo de clarificar este concepto. Los
resultados revelan la repeticion de atributos comunes, a pesar de su ambigiiedad, la variedad de
clasificaciones propuestas y el debate prolongado con relacién a los beneficios que puede aportar un
tipo de cultura frente a otro. Esta investigacion proporciona una vision estructurada y actualizada del
conocimiento existente sobre este recurso intangible.

Palabras clave: comunicacién corporativa; cultura organizacional; recursos intangibles;
reputacién empresarial.
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