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Abstract  

The concepts of organizational culture and learning have been the focus of many scholars; and in 

recent years, practitioners have shown an increased interest in the concepts. The purpose of this 

thesis is to examine how cultural contexts affect organizational learning, which is considered a key 

component of the long-term success of a company in increasingly globalized and competitive 

markets. In addition to the large focus on organizational culture and learning, both within the 

business and academic world, it is found that the majority of studies within the fields focus on 

‘Western’ or Asian societies and cultures. Due to the increased interest in Latin American markets, 

the author of this thesis found it relevant to conduct the study based on a case company located in 

Guatemala, which is one of the top10 largest Latin American economies. 

The hypothesis of this thesis is that both the external and the internal contexts of an organization 

influence the implementation process and success of organizational changes. On this background, it 

was found interesting and highly relevant to examine how different cultural assumptions affect the 

organizational learning. Thus, a single case study was conducted during a three-month period in a 

dental company (Sonrie) in Guatemala. 

The methodological choice for the thesis is a qualitative mono-method, based on a single case study 

approach, which included elements of ethnography. The empirical data collection consists of 

observations; generated field notes, interviews and documents obtained from the case company. In 

order to examine the concept of culture, mainly the theories of the two researchers Schein and 

Hofstede are used. 

The thesis shows that organizational cultures affect the organizational learning in Sonrie and make 

it ‘fragile’. Furthermore, the data indicates that the macrocultural elements influence both the 

individual members as well as the organizational structure. In turn, the organizational culture and 

subcultures affects the processes of intuiting, interpreting, integrating and institutionalizing in 

relation to the different basic assumptions within different groups. In Sonrie, the different 

understandings of what things mean cause misunderstandings and inhibited the organizational 

learning. Another important finding was the exploitation of existing organizational knowledge 

while generating new knowledge. This shows that organizational learning should be a continuous 

cycle in order to achieve strategic renewal and gain competitive advantages. However, if the tension 

between exploration and exploitation of new and existing knowledge is ignored or impeded by 

resistance to change, the organizational learning will discontinue.  
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The results have practical implications as they provide insights into how organizational culture can 

enable or inhibit organizational learning. The overall findings pertaining to how culture affects 

organizational learning can be generalized and applied to future studies. However, it is unlikely to 

transfer the specific elements pertaining to the different cultures that influence Sonrie to other 

companies due to the subjective and contextual nature of culture. 

 

Keywords: Culture, Basic Assumptions, Organizational Culture, Subculture, Macroculture, Organizational 

Learning, Strategic Renewal, Organizational Change, Intuiting, Interpreting, Integrating, Institutionalizing.  
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1. Introduction  

For a long time organizational culture has been the focus of many HR practitioners and 

Management across the world. It is the basis for many change-related projects; and the analysis of 

organizational cultures can help facilitate the understanding of different elements in relation to the 

way in which organizations function and evolve. Understanding an organization's culture and 

subcultures will enable stakeholders to identify issues and needs of change in order to provide 

opportunities for strategic renewal.  

The point of departure for this thesis was a combination of both a theoretical and a personal interest. 

The theoretical interest originates from literature on organizational learning and the question of how 

organizations manage to implement change in a way that actually institutionalizes the new 

knowledge.  

The personal interest concerns whether and how culture – on the macro, organizational and 

subcultural level – can affect organizational learning. The hypothesis is that both the external and 

the internal contexts of an organization influence the implementation process and success of 

organizational changes. The contexts can relate to many different aspects such as the political 

system, the macroeconomic trends and cultures. The focus of this thesis is to analyze how 

organizational culture and subcultures influence organizational learning.  

In a globalized world, this question becomes even more interesting since a growing number of 

companies are moving not only their production but also their entire headquarters to parts of the 

world where labor is cheaper. The underlying curiosity for this thesis is the degree to which 

organizations need to consider culture when the goal is organizational change and strategic renewal.  

In order to investigate how culture affects organizational learning, the concept of culture is 

explored; and the major types of culture that are most likely to influence organizational learning are 

identified. Subsequently, the concept of organizational learning is explored and defined as a process 

with a focus on ’strategic renewal’. The concepts of culture and strategic renewal are combined in a 

theoretical framework for analyzing the link between culture and organizational learning. Based on 

a single case study, the theoretical framework is applied to the empirical data collected from the 

case company: a dental company located in Guatemala.  

Using an abductive approach, the data itself puts its marks on the theoretical framework as well, 

since the data made it relevant to adjust and combine some of the theoretical frameworks in order to 
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analyze the way in which cultures can affect organizational learning. This is elaborated in the 

methodology section (3).  

1.1 Case Introduction  

The case study is based on a company located in Guatemala City, called Clinicas Dentales Sonrie 

(Sonrie). Sonrie consists of eight dental clinics and a main office (Centrales). The company has 

recently undergone many changes partly in relation to a high turnover of staff and partly due to a 

focus on becoming an organization that continuously learns and improves in order to stay 

competitive. The changes to the organizational structure and the new focus on learning at Sonrie 

made this an interesting choice for investigating how organizational culture and changes can affect 

organizational learning. The empirical data collection, which forms the background for this case 

study, was conducted over a three-month stay in Guatemala from April to June 2015.   

1.2 Purpose of Study  

Despite the high focus on organizational culture, both within the business and academic world, the 

majority of information available tends to focus on western societies or Asian culture. However, 

with the increased interest in Latin American countries and their fast growing markets, it was found 

both interesting and highly relevant to conduct the investigation in the largest Central American 

economy.  

The main purpose of the research in this thesis is to analyze how organizational culture can affect 

organizational learning. In order to gain a deeper understanding of organizational cultures and 

subcultures it is important to investigate the macro contexts surrounding the organization. The 

Guatemalan case company ‘Sonrie’ met many of the criteria for investigating both organizational 

cultures and organizational learning; this is elaborated further in the methodology section. Since 

organizational culture in Latin American countries seems to be an underexposed theoretical area 

and since a growing number of western companies move their business to underdeveloped 

countries, it is highly relevant and interesting to investigate the importance of culture, which also 

includes the national culture (later identified as macroculture), to organizational learning.   

1.1.2 Research Questions   

Based on the hypothesis and interest in organizational culture, two research questions were  

identified as areas of interest. As stated earlier, the main area of interest pertains to the issues 

related to organizational culture and cultural changes in relation to organizational learning. 
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However, in order to understand the organizational culture, the elements of macroculture, which 

may influence the organization, must also be examined.  

The general area of interest is investigated in a single case company, Sonrie. In chapter 6 there is a 

reflection upon the findings in the case and whether these can be extended to other companies. 

RQ 1: How does Guatemalan macroculture affect the organizational culture and subcultures at 

Sonrie?   

RQ 2 How do the organizational culture and changes of the culture affect organizational learning at 

Sonrie? 

During the data collection process, it became evident that many of the employees within Sonrie 

attributed all or most of the changes to their CEO, who comes from a different cultural background 

than the employees in the case company. Therefore, it was necessary to include a third research 

question: 

RQ3: How does the cultural background of the management relate to the organizational culture and 

learning processes at Sonrie?  

1.3 Scope & Delimitation  

The scope of the study is to investigate how the organizational culture is affected by the national 

culture and how the organizational culture can facilitate organizational learning. Many other factors 

can influence organizational learning such as the organizational structure or the personality profiles 

in the different levels of the organization. These factors are not included in this thesis which focuses 

on the meaning of culture in order to conduct a more in- depth analysis. In another project, it could 

be interesting to investigate how big a factor culture is, compared to other factors influencing 

organizational learning. In this thesis, the question is more about how rather than how much. 
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1.4 Thesis Structure  

The structural model of the thesis is designed to provide the reader with a comprehensive 

visualization of how the investigation was conducted in order to answer the three research 

questions. The structure is as follows: 

 

Figure 1: Thesis Structure 
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2. Case 

This chapter presents how the case organization was selected and a description of the case 

organization. The case presented in this chapter serves as the empirical foundation of this thesis. 

The case description provides a general introduction to Clinicas Dentales Sonrie, the history of the 

company as well as goals and strategies. Furthermore, the organizational structure and the units of 

analysis will be described. Additional data is presented in the analysis (chapter 5). All empirical 

data is applied in the appendices. 

2.1 Case Selection 

Bryman & Bell states that with many research questions it is likely that some companies or cases 

meet the criteria for what you wish to investigate, but it may not always be possible to gain access 

(Bryman & Bell, Business Research Methods, 2007). For practical reasons, the author of this thesis 

chose to make use of available resources while negotiating access to the case company. Sonrie's 

CEO Malte Holm and the author of this thesis are related which facilitated the process of gaining 

access to the entire organization. Sonrie met many of the criteria necessary for answering the 

research questions. Some of the criteria were the change initiatives and strategic plans that were 

developed within Sonrie at the time and the focus on incorporating a stronger organizational culture 

throughout the entire company. These factors combined with the access to the organization were the 

main reasons for choosing Sonrie as the case company. Another factor in choosing a company 

located in Guatemala is the growing interest in the Latin American market and cultures. 

2.2 Case Description: Sonrie 

Clinicas Dentales Sonrie, subsequently referred to as Sonrie, was founded in 2008 by a Guatemalan 

dentist based on the ideal of bringing a higher quality of dentistry to the country. The company 

consists of a main office and eight clinics, all located in Guatemala City. The company employs 

about 120 people, of which 25 work in the main office. Sonrie is owned by the company Grupo 

Entero and is controlled by the board of directors. In January 2014, board member Malte Holm was 

asked to take over the marketing department in Sonrie, as an attempt to generate a positive cash 

flow into the organization. He spent eight months within the organization and learned that a general 

lack of leadership and business understanding was one of the largest issues within the organization. 

Based on this finding, his recommendation to the board was to replace the majority of the 

management team in Sonrie. This resulted in the appointment of Malte Holm as the new CEO at 

Sonrie. Later decision was made to replace 80% of the administrative team. 
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After the implementation of the administrative changes, the new management group developed a 

new set of clear values and strategic goals for the organization. 

These values and goals were created through a series of workshops with participation of all 

members of Sonrie’s top management who shared their thoughts and opinions about important 

aspects within the organization. These workshops resulted in the identification of five values: 

Integrity, Humility, Respect, Will/Willpower and Responsibility. The values and ideals are designed 

to motivate the employees and to give them aspirations towards learning and continuously 

improving. Dentistry is a highly competitive business; and Sonrie has to evolve continuously in 

order to stay competitive and provide the highest service to patients. Sonrie aspires to be the 

number1 dentist company in Guatemala. This involves training, new technologies, high quality 

materials and continual learning. Sonrie does not want to provide the cheapest dentistry in 

Guatemala, but the best. This leads towards the creation of the goals, where both the long-term and 

the short-term goals were created for the company as a whole. One of the tools used throughout the 

process of creating the strategic goals is the book “Scaling Up” (Harnish, 2014). In addition to 

using "Scaling Up" as a guideline while creating the values and strategic goals, some tools from the 

book were used to facilitate the processes of improved efficiency and communication throughout 

the company such as Socratic dialogue, Daily huddles, Weekly manager meetings as well as 

Monthly, Quarterly and Annual meetings.  

The following figure (see appendix 2.1 for full document) shows a time period ranging from three 

months to 3-5 years. The figure presents some of the overall strategic goals for Sonrie both on a 

short-term and long-term basis in the period. A ten-year goal was also developed and referred to as 

Big Hairy Audacious Goal (BHAG).   

 

Figure 2:  Strategic priorities at Sonrie April 2015 

The implementation process of the short-term goals was intended to take place from April to June 

2015. Within three months, the goal was to raise occupancy levels to 85 % capacity and lower the 
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number of vacant appointments, create an organizational culture and, install dashboards in clinics in 

order to track revenue and see whether daily and monthly goals are met. The one-year goals include 

raising the occupancy level and retain regular customers, implement new IT solutions such as an 

ERP (Enterprise Resource Planning) system to improve efficiency and create standardized 

procedures. The long-term goals 3-5 years, are to expand geographically in Central America and to 

build their own laboratories to make braces, crowns and prosthetics in order to distribute these to 

their own and other dental clinics. 

 

The most interesting short-term goal for this thesis is the creation of a shared corporate culture. 

Sonrie's long-term goals include expanding to other Central American countries and having their 

own laboratories that can produce e.g. crowns, prosthetics and dentures. Sonrie’s BHAG or ten-year 

goal is to have 1,000,000 customers in 2025 spread out through Central America.  

 

2.3 Units of Analysis 

As previously mentioned, Sonrie consists of eight clinics and the main office (Centrales). The 

organization is a structured hierarchy where the top management and Board of Directors make most 

of the decisions. Figure 3 and 4 show the organizational structure. Centrales and the clinics will be 

described separately in order to provide a clear image of the two main units of the analysis; Clinics 

and the Management Group.  

2.3.1 Centrales 

Centrales is located in zone 15 in Guatemala City in Edificio Avante. Guatemala City is 

unfortunately a city that struggles with many criminals. The city is divided into 22 zones; and zone 

15 is considered as a relatively safe zone. The office is located on the 15
th

 floor, where they share 

the reception area, a conference room and a smaller meeting room as well as lunchroom and rooftop 

patio with Grupo Entero. However, the two companies have separate offices. Centrales’ office 

consists mainly of a large open space where approximately 90 % of the employees sit together, but 

there are also a few smaller shared offices with large glass windows looking into the rest of the 

office. The purpose of the office setup is to enable a fast and steady communication flow and to 

break down the hierarchy. CEO, Malte Holm and the Financial Manager, Cesar Juarez, sit in the 

large open area to make themselves more visible and accessible. There is also a conference room 

with seats for approximately 25 people. 
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Figure 3 below illustrates the organizational structure and shows the different departments within 

Centrales and how the clinics are lower within the hierarchy. The structural model of the clinics is 

available in chapter 2.3.2. Figure 3 only contains the names of the employees who have a 

permanent contract. For a full list of names and employees in Centrales, see appendix 4.  

