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Abstract

It has been globally found, that organizations with high performance developed when
their organizational culture was aligned with their priorities and objectives along with more

effective management of their employees.

Organizational culture is the most critical parameter of growth and development of
any organization. It consists the personality of the organization and is interwoven with its
philosophy, its objectives, its functions and its structure. It is the bridge between
organizational behaviour and strategic management while is also offered as a tool for

providing advice to organizations in their attempt to achieve necessary change.

At the opposite end, we have the Greek Public Sector / Greek Public Administration
and its effort of modernization, in order to become more effective and efficient. Despite the
fact that a lot of efforts have been made in recent years, mainly through the Operational
Programs of the National Strategic Reference Framework, for changes into the public sector,

they have not yielded yet the expected results.
Taking under consideration:

e The need for significant reform of the Greek Public Sector;
e The maintance of effective relations between members of public sector;
e The need of public sector to adapt to rapid changes in the external

environment (e-government, change in directions of European Policies, etc.)

We will attempt to explore the organizational culture in the public sector, by choosing
as a study the institution of the Decentralized Administration of the Aegean which essentially

is a decentralized administrative structure of the State, with decision — making competences.

Our approach will be primarily through literature, giving detailed descriptions of the
terms of organizational culture, public sector and Decentralized Administration of the
Aegean, emphasising the evolution of the institution and its organizational stages of changes
through the years and then by conducting questionnaires we will attempt to associate the
meaning of organizational culture with efficiency indicators by using as a survey sample the
total number of employees in it. Specifically, the analysis of organizational culture elements
and perspective changes at various levels, either hierarchically or by age or by educational

level will be attempted, in relation to proposed changes that may occur from the new reforms
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of operational programs, reflecting in parallel attitudes and views of the employees during

those changes.

Key Words

Organizational culture, change, public administration, reform,
Decentralized Administration of Aegean
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Iepiinyn
‘Exel dwomotmbel oe maykdouo eminedo, OTL o1 OpyoviGHOl HE LVYNAES EMOOCELS,

avartoyOnkay Otov 1 OPYOVOOIOKY) TOLG KOLATOLPO, NTaV euBuypappucuévn pe Tig

TPOTEPOLOTNTES, TOVG GTOYOVG KoL TNV OMOTEAEGLATIKY JlaXElplomn TV epyalolEVOV TOVG.

H opyavoociokn kovAtoOpa amotedel v mo Kpiouun TOPAUETPO OVATTLUENG Kot
e€EMENg kdBe opyaviopod. AmoTteAel TNV TPOCOMIKOTNTO TOV OPYOVIGHOL Kl givol

CUVVQAGUEVT LLE TNV GIAOGOGTI0, TOVS GKOTOVGE, TIG AEITOVPYIES OALY KOt TN dOpU| 0L TOV.

Amotelel ) yépupa HETAED TNG OPYOVOGLOKNG CLUTEPIPOPAS KOl TNG CTPOTNYIKNG
dwyeipong, evd mopdAANAc ®G epyoreio TPOGEEPETOL Yoo TNV TOPOYN CLUPOVA®V GE

OPYOVIGLOVG, MOTE Va. emTevyBel adldayr| ekel mov givar avarykodaL.

210V OvTinoda, £Qovpe TOV EAANVIKO OMUOG1o TopEN / EAANVIKTY ONUdGLa d101KNon Kot
TNV TPOCTADEIL EKGVYYPOVIGUOD TOV, OCTE OVTOG VO KOTOOTEL O OMOTEAEGLOTIKOG KO
arodotikds.  Ilopd TG mpoomdbele tv Tedevtainv ypovov, Kuplowg péco omd To
Emyeipnolokd mpoypdupata tov EXITA, yio adloyég 610 dNUOGlo Topéa, avtég OV £xouv

OTOOMGCEL TO OVOUEVOUEVA OTTOTEAEGLLOLTOL.
Aappdavovtog voyn:

e  Tnv avaykn ovclIGTIKOV LETAPPLOUICEDY TOV EAANVIKOD ONUOGIOV TOUEN

e Tnv dtpNnoT AMOTEAECUATIKOV GYECEMV HETOED TOV UEADV TOV ONUOGIOVL
TOUEN

e Tnv avdykn TPocapUOYNS TOL dNUOGIOV TOUEN OTIG paydoies HETAPOAEG TOVL
e€otepcol mepPdAiovioc (MAektpovikn dStakvPépvnon, aArayn potag TV

EVPOTUTKDOV TOATIKOV, KTA.),

Ba TPOGTAONGOLLLE VO SIEPEVVIGOVLLE TNV OPYOVAOGLOKT KOVATOVPO GTO YMPO TOL ONUOGiov
TopéN, EMAEYOVTAG TPOG LEAETN TO Beapd TG ATokevipopévng Aloiknong Atyaiov, n omoia
amoteAel OTNV 0LGIOL UL SLOTKNTIKY OTTOKEVIPOUEVT] OOUN TOL KPATOVS LE OMOPAUCIOTIKES

OPLLOSIOTNTEG.

H mpocéyyion pag Ba yiver apyikd Piproypapikd, divoviag avaAvTiKES TEPYPUPES
TOV OpOV 0PYAVOCIOKT KOVATOVPA, dNUOGLOG Topéag Kot ATokevipopévn Atoiknon Atyaiov,
dtvovtag Eueacn otnv oaypovikn €EEMEN Tov BeGLOV Kot TOL OPYOVOTIKA GTASI0. OAAOYDV

TOV, EV® OTN OULVEXEWL HE TN OlEVEPYEWD EPOTNHATOAOYI®V Bo  emyelpicovpe va



JeAiba |6

OLCYETIGOVLE TNV £VVOL0, TNG OPYOVOCIOKTG KOVATOVPOS HE OEIKTEG OMOTEAEGLATIKOTNTOG LE
T0 VIO €pevva Oelypa, TOV OMOTEAEL TO GUVOAO T®V LANPETOVVIOV VTUAAMA®V GTNV
Amoxevipopévn Atoiknon Atyaiov. Xvykekpuyéva, Oa emiyeipndel n avdivon otoyyeiov
OPYOVAOGCIOKNG KOVATOUPOG KOl TMV TPOONTIKAOV OAAAYDV o€ dldeopa emineda, e€ite
1EPaPYIKA, €T NAKIOKA, EITE EMUTEOOV EKTOIOELONG, OE GYEOT UE TIG TPOTEIVOUEVEG OAAAYEG
OV  EVOEYOUEVMG VO TPOKVYOLV Omd TIG VEEG HeTAppLOUIOTIKEG TopeuPdoels TV
EMYEPNCIOKOV  TPOYPUUUATOV, OTOTVTOVOVTOG TOPOAANAG OTACELS KOU OTOYELS TMV

epyalopévev Katd T SApKELD TOV OAALYDV OQVTOV.

Ag&Eerg — Kherowa

Opyovocuoky]  KovAtovpa, oriayr), Anpoocwe  Awiknon,
pETAPPUOHIGN, ATOKEVTPOUEVT AloiKnon Aryaiov
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Introduction

Change management in a public organization
Although there is an extensive literature on organizational change just recent studies

have examined to what extent private sector change management techniques are applicable in
a public sector context. Moreover, emphasis is given in the content and context of change
rather than the implementation process. Despite the fact that there is substantial evidence that
the implementation of organization change is due to failure most of the times, there is a little
evidence on how organizational change can be effectively managed in public sector
(Armenakis & Bedeian, 1999; Beer & Nohria,2000; Burke, 2010; Self, Armenakis, &
Schraeder, 2007; Boyne, 2006; Karp & Helge,2008; Kickert, 2013; Klarner, Probst, &
Soparnot, 2008; Rusaw, 2007; Burnes, 2009; Coram & Burnes, 2001; Isett, Glied, Sparer, &
Brown, 2012; McNulty & Ferlie, 2004; Burnes, 2011; Kotter, 1996; Fernandez & Pitts, 2007;
Kickert, 2010).

Public organizations are usually confronted with the need to implement organizational
changes. In academic research, we come across with (Joris van der Voet, 2013):

v' Little attention concerning the processes through which organizational change
in public organizations are being developed;

v’ A respectful number of researches focuses on organizational change in public
organizations as the public management reform perspective in means of
changes to the structures and processes of them and on the content and effects
of organizational changes on the sector generally or on national level;

v’ Little contribution on how the implementation of organizational change in the
public sector is manageable;

v Theory on the management of organizational change has mainly been based
on private sector cases and examples;

v' Emphasis was given to the role of contextual factors during organizational
change but not to the specific characteristics of public organizations;

v" Studies have been focusing on organizational changes in different types of
public sector organizations;

By reviewing the literature concerning the organizational change in public
organizations we come across two (2) considerable short comings (Joris van der Voet, 2013).

The first one has to do with the fact that most studies are based on case - based design, using
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quantitive methods, giving emphasis on the importance of leadership during change in public
organizations and little attention has been given on the effectiveness of leadership during
change in public organizations.

The second short coming deals with the lack of empirical evidence of specificity of
organizational change in the public sector. Public organizations have specific characteristics
that are eligible to influence organizational change which may not be applicable in public
organizations. However, there is small evidence about what is distinct about change in public
organizations and what makes change management specific in those organizations.

The attempts of public administrations to undergone several managerial reforms in
association with new public management, are several. Many processes of organizational
change have accompanied the attempts of shaping post-bureaucratic organization forms. To
most of the cases, the reform process has focused on the decentralization of operations and to
the performance management within these units. These changes did not pay much attention
neither to the empirical understanding of organization’s culture within the public sector nor to
the cultural characteristics of it. The lack of dealing with cultural aspects has both
management and public policy implications.

From the management side, the lack of studying and understanding public sector’s
culture indicates that this can lead to serious problems during the change process and the
attainment of strategic objectives (Parker & Bradley, 2000). Moreover, any management
techniques being used with the new public management can easily being in conflict with
culture, values and attitudes of public sector organizations. Therefore, it is strongly argued
that the achievement of new forms of public management should be developed under
complete awareness of organizational culture of public sector as a basis for the imposed
appropriated strategies and the achievement of positive outcomes.

From the policy side, an awareness of public sector culture provides the basis for

explaining and assessing the appropriateness of any reform process.