 

Figure 3: Structure of the Hierarchy within Sonrie 

2.3.1.1 The Management Group  

The management group at Sonrie consists of the clinic managers, managers from HR, Marketing 

and Finance, Area Managers and the CEO.  

Centrales Clinics 

Malte  Fernando 

Cesar  Mirna 

Heidy  Michelle 

Monica 

Moralez 

Monica 

Mazariegos 

Silvia Marvin 

Marco Jorge 

Table 1:  Management Group Members 
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The entire management group attends the daily huddles, and the group has a weekly meeting every 

Monday. Furthermore, they have monthly and quarterly meetings, which tend to be off-site 

meetings. These meetings are designed to allow the group to bond and become closer, but also to 

allow for efficiency.  

 

2.3.2 The Clinics 

This chapter describes the clinics in general and some of the structural changes. However, the case 

below is mainly based on empirical data collected in Clinic Pradera, where the majority of 

observations took place.  

 

All the clinics are located in shopping malls around Guatemala City. There are security guards in all 

the malls in order to make these locations safer for not only staff, but also the customers. The layout 

of the clinics differs because they vary in size, but the layout also depends on the malls in which 

they are located. The décor and interior design is very similar in all the clinics. Pictures of four 

different clinics are available in appendix 5. 

Among the eight different clinics, Clinic Pradera was chosen because it was assumed to be the most 

representative clinic. It was chosen due to the number of employees, which were representative for 

the majority of the clinics. Additionally, the clinic manager Fernando Santella started managing the 

clinic the same day as the observations for this thesis began. This made it possible to follow and 

investigate how the employees at the clinic reacted in relation to the implementation of some of the 

new changes. It is assumed that the findings in this clinic can be reproduced in the other clinics. 

 

The organizational structure of the organization has changed in both the clinics and Centrales. In 

January 2015 it was decided to hire new managers for all the clinics. The reasoning behind bringing 

in new managers was to create a larger focus on business strategies and personnel management. 

Previously, the dentists managed the clinics, but since they were paid solely based on commission, 

their main focus was on practicing dentistry in order to get paid more rather than managing the 

clinics. Today, the clinics are run by managers with previous business experience whose focus is on 

running the day-to-day business. 
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The clinics are open all year round with Christmas Day and New Year being half days. The dentists 

generally work in two shifts with a morning shift and an afternoon shift since most of them have 

their own clinics besides working for Sonrie. There are different types of dentists in Sonrie. There 

are "regular" dentists and the specialized dentists such as orthodontists and endodontists who work 

for several of Sonrie’s clinics and split their time between clinics. The managers work 

approximately eight hours per day Monday-Friday and tend to work half days on Saturdays. The 

cleaning staff generally works half days 6-7 days a week; and the assistants and SAC (Servicios al 

Clientes) work full time 6 days a week. 

 

Figure 4 below shows a zoomed in version of the clinics from figure 3 and represents the general 

setup and hierarchy within the clinics. However, the clinics all vary in size, and it is therefore only a 

guiding structural model.  

 

Figure 4: General model of the hierarchy within the clinics. 

During the three months’ observation period, a whole set of changes were implemented in the 

clinics such as daily huddles, weekly staff meetings and one-on-ones with the employees. 

Additionally, they held five meetings revolving around the values of Sonrie. The underlying 

reasoning behind these changes relates to the strategic priorities and goals shown in figure 2. 
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Another change, which had a large impact on Sonrie as a whole, was a change in the dentists’ 

contracts. Previously, the dentists received different percentages in commission depending on the 

type of procedure, but after the changes, the managers increased the percentage to 25% regardless 

of the type of procedure. However, the 100 Quetzal (Q) (approximately 87 DKK) per hour on 

holidays would be taken away along with any commission related to selling toothpaste, 

toothbrushes etc.  

The dentists were only given a few days warning before having to sign the contracts. If they 

refused, they would no longer be employees of Sonrie. This was possible since all the dentists were 

hired as "servicios profesionales” or professional services. The changes in the contracts created a lot 

of tension within the clinics and resulted in several dentists leaving the company. In one of the 

clinics (Tikal Futura), the changes resulted in all six dentists refusing to sign the contracts and 

leaving Sonrie.  

 

Furthermore, at the same time the management group at Sonrie stated that they would create a 

"Sonrie Culture". It started with five meetings in each clinic, where the employees had to participate 

in Socratic dialogues revolving around the five core values of Sonrie. The goal is to create a culture 

in which the employees feel comfortable around each other and where they at the same time can 

communicate efficiently. Additionally, Sonrie wants their employees to live by the values and 

provide the best possible service to clients.   
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3. Methodology 

This chapter explains the methodology applied throughout the data collection and analysis process. 

The Research Onion by Saunders, Lewis and Thornhill has served as a guideline for this chapter, 

beginning with the research philosophy ending with data collection and analysis. The chapter is 

divided into four subsections that are used to explain the methodological approach for answering 

the research questions.  

 

Figure 5: The Research Onion (source: Saunders, Lewis & Thornhill, 2012 p. 128) 

3.1. Fundamental Considerations  

The outer layer of the research onion shows the fundamental philosophies of research. The 

philosophies ultimately affect the way in which researchers analyze their findings (Saunders, et al., 

2009). The philosophies can be seen as a continuum that spans from positivism to constructivism. 

Approximately “in the middle” of this continuum is critical realism, which takes elements of both 

positivism and constructionism into consideration. This philosophy was deemed appropriate for this 

particular project since it both recognizes the reality of the natural order relating to the events and 

structure (realism) and at the same time acknowledges discourses of the social world 

(constructivism) (Bryman & Bell, 2007). Researchers within the critical realism have realized that 
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what we see is only part of a bigger picture; and they have recognized the need for multi-level 

studies at the organizational, group and individual level (Saunders, et al., 2009, p. 115). The 

approach of critical realism is relevant for this thesis because it facilitates the analysis of both the 

organizational structure and the social discourses related to culture.   

 

The choice of research approach, the second layer of the research onion, is based on the researcher’s 

reasoning and desired plan of action. There are two main approaches: Inductive and Deductive. 

Following the deductive approach, a theory and hypothesis is developed; and attempts are made to 

test these. Following the inductive approach, data is collected, and on that basis a theory is 

developed  (Saunders, et al., 2009). In this thesis, a combination of the two approaches inductive 

and deductive, known as Abduction, is used. An abductive approach is a method that moves from 

theory to data (deduction) and from data to theory (induction). It is argued that the combination of 

the inductive and deductive approach often leads to a new perception of the existing knowledge, but 

also considers the reality in a new and unexplored way (Nielsen, 1994, p. 26). Abduction explains 

the theoretical phenomena through the creation of new connections between the theoretical 

foundation and the empirical data and the other way around.  

 

When the process of this thesis was started, the point of the departure was a theoretical interest in 

the link between culture and organizational learning. The literature on the two themes were assessed 

and used as a guideline during data collection. For example, the theory shaped the interview guide 

to make sure that the questions covered the areas of theoretical interest. Part of the empirical 

research was used as a basis on which to look into theories and topics related to the dentistry 

industry. An example of this is that it during the interviews became clear that the cultural 

background of the CEO had a larger impact on organizational change that the initial theory had 

implied. As the empirical research developed further, the theoretical framework was revised and 

adjusted; and new literature was taken into account to continue the development of the empirical 

research.   

 

The Qualitative Mono methodology, third level of the research onion, was chosen for this thesis 

with the purpose of only using qualitative data in order to gain a deeper insight into the issues 

investigated (Saunders, et al., 2009). Since the purpose of the thesis is to gain a deep insight into a 

subject and due to the social nature of culture, the qualitative mono method was considered the 
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most appropriate. Quantitative or mixed method studies are very strong when investigating 

causality and generating hypothesis, while the qualitative mono method allows for a more in-depth 

understanding of the complexity of organizational culture. 

The fourth level of the research onion relates to the strategy of answering the research question. The 

case study approach was chosen based on the interest in the organizational culture and how it 

affects organizational learning. According to Yin (Yin, 2003, p. 9) and (Saunders, et al., 2009) a 

case study is appropriate when a ‘how’ or ‘why’ question is being asked pertaining to events which 

the researcher has little or no control over. Robson defines a case study as a “strategy for doing 

research which involves an empirical investigation of a particular contemporary phenomenon 

within its real life context, using multiple sources of evidence” (as cited by Saunders et al., 2009, 

p.146). A single case study approach was used which allowed for a more personal interaction with  

the employees at Sonrie and time to obtain more in-depth data for the analysis. The thesis is based 

on a case study where qualitative data is collected through semi-structured interviews, documents 

and observations in Sonrie’s clinics and the main office. The purpose of quantitative research is to 

observe and explain people’s attitude and behavior and to show causality, whereas the qualitative 

research approach aims at understanding the respondent’s reflections, thoughts and feelings 

(Bryman & Bell, p. 35). 

 

The fifth layer of the research onion relates to time. The thesis is based on a cross-sectional study, 

which was conducted over a period of three months in Guatemala City. The choice of conducting a 

cross-sectional study was based mainly on the time constrictions of the research. A longitudinal 

study would have been preferable for this study to gain a deeper understanding and insight into the 

development and changes within Sonrie.  

Saunders, Lewis & Thornhill state that most academic projects will be of a cross-sectional nature 

due to the time restrictions (Saunders, et al., 2009, p. 155). Bryman & Bell who refer to this as 

micro-ethnography share this point of view; and they argue that this approach is useful in order to 

gain a deeper understanding of cultural elements in organizations even if there is a limited time 

frame (Bryman & Bell, 2007).  

3.2 Data Collection 

At the core of the research onion is the data collection and data analysis. This section provides an 

overview of the types of data used to answer the research questions. Table 2 below provides an 
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overview of the type of empirical data collected at Sonrie. The table illustrates the units of analysis, 

data sources and the collection methods used. 

 

  

Units of analysis WHO /WHAT Type of Data Collected 

Company Sonrie Online Sources, Photos,  Strategic 

plans, Documents, & 

Observations 

Individual CEO E-mails, Daily Conversations & 

Observations, Phone Calls 

Individual Manager Interview 

Individual Manager Interview, Observations, Daily 

Conversations & E-mails 

Individual Assistant Interview 

Individual Maintenance crew Interview, Observations, and 

Casual Conversations 

Individual SAC Interview, Observations and 

Casual Conversations 

Individual Dentist Interview 

Group Management Group 

All clinic managers, department 

managers & CEO 

Strategic plans, workshop 

Documents 

Group Staff Meetings in Pradera 

(All staff) 

Field notes, and Observations 

Group Daily Huddle (Centrales) Observations 

Group Monthly staff meeting 

(Centrales) 

Observations 

Clinic Pradera Clinic Observations, Photos, and, Daily 

Conversations  

Table 2: Units of Analysis 
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A significant amount of the empirical data consists of field notes based on the observations made 

during the stay in Guatemala (field notes available in appendix 3) The author of this thesis had the 

researcher role within Sonrie known as "observer-as-participant"  (Bryman & Bell, 2007). This role 

consisted of interviewing and observing rather than working in the company, and personal opinions 

on different topics were only offered when participating in management meetings and workshops. 

Furthermore, all employees were aware of the purpose of the research on organizational culture. 

The observations mainly took place in Clinic Pradera and in the main office within the management 

group. The reasoning behind observing mostly in one of the clinics was to obtain a deeper insight 

into the everyday life in the clinic and more importantly getting to know the employees and 

building trust.  

 

During the three months’ observation period a large amount of data was collected, primarily as field 

notes. This is referred to as "jotted notes" (Lofland & Lofland, 1995), where the researcher writes 

down brief notes, quotes, keywords and phrases and writes up more thorough notes of the events 

after (Bryman & Bell, 2007). This type of note taking was the most appropriate for this thesis since 

the employees’ might feel uncomfortable or self-conscious in case everything they said was written 

down.  However, at the end of each day, full field notes were written down containing as many 

details about people, conversations and events as possible. Besides the empirical data collected at 

Sonrie, a part of the data used to analyze the macroculture of Guatemala is literature on Guatemalan 

history and culture, primarily from The Hostede Center and The World Bank.  

 

3.2.2 Interviews 

Semi-structured interviews were used during the data collection process since this method allows 

for further interaction and adjustment of questions based on the given answers. It provided a 

flexibility that allowed for an in-depth understanding of the answers given. Furthermore, choosing 

this method made it possible to follow up on specific answers and clarify issues (Saunders, et al., 

2009). 

 

As illustrated in table 2, the interviews were conducted with employees from different levels and 

occupational groups within the organization. The purpose was, as previously mentioned, to gain a 

deeper insight into the different views on the organizational culture and the organizational changes. 

This provided valuable inputs and different understandings of the organizational culture, which was 
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necessary for the analysis in section 5.2. Additionally, the participant selection was based on 

acquiring data that would reflect the different perspectives of different roles within Sonrie from the 

top to the bottom of the hierarchy. 

 

3.2.3 Limitations  

Throughout the data collection process, it was found important to reflect on possible limitations that 

could affect the validity of the data. To produce a high quality dissertation, it is important to 

identify and clarify any possible biases that could affect the results of the research (Arksey & 

O'Malley, 2005).  In this subchapter, there will be a discussion of possible limitations and biases 

relevant for this particular case. 