Chapter 1: The notion of culture in modern organizations
The approach of Max Weber regarding the study of organizations in the early of the

20" century as bureaucratic infrastructures, pointed out that its functions are governed by
typical rules that aim to the accomplishment of specific goals with rational manner, fulfilling
certain criteria of efficiency and effectiveness. From the middle of the 20" century, dominant

exemplar was the functional and systemic approach, whereas organizations were considered
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as systems to fulfil the necessary functions. In the 1980s, the meaning of culture is being
introduced to the studies of organizations, emphasizing the meaning of administrative culture

of public administration (Papoulias D., Sotiropoulos D., Oikonomou Ch., 2005).

In social sciences, the notion of culture is being used to indicate the symbolic,
learned, non-biological aspects of human society. It refers to a compound aggregate that
encompass elements, such as languages, ethics and customs, values, believes, knowledge,
behaviors, art and law. Moreover, it includes every other possible ability and habit of the

individuals as members of the social community (Abercrombie N., Hill S., Turner B., 1987).

Therefore, the new approach concerning organizations was based on the assumption
that organizations have a cultural dimension. Culture forms the character of the organization,
in meaning that its function and administration are defined by ideas, by values and by
attitudes. Great emphasis was given to the role of organizational culture as a mechanism of
integration, differentiation or even disintegration. A great percentage of academics believe
that culture is a ‘variable’ that can be measured while some others believe that culture is a

social structure, a product of social interaction (Lynn V. Meek, 1994).

By transferring the notion of culture into the area of the public administration, its
remarkable to be observed the degree that culture accelerates the double legitimacy of public
authorization over the public and over the civil servants (Chevallier J., 1993). Public
administration, as a type of organization, exerts a twofold function: the configuration of a
spirit of homogeneity among its employees and the better adjustment of the administration to

the general socio-economic environment that operates (Chevallier J., 1993).

1.1. The notion of culture
It has been generally recognized that organizations have distinctive cultures within

them. The notion of culture stems from the cultural anthropology and in bibliography there is

a great number of denotations.

According to the anthropologist Mary Douglas (1985), culture is not a static ‘concept’
but something that each one is constantly creating, expressing and affirming. She defines it as
‘.... the admonitions, excuses and moral judgements by which the people mutually coerce
one other into conformity’. According to this view, culture is not imposed from outside but

exposed from within; she also observes ‘.... the central issue is not cultural change. The



JeAiboa |13

amazing thing that needs to be investigated is cultural stability, whenever and wherever it is

found’.

Jerry Johnson (1992), developed a model of culture named as the ‘cultural web’. The
paradigm in the center is the set of core beliefs which maintains the unity of the culture. The
‘petals’ (Seel Richard, 2000) are the manifestations of culture which result from the influence

of the paradigm.

Most change programs concentrate on the ‘petals’ by trying to effect change by
looking at structures, systems and processes. Until now all these initiatives have shown that
they had a limited success. The main reason which often is overlooked is the paradigm, the

heart of culture, which if not changed, there is no lasting change (Seel Richard, 2000).

A paradigm is a self — consistent set of ideas and beliefs which acts as a filter.
According to Fritjot Capra (1997), ‘a paradigm is a constellation of concepts, values,
perceptions and practices shared by a community, which forms a particular vision of reality
that is the basis of the way a community organizes itself’. Paradigms are not imposed by
chief executives nor invented by consultants but they emerge from a multiplicity of

interactions between the individuals within the community.
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Figure 1: The cultural web, Source: Johnson, 1992
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According to Allaire and Firsirotu (1984), organizations consist of three elements
(Franks T.,1989): its structure, its cultural system and its individual members. Among those
three elements there is a dynamic interaction and influence both between them and by the
culture and political systems of the society, the organization’s background and history and

contingent factors, such as technology and the economic environment.

(Structurtﬁ{-—)( Culture )

(Individual members)

THE ORGANISATION

( Environment ) ( Society

N— —— | "

The organisation's goals
and history

Figure 2: Elements of organizations, Source: Tom Franks, 1989

Culture is by far not a product of individuals; it’s produced by a group of people
interacting with each other. It should be considered as a set of meanings and solutions derived
and shared by a group of people who meet specific needs and face specific problems. In order
these meanings to be considered as a part of culture, they should be collectively accepted

practices expressed by the group who eventually passes them to the new members. To belong
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to a culture an individual must share the same thoughts and actions of others in the group

(Louis, 1985; Trice & Beyer, 1992; Van Maanen & Barley, 1985).

In the literature we can distinguish two groups of culture definitions (Taysir M.

Khatib, 1996).

The first group, views culture as patterns, symbols and ideologies, norms and values
while the second one views culture as a complete way of life of any group of people with

interpersonal interactions and attitudes (Denison, 1990; Thompson, Ellis & Wildarsky, 1990).

The most comprehensive denotation of the concept of culture is given my Schein
(1995), who defines culture ‘as a pattern of share basic assumptions that the group learned as
it solved its problems of external adaptation and internal integration, that has worked well
enough to be considered valid and, therefore, to be taught to new members as the correct way

to perceive, think and feel in relation to those problems’.

Schein argued that culture exists on various levels. He also argued that the basic level
—which includes the basic assumptions on how the organization operates- is often overlooked.
The next level, involves more overtly expressed values about how things ought to be and how
each individual ought to respond in general. The last and more observable level, includes
artifacts and creations, such as technological processes, art (logos and symbols) and

behaviors (communication, patterns, etc.). (Figure 3: Three Levels of Culture, Schein, 1995)

Artifacts: visual organizational
structures and processes

==

Espoused Values: strategies, goals,
philosophies (espoused
justifications)

=

Basic underlying assumptions:
unconscious, taken for granted
beliefs, perceptions, thoughts and
feelings (ultimate source of values
and action)
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Figure 3: Three Levels of Culture, Schein, 1995

According to him, organizational culture is a deep established phenomenon, not easily
achieved, coping with external environment and internal integration. The key of coping with
both is the development of an orientated relationship. Careful analysis and evaluation of
relationships is needed in a turbulent environment where a good level of trust and

communication will lead to better implementation of solutions.

For other academics, change can be successful if it is connected to the factors of ‘the
readiness to change’ meaning the identification of what needs to be happen in an organization
and the way of implementing the change (Struckman & Yammarino, 2003) since
organizations are characterized by both forces of change and forces of stability. In that case,
organizational learning is considered to be the antithesis of the traditional bureaucratic
organization (Driver, 2002). Learning stems by ‘the participation of individuals in social
activities’ (Gherardi & Nicolini, 2001) and is closely linked with organizational culture
because it gives the context and framework for understanding how learning occurs, how

outcomes of previous learning become ingrained in norms and routines.

According to Alas & Vadi (2006), organizational culture can be perceived as an
adaptation mechanism assisting the organization to adjust and survive in a changing
environment and three critical factors should be taken into serious consideration when
analyzing the readiness to change: organizational learning, employee attitudes and

organizational culture.

Analysts emphasize between variations among cultures. Organizational cultures can
vary from strong to weak. Within organizations with strong cultures, members share and
adhere to them basic values and assumptions, meanwhile, within weak cultures members feel
little commitment and consensus. Apart from multiple cultures, subcultures can also be found
within the organizations. Subcultures, esteem from occupational specializations in
hierarchical levels and in public organizations occasionally we distinguish subcultures.
Another variation is the role of external societal cultures and their influence to the

organization.
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Different types of organizational cultures can be found in organizations depending on

several elements and factors such as the size and geographical location of the organization

and the imposed management.

Harrison (1972) for example, argues for four (4) main types of organizational types:

1.

Power culture; its structure may be considered as a web with control exercised
from the center which is basically the main source of power that influences the
rest of the organization. For its effectiveness, trust and personal
communication are essential,

Task culture; focuses on accomplishing job in hand. It is characterized by
flexibility, individual autonomy, mutual respect and adaptability,

Role culture (bureaucracy); lies in its specialties or functions. Rules,
procedures and job descriptions are the dominant characteristics,

Person culture; it concerns a group of people (especially shared common
professional fields, like doctors and advocates) that decide that their best

interest is to be organized on a collective basis.

Wallach (1983), on the other hand, identifies only three (3) types of culture:

Bureaucratic; it has the characteristics of Harrison’s role culture distinction,
Innovative; consists of a dynamic and creative environment with constant
pressure to innovate and achieve,

Supportive; a friendly work environment with mutual assistance between the
members of the organization where personal and organizational values are

being promoted.

Cooke (1989) recognizes also three (3) types of culture:

Constructive culture; members are encouraged to interact with each other,
Aggressive — defensive culture; members are forcefully struggle to ensure
their positions and status within the organization,

Passive — defensive culture; interaction between members is accomplished in

a way that does not threaten their security.
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1.2. New public management reforms and culture
The growth of the public sector between 1970s and 1980s, gave a great pressure to the

governments worldwide for reform of bureaucratic public structures to new managerial
practices in order to accomplish efficiency and respond better to the needs of citizens
(Bouradas D., 2002). A transformation of government services towards more market — based
models of management forms a set of challenges to the traditional cultures and identities of

public services.

Plenty of studies of governmental services, in different countries, have come to the
conclusion that there are different perceptions of organizational reforms between front — line

personnel and top — level managers. Variations are also found between groups of employees.

By revising the literature, we come across to some common statements concerning the

difficulty in organizational change:

v" Lack of enthusiasm or resistance to change may be attributed to the reforms
colliding with institutional norms and rules (Di Maggio and Powell, 1991;
Meyerson, 1991),

v Bureaucratic incompetence conflicts of interests between policy makers and
agencies (Baier et al, 1994),

v' The threat of established identities of the members of the organization

(Halford and Leonard, 1999).

Many academics, approach organizational culture as a common harmonizing
corporate culture which is being characterized by unity and shared values. Alvesson (2002),
on the other hand, points out that a shared meaning does not necessarily implies consensus

and harmony or shared values.

Douglas’s culture theory (1996) that has been applied to a variety of organizations
points out that the strategies or choices made by individuals are part of a collective frame of
mind — sets (also known as cultural biases) and have their root to their different cultural

environment they belong to.

Douglas (1982) has developed a model of typology by which he distinguishes four (4)
main types of environment of actions based on the four (4) fundamental variables of social

life: fatalism, hierarchy, individualism and egalitarianism.
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By using Douglas approach, Anne Marie Berg (2006) came across to a new typology
of cultural alternatives of action on her attempt to reach the modern public service

organizations.

According to her, matching with Douglas typology, the isolationist represents the
fatalist approach to work life, the individualist the individualism, the traditionalist the
hierarchic approach and the team player egalitarianism. Moreover, she attempts to add a fifth

type, the innovator (who ignores boundaries, links persons and institutions).

It is important to recognize that all five types can be found both within market — based
organizations and traditional bureaucracies. It is of course understandable that each

organization will more or less encourage or discourage the different types of culture.

Moreover, in Berg’s typology a fourth support is being added (the professional team
player) to the two main types of support in Douglas typology: the hierarchism’s support
where the adaptation of a set of rules is a necessity and the individualist’s support where

dominance of self-interests is obvious (also see figures 4 & 95).
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The isolationist
(the free player)

One who withdraws physically and
socially but continues to produce
within the context of an
organization from a ‘home office’,
flexible work contract, etc.

The traditionalist

One who adapts to the
system, is loyal and accepts
the existing rules and values.
Defends traditional systems
and virtues

The individualist

One who 1s competition oriented
and sees the organization as a
playing field for his/her own
interests and ambitions. Supports
modern HRM and individual

incentives

The team-player

One who endorses and thrives
in collegial settings and
teamwork. Preferably with
egalitarian reward principles
and collegial control

Figures 4 & 5 : Cultural alternatives, Berg A., 2006
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1.3. Organizational culture in alignment with values
Every type of modern organization is under pressure of constant change due to

globalization, technological innovations and levels of competition that force organizations to
evolve beyond the traditional bureaucratic model so as to remain viable in today’s
expectations and demands. Due to the fact that the world has changed by reassessing
objectives, operations and leadership orientations, organizations also need of different
perspective. Now, leaders focus carefully in the management of human resource within the
organization and innovation is being embraced as a key ingredient to success and
competitiveness. Therefore, the concept of learning organization is widely presented as the

most suitable element for organizational changes (Randeree, 2006).

Learning organization is characterized by its importance by promoting continual
organizational renewal by a set of core processes that nurture the prosperity to learn, adapt
and change (Jamali et al, 2006). For that reason, the concept of organizational culture is
receiving increased attention. Culture allows organizations to align its external and internal
environment in the midst of change and uncertainty. It is reflected by what it values, the
leadership style, symbols, procedures and routines and the elements of success that make an
organization unique. Moreover, culture has a profound influence of the individual’s behavior
within the organization and is the driving force of creating a sense of cohesion. It also
provides employees with the necessary information concerning their actions and functions

within the organization.

More academics nowadays are in favor of the cultivation of alignment between the
values of the employees with the organization. Considering that values of individuals are the
invisible threads of culture and embedded codes of a culture, by alignment between the two
we can achieve a) more positive employee attitudes (job satisfaction and commitment to
organization), b) natural commitment among the people throughout the organization, c)
strengthened of all kind of relationships (between customer and product, person to person,

present to future, etc).

In the process of building alignment within the organization is necessary to enhance
the group’s capacity to think and act in new synergistic ways, to develop the sense of unity as
well as the cooperation and collaboration, in order for the members to develop capabilities

and strategies not only for supporting the existing values, but to promote and support these by
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the majority of the group so as to become the group’s acceptable guidelines for their

behavior.

Dilts (1996), has developed a framework for achieving organizational values
alignment. In that framework an organization is the result of his so called ‘logical levels’,
which although is an entity itself, is both dependable and influence at the same time by all
other levels. These ‘logical levels’ that are consist the organizations culture, are: purpose,

identity, values and beliefs, capabilities, behaviors and environment.

Taking under consideration Dilts framework, Branson (2007) (see figure 6) create a
conceptual framework in his effort to strengthen the importance of organization culture in the

process of values alignment.

Figure 6: A conceptual framework in the achievement of values alignment. Source: Branson,
2007
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According to his framework, an organizational culture can be described as:

1. Core mission: is the heart of what the group wants to achieve in order to create a long-
term success for the organization; it is a single sentence that is being related to the
organization’s overall vision and describes in words the core business of the group
and the means to achieve it;

2. Performance capabilities: these are the strengths and weakness of the group and
discussion of these gives the group the opportunity to develop confidence in its ability
of the achievement of core mission; this open process provides clarification on what
and why it is valued;

3. Success indicators: consist of list of indicators of success by the group itself; it
provides motivation to the individuals to develop their commitment to the
organization and to adopt the group’s nominated strategic values;

4. Operational values: are the nominated strategic values that appear as a consequence of
the above three (3) functions and as a secondary process allows the group to prioritize
the most important values and to ensure that everyone is concentrating on applying
the same values;

5. Guiding beliefs: are the agreed ways in which the application of the strategic values
will have a positive outcome for the individual and the group in total;

6. Performance indicators: are the behavioural outcomes of the individual authentically

living out these beliefs and values;

1.4. Organizational culture — management style — performance management
Over the last years significant studies have been occurred in order to support and

display the dynamic relationship between performance management, management style and
organizational culture. During the years of implementation of performance measurement
systems to facilitate performance management, it is being observed that organizational
culture and management styles influence the implementation and use of performance

measurement systems and vice versa.

The last decades, a significant number of frameworks and models have been
developed for performance management and measurement along with tools and techniques to
support those. In the meantime, it is being identified by academics that little has been done to
analyze or describe the problems occurred from the implementation of those models,
frameworks and techniques. Although there are few researches who have been investigating

and studying the dynamic relationship between performance measurement, organizational
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culture and management styles trying to understand the dyadic interplay between them

(Bititci et al, 20006).

In order to analyze and understand the relationship between the three (3) above
mentioned elements we will display the four (4) types of organizational culture, as described
by Harrison (1987) in combination with the types of management style that are compatible

with each one of these types, as presented by Pheysey (1993). These are described as follow:

& Role culture: work is performed out of respect of obligations and
personally loyalty towards the organization; the leader’s power is characterized by
legitimacy and followers are being characterized by respect for the office;
authorization is the driving force for the leader who is an expert and well informed;
leadership tends to be impersonal and invisible;

& Power culture: work is performed out of hope of being rewarded, fear
of punishment or just on personal loyalty to one powerful individual;

& Achievement culture: work is performed out of satisfaction or personal
commitment to the goal; the leader is based on his expertise, is motivated by
competitive situations and pursues goals and targets; he/she is directing and
encourages the participation of employees;

&  Support culture: work is performed out of enjoyment of the activity
and respect for the values and needs of the others; the leader symbolizes esteemed
values; are oriented people, caring and empathic; he/she listens to the subordinated
views and takes them into account and also motivates the involvement people in the

decision making process;
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Chapter 2: Public Administration and culture

2.1. Public administration, effectiveness, efficiency and culture
The idea of reorganizing and reforming government authorities to a more market-

based framework has brought up the discussion that there are sharp differences between

government and privately managed organizations.

To begin with, we should argue that the performance of public organizations play
indispensable roles in society and its maintenance and improvement of their effectiveness is
very crucial and important. Governmental context strongly influences organizations and
management and sometimes constraining performance. It is generally recognized that large
bureaucracies — especially governmental ones — have a pervasive influence on peoples’ lives
both inside and outside the organization, because of the difficulty / challenge of ensuring

their effective operation along with democratic processes.

The efforts of maintaining that balance often leads to disincentives and constraints.
Therefore, many public managers fail to motivate their subordinates and design effective
work processes. All officials face complex laws and rules, constraints on perceptual changes

that can be forward and intense external political pressures.

On the opposite side, it has been argued that public bureaucracies perform better than
is commonly acknowledged and often successful governmental innovations and policies can
be seen. It is being generally accepted, that effectiveness is difficult achieved especially in
public sector organizations whereas little autonomy, overlapping jurisdictions and majority of

constrains occur.

The challenge for public administrators is to function in a way that:

° makes the outmost use of resources;

J serve the majority of the population;

J accomplishes the goals of society and of governmental leadership;
o sustains a workforce eligible to meet challenges;

Effectiveness and efficiency are both used to measure the fulfillment of the
organization’s mission, goals and objectives. In terms of the performance of government,
effectiveness measures the degree to which a governmental organization meets the perceived
need for services and an acceptable level of service quality. Public sector organizations have

both internal and external constituents.
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On the other hand, efficiency measures the best possible use of resources available in

meeting the needs of constituents and is the key to all governments attempt to reform.

In the following figure (7), Immordino K. (2009) is performing the terms of
effectiveness and efficiency in the context of the four (4) above mentioned challenges of
government. Each one pertains to one half of the diagram. Effectiveness seems to be closer to
the two (2) challenges on the left side, while the other two (2) on the right side represent

efficiency.

Making the
best use of
available
resources

Serving the
broadest
population

7T
N | 4
Sustaining the
workforce to

meet this
challenge

The Effectiveness
Challenges

The Efficiency
Challenges

Accomplishing
the goals of

society

Figure 7: Source: Immordino K. (2009)

Both concepts are being impacted by the demand of increased government services.
Despite that many consider that both terms are moving in parallel, it is not a necessity to
depend to each other. It is likely to be effective and not efficient and vice versa. And since
most of the times the ultimate goal is to be both effective and efficient, luckily the two
concepts are incompatible or mutually exclusive. For the public sector that incompatibility is
a reality due to laws and regulations and the implementation of complex regulatory
provisions which almost never lead to complete efficiency. Nevertheless, they seek
effectiveness as a logical assumption to them, but the question on how public administration

will achieve both terms, is still remaining a crucial matter of discussion.
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As mentioned previously, organizational change is a process that influences and
affects all three elements formulate an organization: people, processes and relationships. As
mentioned in Immordino K. (2009), Van de Ven and Pool (1995) argued that change can
result in visible transformations in the structure, processes and performances of an
organization over time. It gives the opportunity to the organization to identify and implement

improvements that can lead to an optimal state of operation.

In private enterprises, change occurs when there is a difference between the
organization’s current position and the desired position. So, emphasis is given mainly on how
organizations change and not whether of their need to change. For public administrations, the
attempt of a change, no matter of their best intentions, is very difficult because of their
generally high structure, regulations and bureaucratic forms, so a perspective on a new
direction is not approachable. Usually the change process is slow and it’s highly dependent

on perspectives and priorities of agency leaders.

As change is a complex procedure, it is very important for public organizations to

identify and examine all potentials barriers that can lead to failure of the change.
By trying to identify the most common barriers, we conclude to the following:

. Individual resistance to change: all members of the organizations are
very critical component for the success of every attempt of an organizational change.
For that reason, any uncertainty being created through the process of change can be a
powerful obstacle in implementing organizational change;

. Seeing agencies as systems: governmental agencies should be
considered as systems and not simply as independent offices. The provision of
internal infrastructure of support services is very important and because of that any
change to one part of the organization may affect, more or less, other parts of it;

. External drivers of change in government: the impact of transition in
leadership (especially after the election procedures) can influence the timing of
change efforts. Another factor can be the promulgation of legislation and regulations,
especially when those imposed against the personnel believes concerning importance
and effectiveness. Furthermore, increased advocacy by external forces and

constituents can influence the process of governments’ decision-making. And finally,
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crises can engage public administrations in the procedure of emergency and forced

changes in order to deal with the new circumstances.