The risk that the relationship to the CEO of the company could affect the validity of the data was 

taken into careful consideration. Thus, several steps were taken in order to avoid that the  

employees would feel uncomfortable sharing opinions or that it would affect their everyday 

behavior. One of the measurements taken in order to achieve honest answers during interviews 

involved the option of anonymity in case anyone from the management would read the research 

report. However, it cannot be completely ruled out that some of the answers given have been either 

exaggerated or understated. Another limitation throughout this process was the language barrier 

since very few of the 120 employees at Sonrie spoke or felt comfortable speaking English. 

Therefore, the majority of interviews and day-to-day observations were conducted in Spanish. 

 

3.3 Data Analysis  

According to Brinkman & Kvale, the analysis of interviews should be a continuous process starting 

from the beginning of the conducted interview by clarifying contradictions and responses between 

interviewer and interviewee (Kvale & Brinkman, 2009). The semi-structured interviews allowed for 

this clarification process by being able to change questions according to given answers. 

It is argued that the issue of validation, when working with a qualitative method, can be overcome 

with practical solutions and by using comparative methods (Silverman, 1997). One such 

comparative method is data triangulation. “Triangulation refers to the use of different data 

collecting methods within one study to ensure the data is telling you what you think it’s telling you” 

(Saunders, Lewis, & Thornhill, 2009, p. 146). Data triangulation was used throughout the analysis 

process to analyze how the different types of data complement each other and show common 

connections.  
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After conducting the interviews, the recordings and transcriptions were listened to and read through 

carefully and content analyzed; and afterwards they were compared with the observations and 

written documents obtained.  

The figure below shows the empirical data used in the triangulation process.  

 

Figure 6: Data Triangulation 

4. Theoretical Background  

“Theory is about connections among phenomena, a story about why acts, events, structure and 

thoughts occur” Sutton & Straw as cited by (Crossan, et al., 1999).  

This chapter consists of mainly three parts. The first part examines the concept of culture. Using the 

theories of Schein (1984; 1993; 2010) and Hofstede (1994), three main types of culture: ‘Macro-’, 

‘organizational-’, and ‘subcultures’, are found to be the most important in order to understand how 

cultures can affect organizational learning. To analyze this link, the second part of this chapter 

elaborates the term organizational learning, defining it as strategic renewal. The theories and 

frameworks used for this subsection are based on the work of Crossan et.al. (1999; 2003; 2011), 

Lengnick-hall & Inocencio-Gray (2013) and Argote & Mirron-Spektor (2011). In the third and last 

part of this chapter, the concepts of culture and strategic renewal are linked in a theoretical 

framework, which makes up the analytical tool for investigating the data collected in relation to 

RQ2 - How do the organizational culture and changes of the culture affect organizational learning at 

Sonrie? 
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4.1 Culture  

The concept of organizational and corporate culture has been a focus of many scholars since the 

early 80's, and there are several definitions. The increased interest in cultural studies relates to both 

the increased focus on efficiency, but also the growing interest in employees thriving in their 

workplace. Some scholars have been more dominant within the field of cultural studies. Especially 

Edgar H. Schein and Geert Hofstede are popular names within the field. The following table will 

show a few definitions of culture. The definitions relate to culture as a general phenomenon.  

  Definition   Author  

  

1  

“Culture (1) being the training or refining the mind; 

Civilization, Culture (2) is the collective programing 

of the mind which distinguishes the members of one 

group or category from another.”     

(Hofstede, 1994, p. 260) 

  

  

2  

 “The culture of a group can now be defined as a 

pattern of shared basic assumptions learned by a 

group as it solved its problems of external adaptation 

and internal integration, which 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, 2010, p. 17)  

  

  

3  

“Culture is the coherent, learned, shared view of a 

group of people about life’s concerns, expressed in 

symbols and activities, that ranks what is important 

furnishes attitudes about what things are 

appropriate, and dictates behavior”  

(Beamer & Varner, 2008, p. 

6) 

  

  

4  

“Culture is a community circling an orbit of 

questions... Culture is a communal interpretation of 

the psychical, social, and personal world: How are 

things connected, what actions are possible? What is 

real… Who is normal and who is strange?”  

(Thyssen, 1994, p. 6) 

  “A community or population sufficiently large enough  (Jandt, 2010, p. 15) 
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5  

to be self-sustaining; that is, large enough to produce 

new generations of members without relying on 

outside people. The totality of that group’s thought, 

experiences, and patterns of behavior and its 

concepts, values, and assumptions about life that 

guide behavior and how those evolve with contact 

with other cultures” 

Table 3: Compilation of Culture Definitions (Source: Authors own Compilation). 

The different definitions in table 3 show that many of them share similar characteristics. One of the 

characteristics that most of the above-mentioned definitions have in common is the focus on 

cultures being something shared between group members. Additionally, they include shared values 

and experiences leading to basic assumptions about life and problem solving.  

Out of the many definitions of culture, this thesis will use Schein's definition of culture throughout 

the paper. This decision is based on Schein’s multilevel understanding of culture, where he 

recognizes that culture can be many different things. This is useful in this thesis since the goal is to 

understand both the significance of macroculture and organizational culture for an organization’s 

ability to adapt strategically. Besides this multilevel understanding of culture, Schein has been 

willing to make changes to his framework if necessary. Additionally, Schein is one of the most 

respected and cited researchers within the field of cultural studies (Lewis & Hammer, 2007).   

"Culture is to a group what personality or character is to an individual" (Schein, 2010, p. 13).  

Schein argues how one of the most fundamental aspects of culture is that it is a product of social 

learning (Schein, 2010).  

There are many different types of culture and cultural settings; and in the vast literature, scholars 

discuss corporate, organizational and national culture. Schein differentiates between four different 

types of culture, which will be used throughout the analysis section in order to investigate the 

effects of macroculture on organizational culture and subcultures. Before the four types of culture 

are presented, Schein’s theoretical framework for analyzing culture is introduced in the following 

section and will be used to understand the four types of culture. 
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4.1.1 Cultural Analysis Framework  

In 1984, Schein developed a framework for analyzing the different types of cultures consisting of 

three levels: ‘artefacts and creations’, ‘espoused beliefs and values’ and ‘basic assumptions’ (Schein 

1984). The framework can be used to analyze culture in any given group, both macro-, 

organizational, sub- and microcultures. In this thesis, these three levels of analysis are used to 

analyze the organizational culture at Sonrie. The theoretical framework is still considered relevant 

and has been further developed in Schein's most recent literature. Schein has acknowledged that 

organizational culture is not always created based on a top-down approach, but the levels of 

analysis remains the same. Figure 7 below illustrates the three levels of culture and how they 

interact. The term “level” means " the degree to which the cultural phenomenon is visible to the 

observer" (Schein 2010, p. 23). Subsequently, the three levels of analysis presented in Schein’s 

model are examined.  

 

Artifacts and creations represent the surface level, which includes every phenomenon visible to the 

observer of an unfamiliar culture. These artifacts include documents, architecture, language, 

technology, observed manners and clothing as well as stories about the organization including 

Figure 7: Levels of Cultural Analysis (Source: Schein 1984, p.1) 
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published lists of values and rituals (Schein 2010). Figure 7 illustrates how analyzing visible 

artifacts can be complicated because the artifacts can be difficult to decipher even if they are visible 

and readily available to the researcher meaning that " the observer can describe what they see and 

feel but cannot from that alone reconstruct what those things mean the given group" (Schein 2010, 

p. 24).  In order to fully understand the visible artifacts, some of the underlying meanings must be 

discovered through the understanding of the beliefs and values by the group members (Schein 

2010).  

Espoused Belief and Values, the second level of cultural analysis includes: ideals, goals, values, 

aspirations, ideology and rationalizations. It investigates the values and concerns relating to why 

people act the way they do. In order to understand the espoused beliefs and values, thorough 

research is needed to collect sufficient empirical data by using interviews and content analysis of 

documents found at the first level of analysis (Schein 2010). When analyzing this level of culture, it 

is important to keep in mind that the espoused beliefs and values may be contradictory to the 

underlying assumptions that relate to the core aspects of the organization (Schein 2010).  Analyzing 

the underlying aspects of members’ behavior is not possible solely based on analyzing the artifacts 

and espoused values and beliefs because we need to understand the basic underlying assumptions 

that guide behavior in order to gain a deeper understanding of the patterns of behavior,. “The 

essence of a culture lies in the pattern of basic underlying assumptions, and after you understand 

those, you can easily understand the other more surface levels and deal with them appropriately” 

(Schein 2010 p. 32). 

Basic assumptions, the third and deepest level in cultural analysis, is the most difficult to 

investigate and understand. Basic assumptions tend to be unconscious, fundamental ideas of how 

the world works and determine how the group members think, feel and perceive things (E. Schein 

1984). The basic assumptions of a given group are learned responses to problems, based on the 

espoused beliefs and values. The generated behaviors gradually become the norm of how to do 

certain things; and they are eventually taken for granted and drop out of awareness, thus developing 

into underlying basic assumptions (Schein 1984) (Schein 2010). Schein argues that in order to 

understand and analyze the basic assumptions, the researcher must ask the right kind of questions. 

Since the assumptions are increasingly taken for granted and repressed in our sub-consciousness, 

the researcher must collect enough empirical data through the use of observations and visible 

artifacts at the two first levels of analysis. This will form the basis for asking the right questions to 

bring the notion of the basic assumptions back into focus of the individuals (Schein 2010) (Schein 
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1984). Basic assumptions can exist at both the individual level and at the group level; and members 

of a group can be part of several cultures. However, the strength of a culture comes from the shared 

and mutually reinforced basic assumptions (Schein 2010). Basic assumptions tend to be non-

debatable and extremely difficult to change because they are so embedded in the minds of the group 

members in relation to how things are and should be done (Schein 2010).  Trying to change a 

culture can be anxiety provoking for some members since their underlying presumptions of things 

must be changed (Schein 2010).  

There have been some scholars to criticize Schein's methodology; among these were Meyerson and 

Martin. They were critical of Schein's very top-down approach to organizational change arguing 

that all changes come from the management and are spread down the organizational hierarchy 

(Martin & Meyerson, 1987). However, in the newest editions of his book Organizational culture 

and leadership, Schein considered the criticism and made changes to his framework. Among the 

changes is the notion that cultural chance is not necessarily a top-down approach (Schein, 2010). 

This willingness to adapt his methodology and really consider criticism is among the reasons why 

the author of this thesis chose to use the theories presented by Schein and considers them valid. 

Additional theories and frameworks are used throughout this thesis to complement Schein’s 

theories.   

Systematically, the three levels of cultural analysis described above will be used to understand the 

four different kinds of culture identified by Schein (shown below) 

 Culture Category 

 

1 

Macroculture Nations, ethnic and religious groups, occupations that exist 

globally. 

 

2 

Organizational Cultures Private, public, nonprofit or government organizations.  

 

3 

Subcultures Occupational groups within organizations. 

 

4 

Microcultures Microsystems within or outside organizations.  

Table 4: Four types of Culture defined by Schein 2010.  

In the following, the four types of culture defined by Schein will be elaborated in the light of the 

three analytical levels (artifacts, values and assumptions). During the analysis of the Guatemalan 
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macroculture, it became clear that the three dimensions were not sufficient to fully understand the 

connection between macroculture and organizational culture. It showed that additional dimensions 

were necessary in order to answer the research questions properly. Therefore, the theory by 

Hofstede on national culture was added to Schein’s understanding of macroculture. In the 

subsection about macroculture, it is further explained how this adjustment of the theoretical 

framework was possible due to the use of abduction in this thesis. The data was then re-assessed in 

light of the refined analytical framework. Sub- and microcultures are closely related; and the 

relation between them will be discussed and elaborated under the same subsection.    

4.1.2 Macroculture & National Characteristics   

This section of the thesis provides the theoretical foundation for analyzing the macrocultural 

elements in Guatemala and how it affects the organizational cultures at Sonrie. The focus is on the 

theoretical frameworks of macroculture by Schein and Hofstede.  

Schein argues that nations, ethnic groups, religions and other kinds of social units are cultures that 

he defines as macrocultures. In order to fully understand what goes on inside organizations, it is 

necessary to understand the organization’s macro context because much of what is observed simply 

reflects the national culture (Schein, 2010). Organizational cultures exist in a context, and the 

evolution of organizational culture influences the macroculture (Schein, 2010). 

The three levels of cultural analysis are to some extent useful in the analysis of the macrocultures in 

Guatemala. The visible artefacts, values and rituals, which are commonly found within Guatemala, 

can be analyzed; and some fundamental notions of the basic assumptions created by society can be 

identified. The three levels are found useful, but based on the timeframe and scope of the study, the 

three levels alone do not offer enough insights into the general national culture in Guatemala. In 

order to obtain a deeper understanding of the macrocultural elements within Guatemala, the 

theoretical framework by Hofstede is used to supplement Schein’s framework.  

As seen in table 3, Hofstede divides culture into two different types, and he argues that "National 

Culture is the collective programming of the mind one acquires through growing up in a particular 

country" (Hofstede, 1994, p. 262).    

Hofstede argues that there are inequalities in every culture, even the simplest ones (Hofstede, 1994, 

p. 23). Hofstede acknowledges how there are inequalities in society and how the dynamics of the 

groups are influenced through social status and ways of dealing with conflicts. Schein does 
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acknowledge how macroculture affects other types of culture, but he does not discuss the 

underlying reasons in detail. Hofstede discusses how the laws in many countries have been created 

to serve the ideal of equality by treating everyone as equals regarding social status, wealth and 

power. However, only few societies actually live up to this ideal. According to Hofstede, national 

culture differs along five different dimensions listed and described below (Hofstede, 1994). In 

subsection 5.1, they are used in combination with elements of Schein’s theoretical framework to 

analyze the macrocultures that influence the organizational culture at Sonrie.  

 Ways of dealing with inequality (Power Distance) 

 The degree of integration of individuals within groups (Individualism) 

 Differences in social roles of women and men (Masculinity) 

 The degree of tolerance for the unknown (Uncertainty Avoidance) 

 The trade-off between long-term and short-term gratification of needs (Long-term 

Orientation)  

Power distance refers to the extent to which the less powerful members of institutions and 

organizations within a country expect and accept the inequality of power distributed among 

individuals. PDI (Power distance index) scores inform us about the dependence relationships in a 

country (Hofstede, 1994, p. 27). In countries with a low PDI score there is a low dependence on 

bosses from subordinates. Instead, there is a high interdependence between bosses and subordinates 

and a preference for consulting each other. In countries with a high PDI score the subordinates 

largely depend on the bosses. The dependence can be very authority based or paternal, and 

subordinates are very unlikely to disagree with their bosses openly (Hofstede, 1994, p. 28).  This 

characteristic of a national culture in Hofstede’s view provides a very clear example of why the 

macroculture has a direct effect on the culture and events inside an organization.  

Individualism addresses the degree of interdependence between members and society. This 

dimension deals with the degree of individualism or collectivism in the country, whether people 

think of themselves as "I" or "we". In individualistic societies people tend only to look after 

themselves and immediate family, whereas in collectivistic societies people tend to be parts of 

groups that take care of each other in exchange for loyalty (The Hofstede Centre, 2015). In 

collectivistic societies members of a certain group tend to see the other group members as their 

"extended family" (Hofstede, 1994). In individualistic countries, there is a high preference towards 

direct communication, and small talk is not necessary in order to conduct business. However, in 
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collectivistic societies, communication tends to be indirect; and the members of a group will avoid 

conflicts in order to maintain the harmony of the group. Time must be spent to establish a 

relationship of trust with the group, and feedback is always indirect whether it is in business or 

personal contexts (Hofstede, 1994) (The Hofstede Centre, 2015).  

The third dimension Masculinity indicates whether the society is driven by competition and 

success, or if society focuses more on caring for others and quality of life (The Hofstede Centre, 

2015). A high score indicates a competition driven society which is referred to as a masculine 

society, whereas a low score indicates a culture focused more on caring and social values, this is 

referred to as a feminine society (The Hofstede Centre, 2015). The masculine society creates a 

competitive culture where "winning" and being the best starts from childhood and continues 

throughout the professional life. "The fundamental issue here is what motivates people, wanting to 

be the best (Masculine) or liking what you do (Feminine)" (The Hofstede Centre, 2015) 

The fourth dimension Uncertainty Avoidance deals with the way that society handles the anxiety 

related to being unable to control the future (Hofstede, 1994). Hofstede defines uncertainty 

avoidance as "The extent to which the members of a culture feel threatened by uncertain or 

unknown situations" (Hofstede, 1994, p. 113) 

The fifth and final dimension presented by Hofstede in 1994 is Long-term Orientation, which 

deals with the way a society maintains links to its past while working with new and future 

challenges (The Hofstede Centre, 2015). The dimension is divided into two categories: short-term 

and long-term orientation. A culture with a long-term orientation encourages careful considerations 

related to economy, savings, a dedication towards getting results and having a sense of shame 

(Jandt, 2010). On the other hand, a culture with a short-term orientation is more concerned with 

quick results and spending money to keep up with outside pressure, respecting traditions and 

keeping up appearance (Jandt, 2010) (Hofstede, 1994). 

There has been much criticism surrounding Hofstede's cultural dimensions. One of the most 

outspoken scholars to criticize Hofstede's theories is R.F. Baskerville who wrote the article 

"Hofstede never studied culture" in 2003.  

Baskerville argues that culture is not measurable through surveys and that culture is a variable that 

should be investigated through the use of qualitative rather than quantitative methods. She argues 

that Hofstede’s approach completely disregards an anthropological approach to studying culture and 



Susanne Wille Jørgensen  Chapter 4. Theoretical Background 

Copenhagen Business School  Master Thesis 

 33 

is a speculative universalist’s approach which does not take different ethnic groups within the 

countries into account (Baskerville, 2003 ). One reason why many researchers within the fields of 

anthropology and sociology disagree with Hofstede's methodology on national cultures is the 

equation of states/nations with cultures. Spencer-Oatey stresses the distinction between nations and 

cultures "The culture, or cultures, that exist within the boundaries of a nation-state certainly 

influence the regulations that a nation develops, but the term culture is not synonymous with 

nation" (Spencer-Oatey, 2012, p. 18). They also argue that nations may not be the best units for 

studying culture. Hofstede responded to the criticism agreeing that nations may not be the most 

suitable units in which to study culture; however, nations are usually the only units available for 

comparison (Baskerville, 2003 ). The article argues that the shift from an anthropological approach 

to a psychological approach means that in reality Hofstede never studied culture but rather national 

characters (Baskerville, 2003 ).  

Despite the criticism of Hofstede's methodology, the national dimensions are used in section 5.1 

since they support Schein’s concept of macroculture well; and the dimensions offer similar 

elements to those presented in Schein’s theory.  Combined with Schein’s cultural theory, the five 

dimensions are a useful tool for analyzing national characteristics that may influence the 

organizational culture in Sonrie. The dimensions are combined with the empirical data collected 

during the stay in Guatemala, and Schein's theories on culture are used to describe some of the 

cultural elements and national characteristics that influence organizational culture.   

4.1.3 Organizational Culture  

Throughout this subsection, the concept of organizational culture is explained based on the 

methodology provided by Schein. Schein defines a group as a set of people who share significant 

problems and have the opportunity to solve them and reflect on the outcomes (Schein 1984).  The 

process of sharing and solving problems, while given the opportunity to learn from it, creates a 

bond between the group members. This shared bond and accumulated learning is what creates the 

foundation of organizational culture and subcultures. The bond between the group members 

depends largely on the length of time spent as a group and the experiences they have shared. The 

longer the group works together, the stronger the culture will grow; and more basic assumptions 

will be created through shared experiences (Schein 2010).   
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To analyze the organizational cultures at Sonrie, the three levels of cultural analysis presented in 

section 4.1.1, ‘visible artefacts’, ‘espoused beliefs and values’, and ‘basic assumptions’ is applied 

throughout section 5.2.1.  

Both researchers and organizations looking to make fundamental changes to the organizational 

culture can use the three levels of cultural analysis. Schein stresses the importance of 

acknowledging the difficulty of changing basic assumptions. It can be time-consuming and anxiety 

provoking; and he emphasizes that leaders promoting changes must consider this carefully and 

discuss a strategy of how to deal with the possible side effects (Schein 2010).  

4.1.4 Subcultures and Microcultures  

As previously mentioned, subcultures and microcultures will be discussed under the same 

subsection due to the many similar elements they share. These elements are elaborated in the 

following text.  

 

As with other types of culture, the foundation of subcultures lies within the shared basic 

assumptions of the given group. Here the subcultures are viewed as cultures in small groups within 

an organization. "Shared assumptions that create subcultures most often form around functional 

units of the organization" (Schein 2010, p. 55). Many organizational subcultures are formed from 

the basis of occupational groups which means people with the same type of education and positions 

within the organization. Subcultures can also be reflections of the different levels within a 

hierarchy. Schein argues that employees from different levels develop shared assumptions on how 

to do a good job and that these assumptions will be shared with new members within that specific 

level of the organization (Schein 2010).  

Schein identified three generic types of subcultures; and he argues to identify them in all 

organizations in order to avoid possible conflicts and misunderstandings (Schein 2010). In most 

organizations the management of the given organization would identify the three generic 

subcultures. These three generic types of subcultures relates to the: ‘operations’ of the organization, 

the ‘design’ of the organization and the ‘executive’ functions within the organization. "Subcultures 

reflect the functional units, the rank levels in the hierarchy, isolated geographical units and any 

other group that have a shared history" (Schein 2010, p. 67).  

In organizations where subcultures are based on occupational backgrounds, communication issues 

may arise between groups due to the different understandings of certain words (Schein 2010). 
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Groups tend to develop their own “jargon” which is understood by the members of the group only 

(Schein 1993). "One of the critical functions of leadership is to ensure that these subcultures are 

aligned with shared organizational goals" (Schein 2010, p. 57). Schein argues that the use of tools 

such as dialogue and becoming self-aware of one’s own biases can help leaders minimize the risks 

of misunderstandings across cultures.   

The fourth type of culture defined by Schein is Microcultures, which evolves in smaller groups 

that share a common history and tasks. A microsystem is formed when there are members of 

different occupational groups who have to work together to perform a task, e.g. in operating rooms, 

with surgeons, anesthesiologists and nurses. Especially in organizations where tasks require 

cooperation to be completed, microcultures are more likely to arise, and shared basic assumptions 

will be developed (Schein 2010).     

Looking at the definitions of subcultures and microcultures, it is concluded that microsystems are 

subcategories of subcultures and often multi-cultural. Schein argues how microsystems and cultures 

will become more relevant with the increasing globalization. Throughout this thesis, the clinics are 

referred to as subcultures within the organizational culture of Sonrie. The clinics are smaller 

geographically separate units of Sonrie, who share common histories and tasks and have developed 

their own basic assumptions. However, this thesis acknowledges that some of the tasks in the clinics 

are mutually dependent on both dentists and assistants and therefore could fall under the category of 

microcultures. However, for this particular project, the term subculture seems more appropriate for 

answering RQ 2. 

4.2 Organizational Learning 

Organizational Learning as a concept has grown tremendously since the 1990’s, and there are many 

different theories and frameworks covering the subject (Crossan, et al., 1999). Organizational 

learning has been defined in many different ways; however, the core element in many definitions is 

“that organizational learning is a change in the organization that occurs as the organization 

acquires experience” (Argote & Mirron-Spektor, 2011, p. 1124). According to Crossan et. al. 

(1999; 2011) learning is a phenomenon which spans multiple levels, including the external and 

internal organizational context.  

This thesis will consider organizational learning as continual process of generating new ideas and 

new experiences while using what the organization already knows, in order to archive strategic 

renewal and create new basic assumptions. Strategic renewal refers to organizational change which 
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results in competitive advantages (Crossan & Bedrow, 2003). This view is in accordance with the 

views presented by Crossan and colleagues (1999; 2003; 2011). Looking at Organizational learning 

as Strategic renewal and changes, which requires members to acquire new experiences and create 

shared understandings in relation to new strategies, values and goals, relates closely to the concept 

of culture as defined by Schein.  

4.2.1 Organizational Learning & Strategic Renewal  

This subsection will explore the theoretical framework developed by Crossan et.al (1999) on 

organizational learning with the main interest of research being strategic renewal. This thesis uses 

three articles by Crossan and colleagues (1999; 2003; 2011). Crossan et. al. argues how most 

theories on organizational learning ignores the notion of strategic renewal and the tension between 

exploration and exploitation of new and existing knowledge (Crossan & Bedrow, 2003) (Crossan, et 

al., 1999).  

Crossan et.al. (1999) developed their theoretical framework based on four key premises, which they 

consider the basic notion for organizational learning in relation to strategic renewal. The framework 

is called the 4I model, and the four key premises relate to one central proposition: “The 4I’s are 

related in a feedforward and feedback process across the levels” (Crossan, et al., 1999, p. 523).  

Since 1999, the framework has been re-assed by Crossan, Maurer & White, however the main 

concepts and framework remains the same. Throughout the latest revision of the 4I framework, the 

authors, argue how these four premises are still relevant for the study of organizational learningThe 

four key premises are as followed:  

 Premise 1: “Organizational learning involves a tension between assimilating new learning 

(exploration) and using what has been learned (exploitation)” (Crossan, et al., 1999, p. 

523).  

 Premise 2: “Organizational learning is multi-level: individual, group, and organization” 

(Crossan, et al., 1999, p. 523).  

 Premise 3: “The three levels of organizational learning are linked by social and 

psychological processes: intuiting, interpreting, integrating, and institutionalizing (4I’s)” 

(Crossan, et al., 1999, p. 523).  

 Premise 4: “Cognition affects action (and vice versa)” (Crossan, et al., 1999, p. 523) 

In the following, the four premises are explained. 



Susanne Wille Jørgensen  Chapter 4. Theoretical Background 

Copenhagen Business School  Master Thesis 

 37 

Premise 1 relates to organizational learning which is a dynamic process that occurs over time and 

across levels, but it also creates a tension between assimilating new learning (feed forward) and 

exploiting or using what has already been learned (feedback) (Crossan, et al., 1999) (Crossan & 

Bedrow, 2003). The feed-forward processes relates to the creation of new ideas, innovation and 

actions, which flow from the individual to the group to the organizational levels. Feedback relates 

to what has already been learned and institutionalized within the organization; and it exploits the 

existing knowledge from the organizational level back to the group and individual levels while 

learning new things (Crossan, et al., 1999). The feedback process affects how people act and think 

while constructing new knowledge.  

According to premise 2, organizational learning takes place on three levels: individual, group and 

organizational. The three levels define the structure of how the organizational learning takes place 

(Crossan, et al., 1999). According to premise 3, learning on the different levels is linked by four 

related processes: Intuiting, interpreting, integrating and institutionalizing.  “There are a sequence 

and progression to these processes through the different levels, and while there is some “spillover” 

from level to level, not every process occurs at every level” (Crossan, et al., 1999, p. 

525).Throughout the latest revision of the 4I framework, Crossan, Maurer & White, argue how 

these four premises are still relevant for the study of organizational learning. According to premise 

4, the relationship between cognition and action is critical for the feedforward and feedback 

processes (Crossan, et al., 1999). The premise relates to how “understanding guide action, but 

action also informs understanding” (Crossan, et al., 1999, p. 524), throughout this thesis, the term 

basic assumptions presented by Schein will be used instead of the term cognition.   