Apart from understanding the process which changes takes place it is also similarly
important to understand the way the staff members of the organization witness the change at
personal, professional and organizational level. Since the process of successful organizational
change has been reported to have several key elements, as presented in the following figure

(8), members of the organization, should:

o Believe that there are things that need to be changed;
o Believe of the advantage a change should provide;
J Believe that the change is reachable within the organization

Belief that change Belief that change Belief that change
is needed is advantageous is possible

Figure 8: Source: Immordino K. (2009)
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2.2. The relationship between dynamic public administration and culture
As we have seen until now, a typical public administration authority is not being

regarded as a dynamic entrepreneurial organization but a bureaucracy that consistently
enforces outdated rules and holding up to procedures without taking under consideration the

needs of individuals or businesses / customers.

Dynamism, which is of lack in public administration, is being defined by new ideas,
continual upgrading, flexibility, creativity and innovations, continuous learning, fast and
effective decision — making processes. Dynamic institutions can forward interaction between
them and socio-economic environment. Dynamic governance is the key element of success in
a world operating under globalization and technological advancement. It is very important for

public sector to institutionalize culture and learn how to be dynamic.

Under the concept of dynamism, it is important to identify how cultural values and
beliefs can be combined with strong organizational capabilities in order to create a dynamic
public administration system that enables continuous change. Institutional culture plays an
important role in policy — making and its implementation. Three (3) critical governance

capabilities can be identified (Neo B., 2007):

e Thinking ahead: which stands for the ability to recognize early signs of
future developments;

e Thinking again: which stands for the ability to rethink and reform
functioning policies in a better way;

e Thinking across: which stands for the ability to cross boundaries, to learn

from the others’ experience.

Dynamic public administration is the result of leadership intention and ambition to
structure social and economic interactions so as for the national goals to be achieved (Neo B,

2007).

Figure 9 that follows, presents the framework of a dynamic public
administration/governance system, where institutional culture interacts with proactive
organizational capabilities for continuous learning and change, evolution of rules and
structures. In general, as described by Neo B, (2007) ‘dynamic governance is the outcome of

the capacity to develop adaptive paths and policies and their effective executions’.
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| CAPABILITIES |

Future | Insights
Uncertainties F:t Sna

Thinking

Ahead | Conceptualize

Policy

Thinking Adaptive

Policies

Executionf

Agile
Processes

Thinking

External | ldeas [ ",
Practices | Trade-offs
TR ] 1 ConstmintsI Confronts IC“WV‘Z"S I

Principles: Incorruptibility, Meritocracy, Markets, Pragmatism, Multi-racialism
Beliefs: State Activism, Long-term, Relevance, Growth, Stability, Prudence, Self-Reliance

Figure 9: The framework of dynamic governance, Source: Neo B., 2007

As we can see to the above figure (9), dynamic governance is accomplished when
adaptive policies are performed. Institutional culture is presented on the base and the three
dynamic capabilities (thinking ahead, again and across) that can lead to adaptive polices are
set in the middle. The development of dynamic governance capabilities can be achieved in
two levels (agile processes and able people) and are set up on the left side. On the same side
is also placed the influence of the external environment (which consists of future
uncertainties and external practices). Dynamic governance combines current and future and
effectiveness by adapting policies that can adjust to changes. Moreover, cultural heritage and
especially informal norms are the upmost carrier of cultural values. According to Neo B.,
(2007) ‘culture represents our collective learning in our adaptive attempts to solve frequently
encountered problems of the past’. A change in culture is a necessity for an institutional
change because policies choices themselves are shaped by cultural values. When culture and
capabilities interact and reinforce each other, then a continuous institutional change is
achievable. Neo B. (2007), has stated that ‘the dynamism in governance comes from the
capacity to consider and pursue different options not just identifying the winning formula’. It
is very important for public sector to understand the interdependencies between culture and
capabilities, people, processes, interactions with external environment and to build long-term

commitment to all the elements of the system.
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Chapter 3: Public Administration
There are fundamental differences between public and private organizations in

representative democracies.

Firstly, public organizations have leaders elected by vote and they are part of a
parliamentary chain of governance. They are performing under political elected authorities

and their framework is characterized by written sets of regulations and laws.

Secondly, they are multifunctional which means that they have to deal with
conflicting considerations, transparency, predictability, publicity and insight into the
decision-making process, neutrality, quality of services, efficiency and effectiveness. This

multifunctionality, gives opportunities to civil servants to influence and exercise their power.

Thirdly, public sector is not operating within a free and competitive market
environment, although in recent years there is an increase of market — line arrangements in

many public organizations.

Public sector is consisting of ‘formal organizations’ (Christensen, 2007) and includes
ministries, agencies, federal banks, courts, state — owned companies, local and regional
government administrations, public universities, military organizations, public health-care
enterprises, public museums and foundations etc. They called ‘formal’ because of their
establishment to attend collective interests and specific tasks and their stability to patterns of

behaviors and resources (Christensen, 2007).

Public organizations are functioning under complex political and social networks of
organized interests, citizens and clients. They also face conflicting goals and heterogeneity.
They are experiencing sources of influence that are rooted in their organization’s political and

administrative background, in its culture and external environments.
The public sector, in general, has three basic tasks:

e The provision of good and services;

e Income maintance and the implementation and monitoring of economic rules
mainly for the private sector;

e Sets the framework for the provision of services in a society and nowadays is

more involved in redefining the variety of its role into the economy;

In summary, public organizations are distinctively characterized, by (Rainey, 2009):
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e An absence of economic market for outputs and a reliance on governmental
appropriations for financial resources;

e Less incentive to achieve cost reduction, operating efficiency and effective
performance;

e Limited efficiency in allocating resources;

e Limited availability or relatively clear market indicators and information for
use in managerial decisions;

e Being subject to intensive legal constraints;

e Extensive number of constraints on domains of operations and procedures;

e Proliferation of formal administrative controls;

e Great numbers of external sources of formal authority and influence;

e Being subject to more intensive external political influences;

e Intensity of external informal political influences of decisions;

e Extensive difficulty in measuring goals and performance criteria, goals are
more debatable and value-laden, multiplicity of goals and criteria and a
tendency of the goals to be conflicting;

e Red tape and bureaucratic structures;

e Civil servants perceive greater administrative constraints on the administration

of incentives such as payment, promotions, disciplinary actions, etc.

It is understandable, that the analysis of a public administration under different
perspectives and the interaction between structural features and cultural ties are very
important and crucial for the achievement of any potential change. Although, change and
adjustment according to shifting demands from the environment is not a simple case for a
public organization mainly because institutional factors, as expressed through cultural
traditions, established rules and society’s defined conventions, restrains every possible

decision made within public organizations.
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3.1. New public management and decentralization
Due to the ongoing financial and economic crisis, European Union governments of

member states are engaged in public spending cuts with the aim to reduce the deficit and

public debt.

Attempts of minimizing the public sector can be seen from the 1980s, both through
outright sales and through the application of management techniques borrowed by the private

sector, widely known as New Public Management.

The aim of the New Public Management is to correct some of the pathologies of
public sector and to minimize and downsize the size of government (Van de Walle and
Hammerschmid, 2011). New Public Management has become the umbrella term of covering
public’s sector’s reforms already from the 1980s to most of the OECD countries (Alonso J.

Clifton J., Diaz — Fuentes D., 2015).

For many academics, New Public Management involves ‘an attempt to implement
management ideas from business and private sector into the public services’ (Haynes, 2003).
It is a two — level phenomenon where on the top layer there is the motivation to improve the
public sector and on the bottom layer there is a set of specific concepts, policies and practices

aiming to reform it (Pollitt, 2007a).

Through the literature, New Public Management is being viewed (Pateli Ad. &
Philippidou S., 2008):

v As an efficiency drive: the aim is to improve productivity and efficiency by
adapting structural and human resources management policies and provide
alignment between fiscality and costs;

v As downsizing and decentralization: concerns the shift from large,
hierarchical, bureaucratic forms to more decentralized flexible ones, by
strengthen networking cooperation and the empowerment of local authorities;

v As a search of excellence: by focusing on quality operations, entrepreneurial
thinking at all levels of the organization;

v As a public service orientation: emphasis is given on quality of services and
on citizens and customers’ needs and demands. The public sector should
recognize its further responsibilities towards employees, suppliers and groups

of society that may be also of a non-profit nature.
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Two major practices being associated to New Public Management are outsourcing

and decentralization.

Government outsourcing, is commonly defined as the delivery of public services by

agents other than government employees (Minicucci & Donahue, 2004).

On the other hand, ‘decentralization’ is a process or reform consisting of a number of
public services that transfer responsibility, resources or authority from higher to a lower level
of government (Falleti, 2005). Is often being associated with political processes and not to
New Public Management objectives and is being used as an instrument to satisfy distinct

agendas (Pollitt, 2007b).

Administrative decentralization, as the field of our interest, involves the transfer of
autonomy for service delivery to lower levels of government and includes autonomy for
public management, personnel and public finance control along with fiscal issues (Rondinelli
et al, 1984). Decentralization was used by New Public Management to improve the
government’s efficiency; it can facilitate the provision of public goods and services, lower

government’s expenditure, promote innovation at local levels and increase staff motivation.

The objections and disadvantaged observed on the other hand are concentrating on the
fact that national government bureaucracies are more likely to offer good careers and
promotion opportunities, attract more qualified staff and a loss of coordination between

different levels of government is luckily to occur (Pollitt, 2007b).

3.2. The concept of Public Administration in Greece
The concept of public administration is linked to the care and management of public

affairs. Public administration must be distinguished from private, both in terms of means and
for the purposes it serves. Public administration is oriented towards serving the public’s
general interest and needs of society and mainly uses public power and coercion and is based

on rules governed by public law.

Public administration comes under the authority of the government. The government
uses public administration for the implementation of its policies, as well as to perform the
decisions it receives. The members of the Government shall set the objectives of the
administrative action on the basis of political assessments, while the members of public

administration are obliged to perform their duties impartially and conscientiously. Their
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political neutrality in the performance of their duties in order to equal treatment of citizens

are declares on article 29 § 3 of the Constitution.