Intuiting and interpreting occurs on the individual level and encompasses experiences, images, 

metaphors, cognitive mapping, language, conversations and dialogue. Integrating takes place at the 

group level, it involves shared understandings, mutual adjustment and interactive systems. 

Institutionalizing relates to the organizational level and includes routines, diagnostic systems, rules 

and procedures. (Crossan, et al., 1999). Table 5 presents an overview of the links between the three 

levels where learning can occur (3), and organizational learning processes (2).  
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Process name 

(premise 3) 

Occur on level  

(premise 2) 

Contains  

Intuiting Individual experiences, images, metaphors, cognitive mapping, 

language, conversations and dialogue Interpreting 

Integrating Group shared understandings, mutual adjustment and interactive 

systems 

Institutionalizing Organization includes routines, diagnostic systems, rules and procedures 

Table 5: The Link between Levels of Analysis and Learning Processes 

The process of ‘Intuiting’ is the preconscious recognition of patterns based on personal experiences; 

the process can affect the intuitive individual’s behavior (Crossan & Bedrow, 2003). Intuiting focus 

on the subconscious process relates to developing insights into new areas or ideas, whereas the 

process of ‘interpreting’ “begins picking up on the conscious elements of the individual learning 

process. Through the process of interpreting, individuals develop cognitive maps about the various 

domains in which they operate” (Crossan, et al., 1999, p. 528). Domains or environments affect 

cognitive maps, and people will interpret the same events and notions differently based on their 

cognitive maps (Crossan, et al., 1999). The creation of cognitive maps largely relies on language 

and understandings of certain words.  

The process of ‘integrating’ is coherent and focuses on unity and collective action. For coherence to 

evolve, shared under-standing by members of the group is required. “The evolution of language 

extends the process of interpreting to interactions among individuals: the realm of workgroups, 

organizations, communities and even societies. Language developed through conversation and 

dialogue allows the evolution of shared meaning for the group” (Crossan, et al., 1999, p. 528). The 

process of ‘Institutionalizing’ relates to the learning on the organizational level, and differs from 

individual and group learning. “The underlying assumption is that organizations are more than 

simply a collection of individuals; organizational learning is different from the simple sum of the 

learning of its members. Although individuals may come and go, what they have learned as 

individuals or in groups does not necessarily leave with them” (Crossan, et al., 1999, p. 529). 

Institutionalized organizational learning can be embedded in the systems, structures, strategies, 

routines and the prescribed practice of the organization (Crossan, et al., 1999). Individual and group 

learning tends to be the dominant form of learning within young organizations. However, as the 

organizations mature, the individuals will start forming patterns of interaction and individuals begin 
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to fall into patterns of interaction and communication, which the organization will try to formalize 

(Crossan, et al., 1999), this formalization refers to institutionalizing.  

Through the 4I framework Crossan et.al. (1999) state that they recognize how ideas develop on the 

individual level and how individuals share those ideas through the process of integration. The ways 

in which individuals interact and communicate within social- and group settings may facilitate or 

inhibit organizational learning (Crossan, et al., 1999). 

4.3 The Link between Organizational Learning & Organizational Culture  

The 4I framework presented above provides an insight into the development of new ideas and how 

these ideas are integrated and institutionalized while acknowledging the feedforward and feedback 

processes (premise 4). The framework provides a useful tool for analyzing organizational learning 

and strategic renewal. However, understanding the organizational learning and strategic renewal 

taking place at Sonrie the organizational contexts, both internal and external needed to be 

considered. Therefore, this section aims to link the 4I framework to the concepts of organizational 

culture and organizational contexts. 

The section starts with a description of how the concept of culture relate to the four organizational 

learning processes presented by Crossan et.al. Following, the organizational contexts by Argote and 

Mirron-Spektor and the work contexts presented by Lengnick-Hall and Inocencio-Gray, are 

presented. Figure 8, in this section presents a revised model of the 4I framework. The 

environmental, latent- and active organizational contexts by Argote and Mirron-Spektor have been 

added to the original framework by Crossan et.al (1999). The model accounts for the contexts and 

cultural elements that may influence organizational learning and strategic renewal. The purpose of 

the revised model is to obtain a better and deeper insight in the learning processes at Sonrie. 
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Figure 8: Revised 4I model - Organizational Contexts 

Figure 8 illustrates how the environmental context influence the latent organizational context which 

in turn influences the latent organizational context, which includes the three levels of analysis 

identified by Crossan et.al. The model also shows the interaction between the four processes of 

intuiting, interpreting, integrating and institutionalizing over the three levels. Additionally the 

model shows the tension between generating new ideas ‘Innovation & strategic renewal’ (feed 

forward) and ‘basic assumptions’ in relation to using the existing knowledge which has already 

been institutionalized (feedback).  

As the model shows the four processes of organizational learning: Intuiting, Interpreting, 

Integrating and Institutionalizing, closely relates closely to the concepts of culture. The first level of 

Intuiting only occurs on the individual level of the organization, and as previously mentioned often 

reflects the personal opinions, ideas and experiences. The macrocultural groups and other cultural 
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groups to which the individual belongs influence the basic assumptions, which guide individual 

behavior.  

The process of interpreting takes place between the individual level and the group level. In order for 

organizational learning to take place, the process of interpreting is essential in order to ensure that 

the group and subgroups understand the ideas and are willing to integrate them. Schein argues how 

people understand things differently depending on the culture to which they belong. Additionally, 

he argues how subcultures tend to develop a lingual jargon only understood by members of the 

group (Schein, 1993).  

As with the creation of a shared culture, the process of integrating and institutionalizing strategic 

initiatives requires shared experiences and time. The argument for this thesis is that the 

organizational culture and subculture influence the four processes throughout the three levels of 

analysis. The feedback process or the ‘exploitation’ of knowledge already embedded in the 

organization relates to the shared basic assumptions of the way in which employees think and act.  

In the following the concepts of organizational contexts will be explained; and the contexts will be 

used in section 5.2 as a tool to analyze how both the external and internal contexts influence the 

learning processes.  

Argote and Mirron-Spektor argue how organizational learning is a continuous cycle which takes 

place in a context and ultimately changes the organizations context. They argue how experiences 

interact with the organizational contexts in order to create knowledge (Argote & Mirron-Spektor, 

2011). The organizational context relates to the characteristics of the organization including, 

structure, culture, technology, identity, memory, goals, incentives and strategy (Argote & Mirron-

Spektor, 2011).  

Argote and Mirron-Spektor identified three contexts, which influences organizational learning, the 

‘environmental’, ‘latent’ and ‘active’ contexts (Argote & Mirron-Spektor, 2011). “The 

environmental context includes elements outside the boundaries of the organization such as 

competitors, clients, institutions, and regulators” (Argote & Mirron-Spektor, 2011, p. 1125). The 

environmental context includes macrocultural elements. “The latent context affects which 

individuals are members of the organizations, what tools they have, and which tasks they perform” 

(Argote & Mirron-Spektor, 2011, p. 1125). The latent organizational context represents the overall 

organizational culture, guidelines and procedures. The Active context refers to the members, tools, 

and units essential to perform the organizations core tasks (Argote & Mirron-Spektor, 2011).  
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Lengnick-Hall and Inocencio-Gray (2013) identified four types of work contexts; ‘routine’, 

‘engineering’, ‘craft work’ and ‘nonroutine’. These work contexts would fall under the active 

context presented by Argote and Mirron-Spektor. The Routine contexts are easy to identify and 

analyze and could be found in organizations with standardized tasks including, banks, postal service 

and assembly lines (Lengnick-Hall & Inocencio-Gray, 2013). The engineering work contexts could 

be found in biochemical engineering or transportation infrastructure. Craft technology contexts tend 

to be found in organizations that are specialized in professional services such as financial planning, 

pharmaceutical companies or dentistry (Lengnick-Hall & Inocencio-Gray, 2013). The final context 

is that nonroutine technology includes high complexity organizations and situations such as trauma 

centers, disaster relief organizations and SWAT teams (Lengnick-Hall & Inocencio-Gray, 2013). 

Based on the core business elements of Sonrie, the routine context and the engineering context are 

identified as relevant for this thesis. The two contexts will be used in section 5.2.2, in order to 

investigate the correlation between the organizational subcultures and the process of 

institutionalization.  

 

The theoretical frameworks presented throughout this section, is applied in section 5.2, to analyze 

the way in which the organizational culture and subcultures affect organizational learning at Sonrie. 

5. Analysis 

This chapter is divided into three sections that correspond to the three research questions. In section 

5.1, it is analyzed how Guatemalan macroculture influences the organizational culture and 

subcultures at Sonrie. In section 5.2, the changes to the organizational culture are analyzed in 

relation to organizational learning. In section 5.3, the influence of the top-level management on 

organizational culture and learning is investigated. 

5.1 Guatemalan Macroculture and the Organizational Culture at Sonrie 

The objective of section 5.1 is to describe and analyze how the macroculture and national 

characteristics of Guatemala influence the organizational culture within Sonrie. This section 

provides an answer to RQ1; additionally, the section will serve as a foundation for answering both 

RQ2 and RQ3 in sections 5.2 and 5.3. 

The section will provide a short description of Guatemala and a discussion of some of the issues 

that exist within the country today. Furthermore, the national characteristics and macroculture will 

be explained on the basis of Hofstede (1994). The section will also provide an analysis of how the 
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different macrocultural elements and characteristics influence the organizational culture within 

Sonrie.  

5.1.1 Guatemala: The Political, Economic and Societal Context  

Guatemala is the most heavily populated country in Central America with a population of 

16,200,000 people (The World Bank , 2016). It is the largest economy in Central America with a 

GDP of 58.83 billion USD in 2014 (The World Bank , 2016). However, Guatemala is among the 

Latin American countries with the highest levels of inequality. Approximately 53.7% of the 

population is currently living under the lines of poverty. Especially the rural and indigenous areas 

are struggling with the effects of poverty; and chronic malnutrition in Guatemala is among the 

highest in Latin American countries (The World Bank , 2016). In Guatemala the minimum wage 

per month is 2,500 Quetzal (Q) based on a 6-day workweek. However, the estimated cost of living 

is approximately 5,000 Q per month.  

Guatemala has a rich history spanning from the impressive Mayan civilization to stories of genocide 

and corruption. Today, corruption scandals still play a large part in Guatemalan society. One of the 

latest scandals unfolded during the stay in 2015 where the former President Otto Pérez Molina and 

Vice President Baldetti were forced to resign after evidence of their involvement in a customs 

corruption ring called ‘La Linea’. The U.N anticorruption commission CICIG uncovered the 

scandal. They were accused of stealing millions of USD, possibly up to 262,000 USD a week for an 

extensive period of time (Guardian, 2015).The realization that the highest government officials 

were embezzling and swindling for millions of dollars, while the country struggled to provide for 

many of the inhabitants, created a widespread distrust of the political establishment. This led to the 

largest demonstrations in Guatemalan history with thousands of people demonstrating every 

Saturday for nearly two months. This resulted in not only the president and vice president resigning, 

but for the very first time people from all over the country stood together across religion and social 

status in a united front. These demonstrations were also the first in Guatemala to occur peacefully 

without any serious incidents such as murder.   

Guatemala has one of the highest homicide rates in the world with 34 homicides per 100,000 

inhabitants a year (Guardian, 2015). With a population of 16.2 million this amounts to 

approximately 5,500 murders a year. Gang members commit most of the criminal activities. There 

are many different gangs, and some are related to drug cartels. Extortion and bribery are common in 

Guatemala.  
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5.1.2 National Characteristics and Their Impact on Sonrie’s Organizational Culture  

The national characteristics and the different macrocultures within Guatemala have a large 

influence on how business is conducted in the country. In order to determine the organizational 

culture, it is necessary to understand the external contexts of the organization. As mentioned in 

section 4.1.2, Hofstede’s five dimensions of culture are used as a guideline to describe the national 

characteristics of Guatemala and analyze how these impact the organizational culture at Sonrie. In 

this thesis, it is argued that these characteristics that Hofstede calls cultural dimensions could also 

be placed under the cultural category macroculture by Schein.  

As stated in chapter 4, Schein argues how macrocultures influence the foundation and evolution of 

the organizational culture. The members of different macrocultures bring in different views on how 

the world works. The combination of different cultural backgrounds and learning how to solve 

problems as a team creates the foundation of the organizational culture which will be passed on to 

new members. Within the organizations, the members must find ways to deal with their differences 

while creating shared basic assumptions to build a shared organizational culture. Based on the 

observations within Sonrie, it became clear that there are some macrocultural elements that can 

create friction between members. 

The first dimension Power Distance deals with the fact that not all members of a society are equal 

and the extent to which the less powerful members of an organization within a specific country 

accept the unequal distribution of power (The Hofstede Centre, 2015). In countries with a large 

power distance such as Guatemala with a score of 95, organizations tend to centralize power and 

have many supervisory roles. Furthermore, organizations tend to be structured in tall hierarchies 

(Hofstede, 1994, p. 35) (The Hofstede Centre, 2015). There is often a wide gap in salary between 

the top of the hierarchy and the bottom of the organization. It is also common in countries with a 

high PDI score that workers tend to be uneducated (Hofstede, 1994, p. 35).  

This correlates well with the empirical data collected for this thesis. At Sonrie there is a clear gap in 

salary and level of education between the different levels of the organizational hierarchy. Since 

Sonrie is a dental company, the level of education differs between job types. Thus, no education is 

needed for a job in customer service or to be a clinic assistant since there is some training on the 

job. Additionally, several of the clinic managers do not have any college or university degrees, but 

they do have experience from other jobs and manager positions. In Centrales, most of the 

employees have degrees; and all doctors hold degrees varying in length depending on the type of 
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dentistry they practice. Looking at the clinics there is a large gap between the level of education and 

the salaries. The clinic managers make approximately 8,000 Quetzal (Q) per month for a 5-6 days 

work week with work days of approximately eight hours, whereas the cleaning staff, SAC and 

assistants make 2,500 Q per month for a six-day work week with up to ten hour shifts. The dentists 

are paid solely on commission, and they only get paid for the actual work they do on clients. The 

amount of money they make vary, but it is generally between 10,000 to 50,000 Q. per month 

depending on the amount of patients they have.  

In Guatemala City there is a correlation between social status and the area you live in. Sonrie and 

the clinics are all located in Guatemala City. The city is divided into 22 zones. Some zones are 

classified as “Zona Rojas” or Red zones. These zones are heavily populated, and people tend to be 

part of the lower class; and these zones are some of the most dangerous areas in Guatemala. Many 

of the lower income employees within Sonrie live in the red zones. This is also in accordance with 

the high power distance characteristics mentioned above.  

As previously mentioned, status is very important for Guatemalans which is very visible in Sonrie, 

especially in relation to addressing the dentists. All dentists are referred to as doctor/doctora, 

whereas most other staff incl. management are referred to by first names. Additionally, there is 

status in where employees purchase food, e.g. the assistants and the cleaning lady often buy their 

food from street vendors for approximately 8 Q, whereas the managers and dentists tend to purchase 

from the food court spending approximately 50Q per meal. According to the dentists and managers, 

street vendors should be avoided since it is unsanitary; and they stressed that they would never 

consider buying food from street vendors.   

A high power distance score indicates how subordinates rely highly on their bosses and are unlikely 

to disagree openly with higher levels in the hierarchy. During a conversation with CEO Malte Holm 

it was pointed out that it was a challenge to get employees to make decisions and take risks because 

they do not want to be responsible for any potential mistakes. Even the employees reporting directly 

to him would not make decisions without his approval or direct involvement.  

As mentioned in subsection 4.2, individuality refers to how individualistic or collective the society 

is. According to the Hofstede Center, Guatemala has an individuality score of 6 which is the lowest 

individualistic score measured by the Hofstede Center. This means that Guatemala has one of the 

most collectivistic cultures in the world (The Hofstede Centre, 2015). The collectivistic nature in 

Guatemala means that belonging to a group and living up to the ideals of the group is very 
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important. According to the Hofstede Centre, the combination of a high PDI score and a very 

collectivistic society means that groups often have strong identities, and some groups are considered 

to have higher statuses than others. Furthermore, open conflicts are avoided, and the harmony of the 

group has to be maintained. According to Hofstede, feedback in the business environment is often 

indirect in order to avoid conflicts. However, conflicts can arise since group members live by 

certain ideals respective to their group.  For example if an individual is a member of a religious 

group with strict beliefs and values, this may create conflicts with members of other groups. These 

groups are referred to as macrocultures by Schein’s definition of culture. At Sonrie some open 

conflicts were avoided in order to avoid creating further tension within the clinics. However, an 

example of conflicts based on belonging to different macrocultural groups is presented below where 

a member of the gay community and a member of an orthodox Christian group had an argument. 

Additionally, an example of the clinic manager at Pradera trying to avoid causing conflicts with the 

employees is presented in section 5.2.1 in the analysis of basic assumptions.  

According to the Hofstede center, Guatemala scores a 37 on the masculinity scale, which means 

that the dominant values are to care for one another, having sympathy and spending time with 

family known as a feminine society (The Hofstede Centre, 2015). In feminine societies, open 

conflicts tend to be avoided, and all dominant feminine values align with the national characteristics 

of a collectivistic society. Many Guatemalans donate to charity or help people on the streets. 

However, the low score on the masculinity scale is in some ways conflicting with the high PDI 

score since the feminine culture is predominantly concerned about the welfare of others and 

showing sympathy for the underdog. The high PDI score in Guatemala means that there is a clear 

class system, and status is extremely important. Many of the “Ladinos” the European/Mayan mix, 

generally have a higher social status that the indigenous. Racism is also a clear problem in 

Guatemala where many tend to look down on indigenous people. In 2005 Pensa Libre, the most 

widely circulated newspaper in Guatemala, carried out a survey showing that 94.3 per cent of the 

interviewees meant that there was discrimination and racism towards the indigenous population 

(Van Dijk, 2009).  

Guatemalans should, according to Hofstede’s dimensions, tend to avoid open conflicts, but in some 

instances there were clear conflicts. As mentioned in subsection 5.1.2, there was a conflict between 

a member of a religious group and another staff member. Even if the two do not need each other to 

perform their day-to-day tasks, their conflict does affect the dynamic of the group. In Clinic Santa 

Amelia there was an issue with one of the assistants openly refusing to do what the clinic manager 
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Michelle Bailey asked her to do. The assistant openly said that she did not have any respect for the 

manager, which ultimately resulted in the assistant being dismissed.  

Based on several observations it can be argued that though some conflicts and confrontations may 

be avoided; many are handled with some degree of immaturity, especially within the lower levels of 

the hierarchy, which will be touched upon further in subsection 5.2.2. 

In Clinic Pradera several arguments were observed among staff members. An example of this was 

when the cleaning lady discovered that one of the other staff members was homosexual. This 

resulted in the cleaning lady saying that the other employee would go to hell and that he was 

unclean; and afterwards she refused to shake his hand and say hi. The cleaning lady was orthodox 

Christian, and she felt very strongly for the beliefs and values attributed the orthodox Christian 

group in which she belongs. When the SAC employee went to the clinic manager Fernando Santella 

to address the issue, Fernando replied that he would speak with the cleaning lady later that day and 

tell her that there is a zero tolerance for bullying. However, during the conversation with the 

cleaning lady, Fernando did not make it explicitly clear that her behavior was unacceptable; and he 

seemed worried about making her uncomfortable and creating more conflicts (see appendix 3). 

Fernando’s way of dealing with the conflict is more in line with the characteristics described by 

Hofstede of trying to avoid open conflict in order to maintain the group balance.  

The fourth dimension uncertainty avoidance is related to how well a society accepts unknown 

situations. Guatemala scores 99 on the scale (The Hofstede Centre, 2015), this means Guatemalans 

tend to avoid uncertainty and ambiguity.  According to the Hofstede Centre, Guatemalans use 

rituals and openly express their emotions in order to avoid uncertainty. There is a certain degree of 

conservativism, and this can be reflected in many different groups. In work settings the different 

subcultures have their own ways of dealing with changes and the uncertainty that may follow. There 

is often much detailed planning involved in making possible changes or rules, but if these are not in 

alignment with the group’s core beliefs, the members may not follow all or any of the new 

guidelines.    

Due to the corruption and high crime rate in Guatemala, there is a high level of distrust towards 

strangers and unknown situations. This is evident when looking at the hiring process at Sonrie 

where an external consultant does the initial screening of applicants, whereupon the selected 

applicants will have to undergo a lie detector test. Following the initial screening and lie detector 

test, the applicants will move on to the interview process. Depending on the position for which the 
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applicants have applied, they will either have to go on trial in one of the clinics and receive some 

training and be evaluated. If they are applying for a management position, the final applicants must 

meet with the entire management group to determine whether they will be compatible with the 

group. 

As regards the fifth dimension long-term-orientation, there is currently no score calculated for 

Guatemala. However, based on the experiences and observations from the case study research as 

well as the characteristics from the four other dimensions, the orientation that Guatemala as a 

society leans towards is shortly described.   

Guatemala is a country with many traditions and a rich history. The respect for traditions, combined 

with the high uncertainty avoidance and PDI scores indicates some characteristics of a country with 

a short-term orientation. As previously mentioned, short-term orientation is concerned with quick 

results, respecting tradition and keeping up appearances. This is consistent with observations made 

in both the clinics and in Centrales. Keeping up appearance is especially important due to the 

importance of social status in Guatemala.  

To conclude this section, it can be said that the national characteristics and the macrocultures of 

which the employees at Sonrie are members do influence the way staff members act within Sonrie. 

However, if people can become aware of their cultural biases and the assumptions they bring in to 

their work context, some issues can be resolved using tools such as dialogue. Additionally, it is 

important to note that some of the cultural differences between employees at Sonrie are based on 

different subcultures within the organization. This is discussed in the following section.  

5.2.1 Sonrie's Organizational Culture  

As stated in the Case, one of the strategic goals for Sonrie is the creation of a “Sonrie Culture”; in 

order to create a new culture or change the existing organizational culture, both time, effort and 

strategies are required. This section will focus on Sonrie’s organizational culture and subcultures 

during the time of the observation period.  

Over the last two years, Sonrie has implemented many new strategic initiatives. The reasoning 

behind these initiatives were among others, the financial situation at Sonrie. For an extensive period 

of time Sonrie had been operating with a deficit, however, just as any other organization Sonrie and 

the Board of Directors at Grupo Entero strives to operate at a profit. As mentioned in the case, 

Malte Holm was asked to take over the marketing department and was later promoted to CEO. The 
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changes implemented since included a high turnover of employees at the management level of the 

organization. Additionally, initiatives to make the organization profitable included the creation of 

goals, values and changing the contracts under which the dentist are hired. Table 6 below illustrates 

some of the strategic initiatives implemented in order to achieve change and efficiency.  

 

 Table 6: Strategic Initiatives & Units Under Influence 
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The table above represents some of the strategic initiatives taken to increase profitability and 

streamline the work processes. Some of the strategic initiatives for change have been better received 

than others, especially the new contracts for the dentists proved to be a challenge which will be 

discussed further below. A few of the initiatives have yet to be implemented within the 

organization; however, the initial processes have all been started.  

The employees who worked  within Sonrie before Malte Holm, the new CEO,  entered the 

organization, were required to change some of the shared norms and assumptions about how things 

should be done. This holds true within both Centrales and the clinics. Based on Schein’s theory of 

analyzing culture, the three levels of artifacts, espoused beliefs & values and basic assumptions is 

used to provide an insight into the organizational subcultures at Sonrie. Throughout the following 

analysis, the levels of cultural analysis presented in Schein’s theoretical framework (1984), is 

applied to both the Centrales and the Clinics. The reasoning behind separating the two, rather than 

analyzing the overall culture, is related to the high turnover of staff and the many changes, which 

have been implemented at Sonrie. It can be argued that there is no overall organizational culture at 

Sonrie at the moment; however, each clinic and Centrales have their own subcultures. This will be 

elaborated further in the analysis below.  

At the first level of analysis, are the visible artefact which include: documents, layout and 

architecture, clothing, technology, published lists of values, rituals and the spoken language. Some 

of the artefacts recur within both Centrales and the clinics; these are the documents, list of printed 

values and visible rituals. However due to the different nature of the work processes many of the 

visible artefacts differ.  

The layout of the main office Centrales and the clinics have not been changed since Malte Holm 

took over the management at Sonrie. The layout of Centrales is very different compared to the 

clinics. This relates to the fact that the clinics have a dentistry function and that the Centrales has an 

administrative function. The office in Centrales is as described in the case based on an open office 

with two large tables, one lining the walls in an L shape and a large rectangle shaped table in the 

middle of the room. Additionally, there are three smaller offices connected to the main room with 

large glass windows and doors. Furthermore, there is the shared areas with Grupo Entero; the 

conference room, meeting rooms, terrace and lunch area. The pervious top-management at Sonrie 

used the smaller offices, where they could close the doors. Previously, there was a large focus on 

hierarchy, status and power; but when Malte Holm took over the management, he moved the top 



Susanne Wille Jørgensen  Chapter 5. Analysis 

Copenhagen Business School  Master Thesis 

 51 

managers out of the closed offices and into the open office area. This was a conscious decision to 

allow for faster communication between employees and the management and an attempt to break 

down the hierarchical structure and make the top managers seem more accessible.   

The clinics all vary in size, but the functional features are the same; all the clinics have a 

reception/waiting area, sanitation/storage area, procedure areas and an office. Some clinics have 

more than one office, but this varies depending on the size of the clinic. Only some of the clinics 

have lunch areas.  The layout and architecture of the clinics reflect the core business of Sonrie, 

dentistry, and allow for efficiency and a high number of patients rather than areas for staff to have 

breaks. In general, the architecture and layout of the clinics do not encourage socializing between 

employees; however, in many of the clinics this is due to a lack of space.  

Of the visible artefacts, clothing is an analytical factor. Within Sonrie, clothing differs between 

Centrales and the clinics. In Centrales there is no official dress code, but business casual is the 

norm, whereas the clinics have a clear dress code where  all the staff wear uniforms. The dentists 

and assistants wear scrubs, the assistants wear light blue, and the doctors wear dark blue or white. 

The clinic managers and SAC wear white shirts with the Sonrie logo and black pants. The cleaning 

staff wears aprons with the logo. Especially in relation to the dentists, who all carry the title of 

Doctor, the dark blue scrubs indicate status and a high level of education, the dentists have their last 

name and title on their uniforms. Besides the dentists, only the clinic managers have their title 

“gerente” on their shirts. As previously discussed under macrocultural elements, status is very 

important for Guatemalans. When looking at the dress code in the clinics, the status in relation to 

the uniforms and the hierarchy in the clinics becomes evident. The high focus on status is also 

shown through the language used within Sonrie. When addressing the dentists, it is important to 

address them by their title in order not to cause offence. The language within the different groups 

and subcultures at Sonrie differ, but when members of one group address another; especially 

members of the management group, the spoken language tends to be formal and polite. However, 

internally in the groups, there tends to be a less formal form of interaction; especially in the clinics, 

between lower level employees.  