Furthermore, public administration is called the ‘sovereign public administration’ and

it has three (3) distinctions:

1. the restrictive administration: is the traditional administration which
acts through administrative coercion and whose task is to maintain public order and
security of citizens, as well as the collection of taxes;

2. the provisional administration: focuses on the provision of social-value
management benefits, for example health, Social welfare;

3. the regulatory administration: is the administration that sets programs

and objectives and is exercised by the government.

Internationally, there are four ways how the systems through public administration
can be organized: a) the decentralization system, b) the centralization system, g) the

decentration system and g) the system of self-governance (Akrivopoulou Chr., 2015).

The decentralization system is presented in the federal states, as USA or Germany. On
the contrary, the centralization system, the decentration system, as well as the system of self-
government are applied in single states, as Greece. In the decentralization system, federal
states administration is presented as completely developed in the superior degree (central
administration) but weakly present in the medium and more inferior regional and local level
(federal state or province/region, Lander). Federal states or Landers allocate power which is
separated from federal central administration, while the member states allocate primary
power both legislative, executive and judiciary but in any case, they are subject in the central

government.

Centralization is the system in which the bodies of the state practice their decisive
competences in all the single state territory. Within this system, they are also functioning
regional or local administrative services, which they depend from the central administrative
bodies and they are subject under monitoring and economic dependence of central

administration.

Decentration is the system which forecasts the existence of non-central bodies,
regional bodies which can take decisions without the need of the approval or the ratification

of bodies of central public administration. However, regional bodies belong in the
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government owned services which has the possibility of directing and coordinating them but

also determines their public policies.

The Greek territory is organized in base of the decentration system, according to
article 101 §1 of the Constitution, which declares that: “The administration of State is
organized according to decentration system”, and at § 2 of the same article is being declared
that: “The administrative division of country is shaped with base geo-economic, social and
transport conditions”, while according to § 3: “The regional bodies of the state have the
general decisive competence for the affairs of their region.”. In the last constitutional revision
on 2008, the relative article was modified. It was replaced by the addition of a new § 4 which
declares that: “The common legislator and Administration, when acting lawful, they are
compelled to take into consideration the particular conditions islander and mountainous

regions seeing to for their growth”.

Finally, the self-governance system entails the exercise of an administrative nature of
responsibilities that are organized as legal entities governed by public law, without belonging
to the public authorities. This means that self-governing organizations have their own legal

personality distinct from that of the latter state.

According to article 1 § 6 of Law 1256/1982 (Government Gazette 65/A), the notion
of public sector, as it has being defined by article 9 § 1 of Law 1232/82 (which has brought
into validity the Legislative Decree 4352/1964, is being replenished and defines that Greek
Public Sector is being constituted of all public authorities/services, independently of their

legal status.

3.3. The institution of Decentralized Administration
According to the provisions of the Law 2503/1997 (Government Gazette 107A/30-05-

1997), in each one of the Regions to which the country is divided (according to Article 61 of
the Law 1622/1986 -Government Gazette 92A-), is constituted as a single decentralized

administration of the State, the Region.

The aim and objective of the law, was for the Region to contribute to the national
strategic planning by programming, planning and implementing policies for economic, social
and cultural development. As a single decentralized unit of administration, it has the

responsibilities of its services in its overall spatial extent.
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The Region, in accordance with its founding law, is administered by a Secretary
General, who is the representative of the government, he is an occasional regulated staff
member, supervising all its services and coordinating, overseeing and controlling the action
of its employees and services. Moreover, he is supervising all the Law Enforcement
Agencies, Fire Brigades and Port Authorities in the Region of his jurisdiction. In addition, he
regulates public entities based in his Region and are not supervised by other organizations,

such as Prefectures, Municipalities or Ministries.

In order to support the country’s regional administration and the harmonization of
regional polices, the Council of the Regions was established at the Ministry of the Interior,
Public Administration and Decentralization, along with special coordinating councils for the

planning and follow up of development programs and incentives for private investment.

For the staffing of these services, all the organizational positions of the ministry staff

allocated to the Regions were ex officio transposed by the law.
The Region, configured as follow:

1. Office of Secretary-General, Directorate — General of Region, Department
PPDR (Public Protection and Disaster Relief);

2. Judicial Office of State Legal Office;

3. Directorate — General of the Region, consisting of Directories of: Planning and
Development, Health and Welfare, Public Constructions, Control and
Inspection of Constructions, Control and Maintenance of Constructions,
Environment and Spatial Planning, Forestry, Agricultural Development,
Territorial Government, Decentralization and Administration, Department of
Communications and Customer Service and Support, Department of Civil
Protection and Inspection of Forestry;

4. Directorate of Territorial Government, Decentralization and Administration,
Forestry and Afforestation;

5. The Office of Secretary-General, in which in addition to his administrative
duties, the media’s information on the state activities, the coverage of events

of general interest are also included;

On 2010, the Law 3852/2010 (Government Gazette 87/A/07-06-2010) ‘New

architecture of Self — Government and Decentralized Administration — Kallikratis Program”)
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was published. According to that law, Municipalities and Regions are setting up the A and B
degree of territorial authorities (self - government) and they are the fundamental institutions
expressing the public life of Greek citizens, as it has been claimed by the provisions of the
article 102 of the Greek Constitution and the European Map of Territorial Autonomy (Law
1850/1989 - Government Gazette 144/A). Decentralized Administrations are being set up as
single units for all decentralized services of the State and they have a general decisive
responsibility on public affairs of their Region, according to the article 101 of the Greek

Constitution.

According to the article 1 of the new law, Municipalities are self — managed with
territorial jurisdiction legal entities governed by public law and they consist the A degree of

self — government.

According to the article 3 of the new law, Regions are self — managed with territorial
jurisdiction legal entities governed by public law and they consist the B degree of self —

government.

Their objectives are to perform planning, programming and implementing policies on
regional level, due to their jurisdictions, in accordance with the principles of sustainable
development and social cohesion of Greece, taking under consideration the both national and

European policies.

Thirteen (13) Regions were established. Each Prefecture is a single regional unit and
every county town of the Prefecture is the residence of authority to the corresponding unit.
Between the two degrees of Self - Governance (A and B) there are no relationships of audit
and hierarchy but of cooperation which are being developed according to the law, mutual

coherences and with the coordination of mutual actions.

According to article 6 of the same law, seven (7) single decentralized units of

administration are being established:

Decentralized Administration of Attica;
Decentralized Administration of Thessaly — Continental Greece;

Decentralized Administration of Epirus — Western Macedonia;

DN N NN

Decentralized Administration of Peloponnese — Western Greece and lonian
Region;

v" Decentralized Administration of Aegean;
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v" Decentralized Administration of Crete;

v Decentralized Administration of Macedonia — Thrace;

Each Decentralized Administration is administered by the Coordinator and his term of
office shall be five (5) years. Among their responsibilities is to exercise the competencies of
the state services, including those of the respective collective bodies, as defined in their
founding Law 2503/1997, as well as in later specific laws and regulations. Additional

responsibilities were also given.

From the entry into force of the function of Decentralized Administrations, the
Regions that were established by Law 2503/1997 are being repealed and will automatically
be removed from their responsibilities and without any other wording in all the rights and

obligations of the repealed Regions, including international partnerships.

3.4. The philosophy behind the reform of Decentralized Administration
Restructuring of self-government into a functional scale is a precondition for its

administrative and financial autonomy, which is enshrined by the Constitution. The new
administrative structure foresees the transfer of human and financial resources, in
correspondence to a broad range of competences reported to the local government, according

to the provisions of the Constitution and the European Local Autonomy Map.

Particular emphasis is given to the promotion of transparency and enhancing of
political accountability and upgrading of the political representation of Greek citizens,

through a strong public system of decentralization and participation.

By creating a new, operationally capable and democratically responsible two-tier
government, the conditions for a reformed decentralized state administration at a larger scale,
are created. This reform a) facilitates the rationalization of the organization and its
decongestion from responsibilities that can be exercised effectively at a local level and b)
brings the Greek administrative system in the core of the European standards of modernized

multilevel governance.

Decentralized administrations of such scale can exercise effectively the general
competence conferred on them by the Constitution, contributing to the decongestion of

central services and enable them to operate on their main leadership role.
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The structural changes to the radical redeployment of the state are the appropriate
response to the multi-faceted crisis of our country. The problematic structure and the rapid
deterioration in the state’s operation through the years are the major reasons for our financial

problems and obstacles to further development.

Successful efforts of transferring responsibilities to the local government and regional
services have been made during the last years, such as the establishment of the state region,
the prefecture administration, the realization of the links of Municipalities and Communities
through the program ‘Kapodistrias’, the establishment of Central Autonomous Resources. All
these innovative actions substantially upgraded the position of local government in our
political —administrative system without, however, making it as powerful and effective as
citizens need for the development of the country and for being harmonized in the European

acquis.

Kallikratis Program was an attempt of complete redesign of all levels of governance
in a New Architecture of self-governance and Decentralized Management. The New

Architecture:

o Moves within the framework set up by the Constitution: a flagship
state with decentralized bodies equipped with decisive powers and two functional
degrees of self-governance, capable of responding to local planning and regional
development, combining democratic participation and effective settlement of local
affairs and citizen services;

° Leaves behind traditional centralization, decentralizes administration
and attributes to characteristics such as flexibility, efficiency, exploitation of local and
regional benefits that can also be found in all advanced countries. In addition to a
development boom, New Architecture is expected to have a positive impact on
budgets, by increasing the effectiveness of local and regional authorities in general, as
well as contributing positively to the smooth functioning of the market and the
reduction of opacity and unfair competition;

o Organizes the exercise of power in terms of widening citizens
participation and deepening of democracy but also the emergence of the role of civil
society, its social organizations and volunteerism;

o Exploits new tools and methods of e-governance and automated

services with interactive services;
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o Becomes the institutional ‘key’ to change the country’s development
model by orienting governmental structures and functions to the needs of green
growth;

o Incorporates the principles of transparency, openness to governance,
evaluation and accountability in the administration function but also in the

meritocracy in recruitment of staff;

The New Architecture of Local Government and Decentralized Management aims to
save taxpayers’ resources by limiting the number of Municipalities and to give a growth
perspective. Its main objective is for the country to obtain a stable and modern administration

and a self-governing structure of a permanent character.