Schein (2010) argues how any visible phenomenon is categorized as artifact which includes values 

and rituals. One such ritual that takes place in both the clinics and Centrales is the daily huddles. 

The daily huddles are used as a tool to avoid large bottleneck problems and other 

miscommunication problems, and they take place in both Centrales and the Clinics.  
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Every morning at 09.25 there is a “huddle” in Centrales, where everyone stands up and discusses 

what they will be doing for the next 24 hours. What are my tasks and problems I need to solve for 

the day and how far am I with my tasks? The clinic managers, who are all part of the management 

group, make a conference call into the meeting. The huddle lasts no longer than 15 minutes and the 

result is that everyone knows what is going on within the organization and problems can be dealt 

with as they occur. The huddles within the clinics take place twice a day, once in the morning and 

once in the afternoon, the reasoning behind this is the rotation of the dentists. The clinic huddles, 

revolve around various things e.g. what tasks and technical procedures is on the schedule that day 

and if there are any issues such as  broken equipment or interpersonal conflicts. The clinic huddles 

last approximately 5-10 minutes. Most staff in both Centrales and the clinics have received the 

huddles well,, “I think that is fine, we talk about what has to be done and it is a short way to solve 

problems” (Interview Dentist; See appendix 1.1). Through observations it was noticed that 

especially one dentist in clinic Pradera showed a large interest. He would often come in to the clinic 

manager’s office and say “vamos a el huddle”, which means come let’s go to the huddle. However, 

it was also observed how some employees had a negative attitude towards the huddles and staff 

meetings. The negative attitudes towards the huddles and staff meetings, only occurred openly 

within the clinics. The staff members who showed little or no interest in the huddles and other 

meetings were often late and paid more attention to their mobile phones that what was being said in 

the actual meeting. The negative attitudes will be further discussed throughout the analysis.  

 

As Schein argued (1984), in order to understand the visible artefacts, one must investigate the 

deeper meanings, through interviews and observations of behavior. Through these methods of data 

collection, one must analyze the espoused beliefs and values, in order to get a deeper insight into 

what the artefacts signify.  

 

The second level of analysis relates to the espoused beliefs and values, which include ideals, goals, 

values, aspirations, and rationalizations. All the goals and values described in the case (section 2) 

were created after the change in administration. The five values are; integrity, humility, respect, 

will/willpower and responsibility. In order to ensure all the employees at Sonrie, knows and 

understands the values, it was decided  to hold meetings in each clinic and Centrales, based on 

Socratic dialogue where the topics was related to the five values. The decision behind this was to 

ensure that all staff members understand the values and get to share their personal understanding of 
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the words. The dialogue sessions were held over five meetings, one for each value. During the 

observation period, three meetings or ‘explorations’ were observed in Clinic Pradera. During these 

meetings, everyone had to share their opinion and understanding of the meaning of the values, but it 

became very clear how some employees were more interested in attending than others (see 

appendix 3). However, over the course of the meetings, the employees started to feel more at ease 

discussing the values and talking openly in front of the other employees, however, especially the 

assistants and the cleaning lady were very shy or reluctant to speak up.  

During some of the interviews, the interviewees were asked if they could relate to any of the 

identified values. In an interview with one of the dentists, the dentist was asked if she related to any 

of the values, and she stated “With responsibility, as I do my work with it, everything I do, I do with 

responsibility” (See Appendix 1.1) One of the SAC employees also stated “I identify a lot with 

these values, since they are the most important to fulfill any position within the company and work 

with transparency” (See Appendix 1.2). 

One of the initiatives taken to create a stronger organizational culture was the creation of the 

Facebook group for Sonrie’s employees. However, only 48 staff members out of 120 total staff, had 

joined the Facebook group, during the time of the observations. Through the day-to-day interactions 

with the employees at Clinic Pradera, some of the staff members stated that they feared that the 

company would look at their Facebook accounts and find information that would be too personal. 

This relates to the trust related issues within Guatemalan culture. However, it was noticed how the 

employees who did not want to be a member of the Facebook group were the same individuals who 

showed negative attitudes towards the new change initiatives.  

The staff in Centrales are all members of the Facebook group, with a few exceptions of the 

maintenance staff who does not have Facebook accounts. The staff in Centrales is generally 

responsible for creating new posts, which relates to anything from general information, strategic 

initiatives, organizational culture and saying congratulations to the clinics if they meet their 

monthly goals. However, there are staff members from both Centrales and the Clinics who will post 

group photos of staff members to the page. An example of a Facebook post, which was created by a 

member of Centrales HR department, is presented below in figure 9. The post relates to the desired 

behavior and ways of thinking of the employees at Sonrie. One could argue how the Facebook post 

relates to both the first level of analysis “artefacts” and the second level “espoused beliefs and 

values”. However, it pertains directly to the views of the top management.   
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This particular post pertains to a new value “curiosity”, which was created after the observation 

period and after the majority of the data collection took place, the post is from 14
th

 January 2016. 

The contents of figure 9 will be described below.  

.  

Figure 9: Screenshot from Sonrie's internal Facebook group 

The Facebook post describes how organizational culture is the way of doing things and how to live 

by the values. It relates to how people every day live and share experiences with peers, leaders, 

families, friends and patients; and it is therefore important to be authentic and live a life based on 

culture and values that we can apply to all areas of life. Additionally, there is an introduction to a 

new value “curiosity”. The blue box in the figure describes four desired behaviors guided by 

curiosity.  

- We strive to be excellent through the constant search for “sunsets” 

- Be creative and search for better alternatives aligned with our goals 

- We can improve what we do today and see if we can discover things from another angle 

- we strive to be excellent at what we do and by being curious and explore new options 

As mentioned, the values represent the views of the top management at Sonrie, rather than all the 

views of all Sonrie’s employees. Therefore, all lower level employees could in theory make 

rationalizations about their own behavior and state how they live by these values because it is what 
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the organization wants them to, rather than actually living by them. As described in section 5.1.1, 

one conflict between a staff member and Clinic Manager resulted in the dismissal of the employee 

due to a lack of respect for the management. The value of curiosity can to some degree be more 

relevant in Centrales than in the clinics, the reasoning behind this is the different nature of the work 

processes. In the clinics many of the processes are standardized, which leaves little room to be 

curious and creative. Any ideas to improve processes and attract new clients would be welcomed by 

Centrales. However, due to the macrocultural influences of social status and not openly disagreeing 

with management, it is argued that the majority of the employees in the clinics would be unlikely to 

provide the management with any inputs or suggestions for change. The employees would be 

required to change their basic assumptions related to strict hierarchies and think outside their 

standardized work processes.   

The Espoused beliefs and values analyzed at this level relates to the rationalizations that people 

make about their behavior (Schein, 2010). In order to fully understand the artefacts, espoused 

beliefs and values, one must investigate the underlying basic assumptions, which is concerned with 

the deeper underlying reasons for individuals and groups behaviors (Schein, 1984).  

The third level of analysis relates to the basic assumptions that the employees within Sonrie have 

created through shared history and experiences. The analysis of this level has been conducted based 

on observations, interviews and casual conversations with the members of the different groups 

present at Sonrie.  

As previously stated, the many changes to both the administration and the increased focus on 

streamlining the work processes and generating a profit have had a large impact on how tasks 

should be performed and how to communicate. Furthermore, the changes have resulted in a high 

turnover of staff. This means that many of the previous basic assumptions shared between groups 

and group members within Sonrie need to be changed towards accommodating the new goals and 

visions. However, some work processes are standardized. These procedures include all tasks related 

to the actual practice of dentistry such as sterilization of equipment and dental procedures. The 

standardized processes mean that the basic assumptions in relation to the practice of dentistry 

remain the same. The dentists and assistants work in collaboration to perform the different 

procedures in which they are trained and educated.  

Looking at the visible artefacts, espoused beliefs and values, analyzed in level one and two, most of 

the visible rituals, documents, goals and values are relatively new. The architecture of the clinics 
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and Centrales has not changed. However, in Centrales the division between the lower level 

employees and management has been broken down in order to create an open communication flow 

between the top management and the other employees at the office.   

The visible artefacts found at the first level of analysis such as clothing and the spoken language 

relate to the macrocultural assumptions in Guatemala regarding social status. The basic assumptions 

related to status differences are for some of the employees at Sonrie a positive thing – more power 

and influence is desirable for specific groups, especially the dentists at Sonrie take pride in their 

social statuses and titles of Doctor.    

There were some contradictions to the basic assumptions of social status, hierarchy and showing 

respect, this was especially noticed during the observations of meetings both in the clinics and 

within the management group. Many employees would openly sit with their mobile phones and play 

games or look at their Facebook accounts. During the interview with clinic manager Fernando 

Santella, the topic of mobile phones came up, and he stated “I don’t think they should pay more 

attention to their phones than to me, but I feel like asking them not to use their phones is too 

personal and I don’t want to create anymore conflicts” (see appendix 1.3). Looking at the response 

to the use of mobile phones during meetings relates to the macrocultural elements of Guatemalan 

culture of avoiding open conflicts in order to preserve the dynamic of the group, this correlates to 

the level of individuality analyzed in section 5.1. Even in the management group, many of the 

managers would openly sit with their mobile phones while others were presenting results or ideas. 

After a conversation with Malte Holm where we discussed the use of mobile phones during the 

meetings in Guatemala compared to Denmark, he decided to ask all the members of the 

management group to put their phones away during the meetings and only use them during breaks. 

At first, many members of the group were against this and made excuses for why they needed their 

phones, but after a few meetings they slowly accepted not playing on their phones and actually paid 

more attention to the different presentations and started engaging more in debates and 

conversations. The staff members at both Centrales and within the clinics have had to adapt to 

having meetings with a larger focus on sharing and participating. This thesis argues that at the time 

of the observations, the different types of meeting were relatively new, and the employees at Sonrie 

had not yet had a chance to properly form shared basic assumptions, but the processes of creating 

shared experiences and exploring new ways of communicating more efficiently were started. 

However, creating shared basic assumptions takes time and effort, and is not a short-term project.  

The new initiatives and changes have in some instances created contradicting basic assumptions at 
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Sonrie, especially in relation to the dentists. The dentists want more power and clients, but some are 

reluctant to change their attitudes and ways of performing tasks and participating in meetings. 

Based on the book “Everything is Marketing” (Joyal, 2014), the dentists were asked to call patients 

to arrange follow-up appointments if the patients had been to an initial check-up. The book’s 

recommendation is for the dentist personally to call the potential customer to make him/her feel 

more important and thereby provide a better incentive to come back. However, some of the dentists 

refused to make calls to patients because they thought it was beneath them and their status within 

Sonrie; and some of the dentists thought that calls to clients should only be made by SAC 

employees. Since the dentists are paid based on a commission system, the more patients they have, 

the more they earn, and the dentists with the highest monthly earnings were the dentists who called 

potential customers personally and actively tried attracting new clients through the initiatives 

presented by the management group. The difference in numbers of patients between dentists in the 

clinics created tension between dentists and clinic managers; some dentists would complain about 

others having more patients than them and would blame the managers and SAC and were reluctant 

to take any responsibility themselves. These examples of patients feeling more important having the 

dentists/doctors call them personally and the issue of some dentists feeling calling patients were 

beneath them also relate to the macrocultural elements which again is related to the importance of 

status within Guatemala, which is in accordance with the high PDI score.  

 

Based on the observations and interviews, it is deducted that there have been misunderstandings 

between the management group and especially the dentists. The dentists used to manage the clinics; 

and they had more power and a higher status before, but now there are managers in all the clinics. 

Some of the initiatives have been received well, whereas other initiatives have been either 

misunderstood or negatively received. During an interview with one of the dentists, a question 

pertaining to the development of a Sonrie culture resulted in the following reply “No, we have no 

activities for this development as we had before” (see appendix 1.1.). This is a clear example of how 

Centrales and employees within the clinics misunderstand each other. The dentist clearly states how 

she believes that there is no cultural development; and during the same interview she argues how 

“…this is an important issue work culture, but I feel it has not been given much thought from the 

main office and the managers” (see appendix 1.1). During the day-to-day interactions with many of 

the other dentists, the perception of the development to organizational culture and work cultures at 

Sonrie waw similar to the view presented above. During the observations, it was also discovered 
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how many of the assistants and SAC employees who thought the management group and Centrales 

were trying to include the staff in more activities such as the huddles, explorations of the values and 

through the Facebook group (see appendix 1.2 and 3). Throughout the meetings with the 

management group and looking at the strategic goals and values, the creation of a Sonrie culture is 

an important item on the agenda. The argument of this thesis is how the dentists at Sonrie who were 

employed before all the changes were implemented tend to have negative attitudes towards some of 

the initiatives, such as the renewed contracts and the hiring of managers for the clinics. The 

negative attitudes towards some of the changes can be associated with the loss of power in relation 

to managing the clinics and having to follow new guidelines decided by the management group. 

However, the dentists also show an interest in some of the initiatives in relation to getting more 

clients to Sonrie; this interest is based on the idea of earning more money with the potential increase 

in numbers of customers.  

This thesis argues that there is no overall organizational culture; however, the values and goals are a 

common denominator within all groups at Sonrie. Since many of the changes and initiatives were 

new at the time of the observations, it is argued that the employees at Sonrie need to create new 

shared experiences and basic assumptions about how things should be done in relation to the 

changes in work processes and ways of communicating. As shown above in the analysis of the 

artefacts, espoused beliefs and values, and basic assumptions, the analysis differentiates between 

the clinics and Centrales which as previously mentioned is due to the different nature in work tasks 

and the fact that they are geographical separate units. There is a clear difference between Centrales 

and the clinics and the ways in which they operate. However, through dialogue between the 

management group and the employees at the clinics, the goals, visions and mission can be clarified, 

and the parties can create shared understandings and basic assumptions in relation to the overall 

purpose of Sonrie and how to treat each other and patients; this will be discussed further in chapter 

6.  