Chapter 4: Research Results and Analysis

4.1. Case study: Decentralized Administration of Aegean
Decentralized Administration of Aegean is one of the seven (7) Decentralized

Administrations of Greece.

As mentioned previously, the competences of the organization are governed by the
founding Law 2503/1997 and by the provisions of Article 280 of Law 3582/2010, as in force.
Moreover, the organizational structure of Decentralized Administration of Aegean is

governed by the Presidential Decree 143/2010 (Government Gazette 236/A/27-12-2010).

Decentralized Administration of Aegean has directorates and departments to Piraeus,
Rhodes, Syros, Lesvos, Samos and Chios and the number of the employees working are

currently 394.

In the figure that follows (Figure 10) an organizational chart of Decentralized
Administration of Aegean is being given. In the section of the Annex, a more analytical chart

of the organization is attached.
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Figure 10: Organizational chart of Decentralized Administration of Aegean, Source:

http://www.apdaigaiou.gov.gr/?p=16123

4.2. Objectives and methodology of the research
The current research tries to investigate whether the organizational culture of the

Decentralized Administration of Aegean is aligned with the priorities, objectives and
effective management of its employees. This main research question investigates: a) what is
the culture of the employees about the current state of the organization and what is desirable
for the future and b) to what extent the employees are prepared to accept any change in the

organization.
For the purposes of answering the main research questions, there was a necessity:

1. To investigate the literature view on the term of organizational culture;
2. To give a presentation of the framework of public administration in Greece by

emphasising to Decentralized Administration of Aegean that is our case study;

The methodological tool chosen for conducting the research is a structured
questionnaire which was addressed to the total amount of the employees of the organization

(394). The process of the distribution and receipt of questionnaires was made only
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electronically, through the personal e-mail addresses that are individually available to each

employee.

The electronic form of the questionnaire was constructed via Google form

following the link: https://forms.gle/ZZ933fEGFcDUQV5h6. The hyperlink created along

with an introductory preamble of the content and purpose of the questionnaire, where it was
explicitly noted that the specific research guarantees the complete anonymity and
confidentiality of the responders and was sent to the employees. The anonymity of the

respondents was ensured by not recording the e-mail addresses.

Google forms were selected as the easiest and faster way of distributing a
questionnaire and without any cost since any hard copies were produced. Furthermore, it
gathers all data without the need of manual intervention and the raw data can be easily

exported to any statistical program as EXCEL, etc., for further analysis.

Questions were marked as ‘mandatory’ so as the responders to give answers to all

questions of the questionnaire. For that reason, no incomplete questionnaires were delivered.

The questionnaires were sent during the period June-July 2019, addressed to 394
employees of the organization serving at all directorates and departments based in Piraeus,

Rhodes, Syros, Lesvos, Samos and Chios.

100 employees responded to the questionnaire (25.38% -100 out of 394), percentage

quite satisfactory.

The method of the questionnaire was chosen as the best way to collect primary data.
The questionnaire was designed to be as a user — friendly as possible, in order for the
participants not to spend a lot of time for it and the questions to be targeted to the core of the

main objective of this essay.

The developed questionnaire consists in total of 28 questions and it is divided into

four (4) parts:

1. Part 1: consists of eight (8) questions that give the general demographic profile
of the employees of the organization;

2. Part 2: consists of six (6) questions and is based on the Competing Values
Culture Assessment tool in order to diagnose the organization’s current and

desired culture;
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3. Part 3: consists of three (3) questions concerning the degree of achievement of
the organization’s operation;
4. Part 4: consists of eleven (11) questions concerning the organizational culture

of Decentralized Administration of Aegean;

For parts B, C and D closed — ended questions were used so as respondents to be able
to choose specific answers for each question. For part C and D, the answers were rated using
a point Likert scale system from 1 to 6 (1=completely disagree, 2=disagree, 3=nor agree nor

disagree, 4=agree, S=completely agree, 6=do not know/do not answer).

For part B, results were counted as follow: after collecting all the answers for the six
questions (1 to 6), an addition to all As’ through Ds’ was made, for both NOW and FUTURE
columns of the Assessment. By adding 1 to each total number of all As’ through Ds’ of the
six questions you get your total (T) for each answer between A and D. Dividing totals by six

you get the Averages (A) for all As’ through Ds’.

The Averages (A) for all As’ through Ds’ are used to create a visual picture of the
results of the Competing Values Assessment (detailed explanation is given to sub-chapter

43).

The final questionnaire was structured after a pilot survey and the implementation of

all necessary adjustments. The complete questionnaire is presented at the Annex.

Each measurement in behavioral science is often aims at the numerical expressions of
characteristics and properties of humans. A great number of such questionnaires have been
developed but for all it is a necessity to value two basic qualities: the reliability and the
validity. The first one refers to the consistency or stability of the responses to the scale and

the second one is examining whether the scale actually counts for what it is built for.

For the purposes of this thesis, Cronbach’s alpha a (or coefficient alpha) was used in
order to measure reliability or internal consistency of the questionnaire. A value equal to or
above 0,7 is considered satisfactory. The internal consistency for this questionnaire was

calculated at 0.728001.
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4.3. The explanation of the Competing Values Culture Assessment
The Competing Values Framework (CVF) has been recognized as one of the fifth

most important models in the history of business. Its great advantage is that it is based on a
well-developed theoretical and empirical foundation. It was developed by Cameron and
Quinn (1999) and refers to whether an organization has a predominant internal or external
focus and whether it strives for flexibility and individuality or stability and control. The
framework is also based on six organizational culture dimensions and four dominant culture
types (clan, adhocracy, market and hierarchy). The framework authors also generated an
Organizational Culture Assessment Instrument (OCAI), which is used to identify the
organizational culture profile based on the core values, assumptions, interpretations and

approaches that characterize organizations.

The Competing Values Framework (CVF) consists of two dimensions, one drawn
vertically and one horizontally, resulting in four quadrants. Each quadrant in the framework
represents a way of being, seeing, managing and organizing in accordance with the two

dimensions and the different ends of these two which constitute the rudiments of the tool.
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Figure 11: The Competing Values Framework

Figure 11, gives the visual aspect of the tool. The Collaborate quadrant represents the

kinds of people, purposes and processes that give rise to cooperation and collaboration.
Commitment, focus on shared values and communication are strong. Culture is oriented
towards involvement and building commitment over time. Employment in enterprises tends
to be by choice and cohesion and commitment are strong values. Leaders build the
organization by encouraging trusting relationships. Unified behavior produces a strong
organizational image in the marketplace and customers may be considered as partners. On the
other hand, if collaborate profile becomes extreme it leads to negative and turns into a

permissive, lax environment where outcomes and results are under-emphasized.

The Create quadrant represents the kinds of people, purposes and processes that are

associated with creativity, innovation and vision. Individuals tend to be change oriented. The
culture that supports their work is characterized by experimentation, flexibility and looking
forward to the future. Individuals are focused in generating ideas and they enjoy
entrepreneurial activities. Managers build the organization by developing a compelling vision
and giving emphasis to new ideas, technology, flexibility and adaptability. On the other hand,
if create profile becomes extreme it becomes constantly chaotic by trying out one more new

idea and by under — emphasizing the achievement of predictable outcomes.

The Complete quadrant represents the kinds of people, purposes and processes that

are associated with aggressive competition and achievement. A focus on achieving results
leads individuals to be defined either as winners or losers. Their focus is mainly on
performance and goals. Managers build the organization by clarifying objectives and
improving the firm’s competitive position through hard work and productivity. If this profile
becomes extreme it becomes negative by giving rise to self — interests and conflict but

neglecting at the same time human issues.

The Control quadrant represents the kinds of people, purposes and processes that give

rise to predictable, dependable performance. Individuals tend to be systematic, careful and
practical and their culture focuses on planning efficient systems and procedures and enforcing
compliance. Managers build the organization by optimizing processes, cutting costs and by
establishing policies and procedures. If this profile gets extreme it becomes negative by

leading to languishing bureaucracy and organizational stagnation.
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The Competing Values Framework (CVF) can be used in constructing an
organizational culture profile, to diagnose the organization’s current and desired culture.
Through the implementation of the Organizational Culture Assessment Instrument (OCAI),
an organizational culture profile can be identified and present the organization’s dominant
culture type characteristics. According to the four quadrants presented earlier, the four culture

profiles that are structured can be identified as:

1. Clan culture (upper left corner): the organization concentrates on internal
maintenance with flexibility, concern for people and sensitivity to customers;
main characteristic are personal growth, cooperation and teamwork;

2. Hierarchy (lower left corner): the organization concentrates on internal
maintenance with a need for stability and control; main characteristics are
order, discipline, documentation;

3. Adhocracy (upper right corner): the organization concentrates on external
positioning with a high degree of flexibility and individuality; main
characteristics are cooperation, innovation and synergy;

4. Market (lower right corner): the organization concentrates on external
maintenance with a need for stability and control; main characteristics are

productivity, bottom — line (results), customer oriented and competition;

4.4. Descriptive statistics

Part A of the questionnaire: Demographics

Gender: figure 12, provides information on the distribution of the sample on gender. It

is noted that 56% of the sample are female and 44% are male.

H male

Hm female

Figure 12: Gender

Age: according to figure 13, the age group above 55 counts only the 18%, which

means that not many of the personnel is ready for pension yet. On the other hand, the age



Jelibo | 49

group 26-35 counts only 2% which means that no new personnel are entering the
organization. On the other hand, the age groups 36-45 and 45-55 are equally count each 40%

that means that the organization is staffed with personnel in the most productive age.

W 26-35
m 36-45
W 45-55

M above 55

Figure 13: Age

Working in public sector: figure 14, states the years of working in public sector

generally. The group with less than 5 years in public sector counts only 8%. That explains
once more the lack of entrance of new personnel to the public sector during the last years.
The above-mentioned statement is also verified by the group with 6-10 years of working
which is only 9%. That states that the government’s policy to minimize the number of public
servants within the framework of the public sector reform programmes, started to be
implemented more effectively almost at the beginning of the financial crisis. On the other
hand, only 8% of the personnel has worked in public sector more than 31 years which again
verifies that the personnel ready to be in pension is not that high. The other groups, 11-15
years are 25%, 16-20 years are 35% and 21-30 years are 15% which again verifies that public

sector is staffed with personnel in the most productive age.

M Less than 5 Year
H6-10 Year

W 11-15Year

M 16-20 Year

W 21-30Year

m 31 and above

Figure 14: Working in public sector

Working in private sector: 88% of the personnel have worked also in private sector

whereas only 12% has never worked in the private sector. From the 88% that answered yes to
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this question 48% have worked less than 5 years in the private sector and 40% more than 5

years.

12 myes

Hno

88

Figure 15: Working in private sector

Working experience in the organization: figure 16 shows the working experience in

the organization. According to the chart, between 0-5 years of experience to the organization

has only 24%, between 5-10 years 25%, 10-20 41%, 20-30 8% and above 30 years only 2%.

mO0-5years

B From 5-10 Year

m From 10-20 Year
M From 20 - 30 years

m above 30 years

Figure 16: Working experience in the organization

Function: figure 17 shows that 65% of the sample is simple employees while 25% is
Head of Departments and only 10% are directors. This is explained mainly by the
organizational chart of Decentralized Administration of Aegean — which consists of more
departments than directorates and the fact that the area the organization is covering is

basically an island region.

B Employee

M Head of
Department

m Director

Figure 17: Function
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Level of education: according to figure 18, 64% of the sample has a University

diploma and 15% has Technological University diploma. Only 4% have graduated the
National School of Public Administration and 17% have graduated secondary school, a
percentage rather high if we take under consideration that the last decade’s no vacancy notes
are published for personnel with secondary education. What is extremely noteworthy is that
only 41% of the ones that have graduated university contain a Master Degree, 2% have a PhD
and 57% do not have any of the above (figure 19).

m Secondary School

m Technological
university

= University

M Graduate of National
School of Public
administration

Figure 18: Level of education

® None of the above
® Master Degree
m Phd

Figure 19: Postgraduate education

Part B: Answers concerning the implementation of the Competing Values Framework

tool.

The results of the Organizational Culture Assessment Instrument (OCAI), are

presented to figure 20.
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The red line represents the dominant present culture profile of the organization,

whereas the green line represents the desired culture profile for the future.

By the inculcation of the results we can see that there is no great difference between
current cultural profile and the future one. It is remarkable noticeable that the dominant
culture profile (adhocracy) tends to be extreme. We also notice a slight increase to the
market-oriented profile for the future. It is remarkable because due to the fact public sector is
characterized by hierarchy and performance mainly through legislation, it was expected that

the culture of the personnel was higher at that quadrant at the lower left corner (hierarchy).

Collaborate / * 7\ Create

Now 2.8 o / *NOW 53 o
J \

*FUTURE 31® / ‘1 “‘oFuTURELm .
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Control \ Y T35 Compete
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Figure 20: Organizational Culture Assessment Instrument (OCAI) for Decentralized

Administration of Aegean
Part C: Answers concerning the degree of achievement of the organization’s operation

As mentioned earlier, part C contains questions concerning the degree of achievement of the

organization’s operation.

According to Figure 21, 33% of the employees have a neutral opinion to whether the
current formulation of the existing directories and departments of the organization are
properly performing their work. While 38% agrees (sum of agree and fully agree) that the

organizational chart meets the needs of the performance of the work.
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Figure 21: The current formulation of the existing directories and departments of the

organization are properly performing their work

In figure 22, we can see that the majority of the employees (63%) (sum of agree and fully

agree) believe that the degree of satisfaction by citizens is satisfactory by the

organization.
40
30 21
Lk 17
: e
ol mm TN . . . .
| totally | disagree Neither lagree |fullyagree |donot
disagree agree nor know / do
disagree not answer

Figure 22: The degree of satisfaction by citizens

In addition to the previous statement, 57% of the employees (sum of agree and fully agree)

also agree that the organization responds adequately (in speed and quality) to citizens’

demands (Figure 23).

This statement comes as verification that the organization performs efficient enough to meet

the needs and demands of citizens.
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Figure 23: The organization responds adequately (in speed and quality) to citizens’ demands
Part D: Answers concerning questions about organizational culture and the notion of change

Moving forward to Part D of the questionnaire we will see the results of questions concerning

the organizational culture of Decentralized Administration of Aegean.

According to figure 24, 64% of the personnel (sum of agree and fully agree) agrees that
change is a factor for the optimal performance and operation of a service. That
percentage does not arise as a surprise due to the fact that the dominant culture of the

organization is adhocracy (create quadrant) where individuals are changed oriented.

40 AL

30 73 27

20

8
10 3 3
0 - - . . . —
| totally | disagree Neither lagree  |fullyagree Ido not
disagree agree nor know / do
disagree not answer

Figure 24: Change is a factor for the optimal performance and operation of a service

For the above-mentioned reason, in figure 25, we see that 71% (sum of agree and fully agree)
of the staff consider that there are specific parts of the organization in need of a

change because they face significant problems.
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Figure 25: Specific parts of the organization in need of a change because they face significant

problems

Despite the fact that certain changes were made to the organization both with the Kallikratis

and the Klisthenis program, 37% of the staff has a neutral opinion whether these

changes will work for the benefit of the citizen and the workers (figure 26) while 31%

(sum of disagree and totally disagree) sees it negatively.
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Figure 26: The changes made to the organization both with the Kallikratis and the Klisthenis

program will work for the benefit of the citizen and the workers

On the other hand, 77% (sum of agree and fully agree) agree that there are changes that

should be implemented and not legislatively foreseen (figure 27). That also

strengthens the statement that the personnel of Decentralized Administration of

Aegean are positive to changes (they have already experienced two major changes

through the implementation of the two above mentioned programs), but these changes

did not meet the criteria of benefit for both the citizens and the staff. Moreover, it

states that changes are not designed properly, in means that there is a lack of
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communication and interaction between the levels of deciding changes and the

personnel working in the front line and who actually are the ones who will support the

change and accomplish it.
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Figure 27: There changes that should be implemented and not legislatively foreseen

This lack of interaction is also expressed in figure 28, where 49% (sum of disagree and

totally disagree) of the personnel states that they are not adequately informed about

upcoming organizational changes. Considering that all changes to public sector are

being implemented through legislation, this certain chart states the luck of interaction

between the constructive legislation authority and the actual executive authority.

Going further to the analysis of percentages on figure 28, in comparison with gender and

function, we come across to the followings: 49% of the ones that believe that are not

adequately informed about upcoming organizational changes, 63% are female and

37% are male. Moreover, 70% of the directors, 41% of the employees and 60% of the

Head of Departments are sharing the same belief. It is noteworthy, that personnel in

upper managing positions are not well informed about strategic plans on changes.

This can be interpreted as an obvious lack of communication between competent

bodies (in our cases the different Ministries) and the organization.
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Figure 28: Do you think that the employees of the organization are adequately informed

about upcoming organizational changes?

In figure 29, 34% of the personnel sustains a neutral opinion in accordance to a resistance to a
change in the pay system while 34% state that there will be a resistance in a change in
the pay system. From these equally shared statements, we may think that perhaps the
personnel consider other changes to be more important than a simple change in
payment. Moreover, if we add the 10% of the ones that fully agree with the statement
of the question, we see that the difference is not significant and that payment is not

the main reason for a resistance to a change.
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Figure 29: Do you consider that the employees of the organization are resisting change in the

pay system?

On the other hand, 50% (sum of agree and totally agree) state that there will be an opposition
to a change in case it influences the way of work (figure 30). That also verifies the
fact that the personnel give priorities to changes affecting their work and not only to

the pay system.
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Figure 30: It is believed that employees of the organization are opposed to a change in the

way they work

According to figure 31, 55% of the staff agrees that resistance to change is different for each

hierarchical level. If we add the 19% that fully agree with this statement, we see that

the majority of the staff shares the same opinion.

Once again, going further the analysis of the percentage of figure 31, in comparison with

gender and function we see that 54% of females and 46% of males, almost equally

share the opinion that organizational change and any form of resistance is perceived

differently for each hierarchical level. Moreover, 12% of directors, 31% of Head of

Departments share the above with the rest 57% of simple employees. That means that

the upper managing groups experience less resistance to changes than simple

employees.
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Figure 31: Do you think that resistances to changes are different for each hierarchical level?

The results of figure 32, express the opinion that 64% of the staff (sum of agree and fully

agree) feel the problems of the service as their own. Taking under consideration that
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there is a strong performance of the opinion of the staff on collaborate quadrant
(upper left corner, see figure 20) where commitment to the group, communication and

sharing are the main characteristics, this result does not come as a surprise.
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Figure 32: I feel the problems of my service as my own problems

This commitment of the staff to the organization can also be seen on the results of figure 33.
Despite the fact that 33% have a neutral opinion on whether it will be satisfying to
continue their rest of the career in the organization, 39% (sum of agree and fully
agree) sees it positive. Neutral opinion can be interpreted in different forms,
especially concerning factors such as vocational upgrading, personal or family
reasons where a transfer to a new position to a different organization may be a result

of family needs, etc.
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Figure 33: He/she would thank me if I spent the rest of my career on this organization




JeAibda | 60

Conclusions
Public administration is fully intertwined with the application of public law and policy

with the primary objective of serving the public interest. Concepts, such as efficiency and

effectiveness, are key elements in the effort to improve and modernize it.

The term "public administration" refers to all the administrative mechanisms and
organizations of the State which operates at Central, regional and local level, with a view to
the implementation of public policy laws and programs. Public administration and its proper
functioning are the key elements of a country for its economic development and social

justice.

On the other hand, we have organizational culture which considers to be the most
critical parameter of growth and development of an organization. It consists the personality of
the organization and is interwoven with its philosophy, its objectives, its functions and its
structure. It is the bridge between organizational behavior and strategic management while is
also offered as a tool for providing advice to organizations in their attempt to achieve

necessary change.

During the last decades and especially through the National Strategic Reference
Framework, several attempts were made in order to reform public administration in Greece.
Kallikratis program was one of the reforms of the Operational Program ‘Reform of Public

Sector 2014-2020°.

As mentioned earlier, Kallikratis program was the main legislative attempt of the
reform of the organizational structure of Greece and the single law of the reform of the public
administration structure. Decentralized Administration of Aegean was chosen as a case study
since it is one of the seven (7) single decentralized units of the State and the working area of

the rapporteur of this thesis.

The purpose of this research focused mainly to the investigation whether the
organizational culture of the personnel is aligned with the priorities and objectives of the
organization since it is considered that such alignment gives high performance to

organizations.

The two main research questions a) what is the culture of the employees about the
current state of the organization and what is desirable for the future and b) to what extent the

employees are prepared to accept any change in the organization, where approached by the
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literature view on the term and aspects of organizational culture and by the presentation of
the framework of public administration in Greece and especially of the organization of

Decentralized Administration of Aegean.

The method of the questionnaire was chosen as the most appropriate tool for this
research and was distributed to the total amount (394) of the staff of the organization
electronically. 100 out of 394 colleagues responded to the questionnaire and of those 56 were
females and 44 males. 80% of the sample of the employees is between the age 36 to 55 and
79% are well educated since they are university graduates. So, the organization is staffed with
well-educated people in their most productive age but it is noticeable that only 41% are

holders of a master degree.

The implementation of the Organization Culture Assessment Instrument (OCAI)
situated the current and future culture of the organization to the upper right corner which

stands for the create quadrant and adhocracy culture.

According to the characteristics of this quadrant, the personnel of the organization
tends to be changed oriented and at the same time they have a high degree of flexibility,
cooperation, innovation and synergy. All these characteristics together, form a very dynamic
organization. And although it was expected that as a bureaucratic organization being a part of
the central public administration, the dominant quadrant would be the lower left corner
(hierarchy), the results pointed out exactly this dynamism. The dynamic feature of the
organization stems mainly from the limited available resources (both material and personnel)
which is the driving force of the personnel to perform with cooperation, innovative ideas in
order to use the upmost of the limited resources and cooperation among departments and

directorates.

Taking under consideration that the difference between the current and future culture
is only the increasing number between present and future, that actually reinforces the
dominant culture of Decentralized Administration of Aegean (adhocracy), we conclude that
its organizational culture is strong. Moreover, we also witness a strong alignment between the
values of the employees and the organization. Alignment, as described previously, enhance
the group to act in new synergistic way and to develop the sense of unity and cooperation. In
addition, the group sustains a strong commitment to the organization. For Decentralized
Administration of Aegean, it is expressed a strong commitment as well as an alignment since

there is a positive opinion on wanting to continue working to the organization (39%) and
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64% feel the problems of the organization as their own. The neutral 33% of those that they do
not contain an opinion whether they want to spent the rest of their career to the organization,
can be interpreted only by the belief that national government bureaucracies are more likely

to offer good careers and promotion opportunities.

The alignment is also reinforced by the other two indicators concerning the degree of
satisfaction of citizens’ (63%) and whether the organization responds adequately to citizens’
demands’ (57%). Of course, it would be interesting enough to explore whether citizens’ as
well share the same opinion with the personnel of the organization, by measuring their

satisfaction to the quality of the services provided by the organization!

Decentralized Administrations are generally the product of two legislative programs,
Kallikratis and Klisthenis program, in an attempt of reforming the Greek public

administration.

Despite the use of decentralization, which is one of the two practices associated to the
New Public Management, in order to improve the government’s efficiency, the personnel of
the organization were not convinced about the changes occurred through the implementation
of the two programs. 37% share a neutral opinion on the matter whereas 31% share a

negative one and only 24% saw the changes of the programs positively.

It is worth mentioned, that 71% believes that there are still specific parts of the
organization that need a change and as 64% states a change is a factor for the optimal
performance and operation of the organization. Moreover, 79% states that there are still

changes to be made and not legislatively foreseen.

The above percentages give a clear verification on Seel’s observation, by viewing
Johnson’s developed model of culture by the name ‘cultural web’, that a) most change
programs concentrate at a change at structure, systems and processes and b) these programs

most of the time are unsuccessful.

In conclusion, the personnel of Decentralized Administration of Aegean are not
objecting to changes, on the contrary they are change oriented, although it is highly expressed
that they are not adequately informed about upcoming organizational changes. As it is
argued, resistance to change would be arose in cases of changes concerning the pay system

and the way of their work.
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As they have passed two times the procedure of change, through two legislative
programs, they still believe that more changes should occurred that not legislative foreseen
previously because they strongly believe that change is a factor for the optimal performance

and operation of the organization.

Since all Decentralized Administrations of Greece share the same legislative
structure, it would be of great interest to see whether the rest of the six (6) decentralized
units, share the same organizational culture or in case of differences what are the reasons for
different organizational cultures among them. Moreover, it would be noteworthy, to

investigate in what extend different hierarchical levels experience resistance to change.

Finally, we encourage the upper management of the organization to take under serious
consideration the outcome of the dominant organization culture profile which tends to be

extreme because it can lead to chaotic circumstances to the operation of the organization.
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Annex
UNIVERSITY OF AEGEAN
POLITECHNIKAL SCHOOL
Department of Economics and Administration
Postgraduate Program

Economics and Management for Engineers

This questionnaire is used in the framework of research to prepare my thesis for the
completion of the Economics and Management for Engineering Postgraduate Program of the
University of the Aegean. The theme of my chosen work concerns the "Analysis and
Prospects of Changing the Organizational Culture in the Public Sector: The Case of the

Decentralized Aegean Administration" with supervisor Dr. loannis Rossidis.

Organizational culture is the most critical factor and development parameter of any
organization. It is the personality of the organization and is interwoven with philosophy,

purposes, functions and structure.

I will try to explore the organizational culture in the public sector by choosing to
study the institution of Decentralized Administration of the Aegean, which is in fact a

significant administrative decentralized structure of the state.

The questionnaire is anonymous (without any recording of the e-mail address, just for
convenience of data collection and processing this form is used) and the answers will be used

exclusively for the purposes of supporting my thesis.

Your contribution is important in completing this questionnaire, it requires a

minimum of your time and may help to redefine views on the concept of civil servant.
With appreciation
Arsenopoulou Evangelia

Head of Department of Civil Status, Migration and Social Integration, Chios, Greece



QUESTIONNAIRE

PART A — GENERAL INFORMATIONS

1. Sex
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MALE

FEMALE

2. What is your age ?

Less than 25

26-35

36-45

46-55

Above 55

3. How many years do you work in public sector?

Less than 5 years

6-10

11-15

16-20

21-30

Above 31

4. Have you worked in private sector?

Yes

No

5. Ifyes, how many years: ...... years

6. How many years have you been working in Decentralized Administration?........ years

7. Which is your function ?

Employee

Head of Department

Director

8. Level of education :

Secondary School

Technological university

University
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Graduate of National School of Public
administration

9. You also have :

Master Degree

PhD

None of the above

Part B: Questionnaire according to the tool Competing Values Framework

In Part B, through the 6 questions, we will try to framework the concept of how we
see our organization at present and at the future. For each question (from 1 to 6) there
are 4 statements. Please give one statement for each question between A to D, for
each column that concerns present and future

1. Dominant characteristics

Present

Future

The organization is a very personal
place. It is like an extended family.
People seem to share a lot of
themselves.

The organization is a very dynamic
entrepreneurial place. People are
willing to stick their necks out and take
risks.

The organization is very results
oriented. A major concern is with
getting the job done. People are very
competitive and achievement oriented.

The organization is a very controlled
and structured place. Formal procedures
generally govern what people do.

2. Organizational Leadership

Present

Future

The leadership in the organization is
generally considered to exemplify
mentoring, facilitating, or nurturing.

The leadership in the organization is
generally considered to exemplify
entrepreneurship, innovating, or risk
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taking.

The leadership in the organization is
generally considered to exemplify a no-
nonsense, aggressive, results-oriented
focus.

The leadership in the organization is
generally considered to exemplify
coordinating, organizing, or smooth-
running efficiency.

3. Management of Employees

Present

Future

The management style in the
organization is characterized by

teamwork, consensus, and participation.

The management style in the
organization is characterized by
individual risk-taking, innovation,
freedom, and uniqueness.

The management style in the
organization is characterized by hard
driving competitiveness, high demands,
and achievement.

The management style in the
organization is characterized by
security of employment, conformity,
predictability, and stability in
relationships.

4. Organization Glue

Present

Future

The glue that holds the organization
together is loyalty and mutual trust.
Commitment to this organization runs
high.

The glue that holds the organization
together is commitment to innovation
and development. There is an emphasis
on being on the cutting edge.

The glue that holds the organization
together is the emphasis on
achievement and goal accomplishment.
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Aggressiveness and winning are
common themes.

The glue that holds the organization
together is formal rules and policies.
Maintaining a smooth-running
organization is important.

5. Strategic Emphases

Present

Future

The organization emphasizes human
development. High trust, openness, and
participation persist.

The organization emphasizes acquiring
new resources and creating new
challenges. Trying new things and
prospecting for opportunities are
valued.

The organization emphasizes
competitive actions and achievement.
Hitting stretch targets and winning in
the marketplace are dominant.

The organization emphasizes
permanence and stability. Efficiency,
control and smooth operations are
important.

6. Criteria of Success

Present

Future

The organization defines success on the
basis of the development of human
resources, teamwork, employee
commitment, and concern for people.

The organization defines success on the
basis of having the most unique or
newest products. It is a product leader
and innovator.

The organization defines success on the
basis of winning in the marketplace and
outpacing the competition. Competitive
market leadership is key.

The organization defines success on the
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basis of efficiency.
Dependable delivery, smooth
scheduling and low-cost production are
critical.

Part C: Questions of the degree of achievement of the function of the organization
On parts C and D, give one answer for each statement by using the scale from 1 to 6, where
1: completely disagree, 2: disagree, 3: nor agree nor disagree, 4: agree, 5: completely agree,

6: don’t know/don’t answer

completely
disagree

disagree

nor agree
nor
disagree

agree

completely | don’t

know/don’t
answer

It is
considered
that the
formulation
of the
existing
directories
and
departments
of the
organization
are properly
performing
their work

Itis
considered
that the
degree of
satisfaction
of the
citizens is
satisfactory
by the
organization

It is
considered
that the
organization
responds
adequately
(in speed
and quality)
to citizens'
demands




Part D: questions concernin

organizational change
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1

2

3

In your view,
change is a
factor for the
optimal
performance
and operation
of a service

There are
specific parts
of the
organization
in need of
change
because they
face
significant
problems

Changes
made to the
organization
both with the
Kallikratis
program and
the Klisthenis
program will
work for the
benefit of the
citizen and
the workers

In your
opinion, there
are changes
that should be
implemented
and not
legislatively
foreseen

Do you think
that
employees of
the
organization
are
adequately
informed
about
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upcoming
organizational
changes

Do you
consider that
employees of
the
organization
are resisting
change in the
pay system

It is believed
that
employees of
the
organization
are opposed
to a change in
the way they
work

Do you think
resistances to
changes are
different for
each
hierarchical
level

I feel
problems of
my service as
my own
problems

He/she would
thank me if I
spent the rest
of my career
on this carrier

Detailed organizational chart of Decentralized Administration of Aegean
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