5.2.2 Organizational Culture & Learning  

This section of the analysis investigates the link between organizational culture and organizational 

learning. The organizational changes and cultural elements described in the section above can be 

linked to organizational learning which is the sense of Crossan et.al. (1999), who looks at 

organizational learning as strategic renewal. This section uses the revised version of the 4I model 

presented in section 4.3. as a guideline. As concluded in the section above, there is currently no 

overall organizational culture at Sonrie; however, there are some shared basic assumptions in 
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relation to some of the goals and values. The analysis is applied to the subcultural groups and 

functional units at Sonrie in order to determine where in the organization organizational learning 

has been institutionalized and whether the process of strategic renewal has been successful.  

First, the subcultural and functional units will be identified, followed by the analysis of the link 

between culture and organizational learning.   

As mentioned, Schein (2010) argues that subcultures reflect the functional units, occupations, rank 

levels within the hierarchy and geographical units that share history. Throughout the observation 

period, several subcultures and functional units were identified. However, it is acknowledged that 

there may be some functional units and subcultures at Sonrie that have not been identified. This is 

due to the limited scope of the study and the length of the observation period; as mentioned, the 

majority of the observations took place within the management group and the clinics. Throughout 

the analysis in section 5.2.1, there was a differentiation between the management group and the 

clinics because they are geographically separated units and perform tasks of different nature. Figure 

10 below illustrates the identified subcultures and functional units present at Sonrie.  

 

Figure 10 Subcultures and Functional Units at Sonrie 

The analysis in this section is based on the clinics and the management group. The lower level of 

employees at Centrales is not investigated; however, it is argued that the institutionalization 

processes analyzed in the routine work context can be applied to their subcultural group.  
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The management group is an important unit of analysis for this section because all strategic 

initiatives and organizational changes were decided within the top level of the organization. The 

management group (see table 2) constitutes of what Schein would refer to as the executive 

subculture; it is a functional unit, which is still new. Two of the managers in the group started 

working at Sonrie the same day the observations began, and during the observation period, three 

new managers were employed and joined the group. However, all new members of the management 

group were hired based on the new premises and ideals for managing the clinics or departments 

within Sonrie.  The management group is a dynamic group where everyone works closely together 

and communicates openly. Though many new members joined the management group during the 

observation period, the manner in which they acted and the language used internally in the group 

indicated that they had already created a shared culture based on experiences and through the use of 

Socratic dialogue. In a relatively short period of time, the management group has created an 

informal and familiar bond, and they have developed their own jargon and internal jokes.  

The process of organizational learning begins at the individual level where someone has an idea 

(intuiting) that could potentially lead to new knowledge and eventually new basic assumptions in 

relation to how things should be done. In this case the individual who has generated the most new 

ideas and visions for Sonrie is CEO Malte Holm which will be discussed further in section 5.3. The 

person who generates the ideas for strategic renewal is responsible for interpreting the ideas so that 

they are understood and can be applied successfully at the group level. This thesis argues that the 

process of integrating the ideas and initiatives at the managerial level at Sonrie has been mostly 

successful. This is partly due to the high turnover of employees at this level and the clear 

formulation of what was expected by the new hires. It is the responsibility of the management group 

to communicate the ideas and intuitions further down the organizational hierarchy. Ultimately, it is 

the way in which they help lower level employees interpret the new ideas and initiatives that 

determines whether the ideas will become integrated and ultimately institutionalized or not.      

When looking at the strategic initiatives that have led to changes within Sonrie’s organizational 

context (latent and active) including subcultures, it becomes clear how the employees have had to 

adjust to their way of thinking about their tasks and work processes. Many of the changes 

implemented at Sonrie occurred over a relatively short time span.  “It is a bit complicated, as we 

have been accustomed to a certain way of working and then there were a lot of changes almost 

overnight. Personally I like the change because you learn more and more and different people, new 

strategies, new ideas” (Appendix 1.2). 
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In section 4.3. two of the work contexts presented by Lengnick-Hall and Inocencio-Gray were 

identified as relevant for the analysis of Sonrie; the two contexts are the routine and the engineering 

contexts. The work contexts can facilitate the understanding of how to institutionalize new 

initiatives. This thesis argues that the routine context to some extent applies to all staff members at 

Sonrie. However, within the clinics the engineering context applies some aspects of the dentists’ 

work. 

In order to institutionalize the new initiatives implemented at Sonrie, the management group has 

created formalized documents with written processes. That includes identification of strategic goals, 

values and a code of conduct, which describes how most tasks and processes should be performed, 

among others these include patient interaction and sterilization of equipment (see appendix 2.5). 

Many of the processes at Sonrie in relation to the practicing of dentistry were already standardized, 

but with the new initiatives, more processes and tasks have been standardized in order to provide 

identical services in all the clinics. The documents and standardized processes make the ideas and 

initiatives, which are already known within the organization, available to employees who were not 

part of the original learning process. It is part of the espoused beliefs and values which govern 

behavior and basic assumptions related to the processes and tasks and are passed on to new group 

members. Lengnick-Hall and Inocencio-Gray (2013) argue how formalized documents and 

procedures can be useful when trying to institutionalize innovations in routine contexts, but 

inadequate in relation to the engineering context due to the specialization and skills required to 

perform the tasks under this context. Due to the types of changes and initiatives implemented at 

Sonrie, the engineering context has little influence on institutionalization of these. The cultural 

elements that influence the individuals and groups within the clinics have a larger impact on the 

processes of integrating and institutionalizing.   

Through the observations, it was evident how the employees within the clinics tend to divide into 

several subgroups, when they have breaks or there are no patients. The lower level employees such 

as SAC, assistants and cleaning staff tend to spend more time together, whereas the dentists spend 

time with the other dentists if possible. As mentioned in chapter 4, Schein argues that subcultures 

can represent ranks within the hierarchy of an organization. Within Sonrie, it is concluded that the 

subcultures are in fact based on rank within the organization. The dentists fall under the category of 

occupational cultures. It was observed how some of the dentists acts as if they are more important 

than the assistants and the cleaning staff. This is most likely related to the macrocultural 

characteristic of social status since the dentists have a title and a higher-level education.  
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Some groups have been more willing to adapt to the new initiatives whereas others have had a 

harder time adjusting. This could be due to the way in which the ideas have been communicated and 

explained; if the process of interpreting failed in relation to some groups, this could be attributed to 

cultural differences. If the basic assumptions in relation to what things mean are radically different, 

miscommunications are more likely to occur. 

The dentist is the subcultural group within the clinics which have had to adapt to the most changes. 

However, in the case of the dentists the resistance to some of the initiatives could be related to the 

loss of power. Additionally, the implementation of the new contracts resulted in a lot of the dentists 

leaving the organization. As mentioned in section 5.2.1, there has been a lot of tension within the 

clinics since the new contracts were implemented. It is argued that the combination of the new 

contracts and the loss of power left some of the dentists who remained at Sonrie unsatisfied with 

some of the changes. It is concluded that the dentists comply with the new strategies and initiatives 

based on two incentives. The first incentive relates to the possibility of losing their jobs, and the 

second incentive relates to the possibility of generating more money through an increase in 

customers and procedures performed.   “For the company to improve and to see if the benefits will 

be a win-win for both parties, because if there are more patients I get more money for seeing more 

patients” (Appendix 1.1).    

Based on the empirical data collected, it is derived that there are several misunderstandings and 

contradictions to the way that the strategic initiatives have been received and understood.  As 

mentioned in section 5.1, not all conflicts are avoided. One of the dentists stated “We are a good 

team, but there are many miscommunication issues that sometime cause conflicts” (appendix 1.1). 

As mentioned before, one of the short-term goals at Sonrie is to create a ‘Sonrie Culture’, and the 

identified values, are used as a blueprint for the desired behaviors that Sonrie wants to see in their 

employees. However, one of the dentists stated during an interview “Well you can do a lot, this is 

an important issue work culture, but I feel it has not been given much thought from the main office 

and the managers” (appendix 1.1). This statement indicates how the process of interpreting the 

strategic goals and initiatives in some cases have failed; this could be due to different 

understandings of what culture means within different groups.  

When considering the revised 4I framework, it becomes clear how the contexts affect the processes 

of organizational learning and the other way around. There is evidence that the environmental 

context has influenced the process of organizational learning. This has been through the 
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macrocultural elements related to status and resistance to change, but also through the increased 

competition in Guatemalan markets and the financial situation of Guatemala. Additionally, the 

customers are part of the environmental context; and the way that the customers perceive Sonrie 

affects whether they will choose them over the competitors. Sonrie has a large focus on gaining new 

clients and retaining the current ones. This means that the organizational contexts, both latent and 

active, are affected by the environmental context. Some of the elements within the latent 

organizational context, which includes culture, guidelines and procedures, have been changed after 

Malte Holm took over the management of Sonrie. The active organizational context in which the 

organizational members are situated have been affected. The active context is where the four 

processes of organizational learning takes place. The changes and ideas introduced at Sonrie have 

affected the way that employees at Sonrie perform tasks and behave. When intuiting becomes 

institutionalized, the latent organizational context is affected due to changes in organizational 

members’ basic assumptions, new guidelines and processes. The latent organizational context 

determines the ways that the organization communicates with the environmental context ,e.g. 

patient communication. 

Institutionalizing is a process, which takes time; however, many of the changes at Sonrie have 

occurred relatively fast. Lengnick-Hall and Inocencio-Gray state, “we assume that 

institutionalization usually takes place over time. Although there may be exceptions such as when a 

new CEO imposes drastic changes on an organization, it is relatively rare that organizational 

learning is institutionalized instantaneously” (Lengnick-Hall & Inocencio-Gray, 2013). This 

statement relates to what has transpired within Sonrie, when Malte Holm took over and imposed 

many new changes including replacing most of the administrative staff.  In a conversation with 

Malte Holm he stated" there are not many people in the organization that are thinking strategically, 

for example when we were in Antigua they all said that they spend around 40% of their time 

learning new things and reading new material, however this in obviously not the case. They do not 

seem interested in learning or spending time doing it. I have had a lot of problems with people 

being unwilling to make decisions, even with the people that report directly to me. They are 

beginning to do it, but sometimes when they do make decisions they make no sense. They are not 

thinking logically or strategically" (Appendix 3). This statement indicates that even if many of the 

work processes and ideals for desired behavior have been interpreted and integrated, the process of 

institutionalization has not been completed. The employees act and behave in which manners they 

believe are in compliance with the strategic initiatives, however based on the empirical data, it is 
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argued how they have not changed their basic assumptions and ways of thinking. This could be an 

indication that further interpreting and integrating is needed or that the state of organizational 

learning is fragile. As discussed in section 5.2.1 there is no overall culture which can be applied to 

all aspects of Sonrie; but rather cultural guidelines for desired behaviors and subcultural groups. 

Before the structural changes and the high turn-over of staff there might have been an overall 

organizational culture, but there is no longer since many of the members within Sonrie have not had 

the time required to create enough shared experiences and basic assumptions. As mentioned in 

section 4, Schein (1984) argues how the process of sharing and solving problems over a period of 

time, while given the opportunity to learn creates a bond between group members, which forms the 

foundation of a shared culture. He argues how the amount of time spent working together 

determines the strength of the culture. This argument supports the indication of the organizational 

learning at Sonrie is ‘fragile’.  

 

It is concluded, that the different subcultures affect the way in which organizational learning is 

interpreted and integrated into the organization. Additionally, it is argued how formalized 

documents can help facilitate the process of institutionalizing in relation to routine tasks and 

standardized processes. The organizational learning in relation to the employees at Sonrie changing 

their basic assumptions has not been completely successful. The high turnover of staff within the 

management and the many changes to the organizational processes indicates that employees may 

have changed their behavior in order to comply with the new guidelines, based on a fear of losing 

their jobs etc. There is evidence of organizational learning, though it is somewhat fragile. This 

thesis argues how the organizational learning can become stabilized over time, when the employees 

have had time to explore the effects of the new ideas and created basic assumptions through shared 

experiences.  

The figure below provides an illustration of the learning processes at Sonrie as a continuous cycle 

which is affected by the cultural contexts; that includes macro, organizational and subcultures. 
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Figure 11 Sonrie’s' Learning Cycle 

5.3 Managements Influence on Organizational Culture and Learning Processes  

This section aims to analyze how the cultural background of the top-management at Sonrie 

influences the organizational culture and organizational learning. Throughout the empirical data 

collection, it became evident how most of the employees attribute the changes and initiatives 

implemented at Sonrie to CEO Malte Holm. Additionally, the theory applied throughout this thesis 

argues how top-level management can influence both organizational culture and organizational 

learning. Throughout section 5.1 the macrocultural elements of Guatemala have been used to 

analyze the organizational culture of Sonrie, since all employees with the exception of Malte Holm 

are Guatemalan. The focus of this section will largely focus on Malte Holm and his European 

background.  

“I think we have a culturally different company at Sonrie partly because of the senior management. 

I think the fact that we have a European CEO has a lot to do with how Sonrie is run” (Interview, 

Michelle Bailey appendix 1.4) 

CEO Malte Holm, is from Denmark, but has lived in Guatemala for just over 10 years. He holds a 

double degree from the university of Guatemala and Tulane University in Houston. Before he 
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entered Sonrie, he was the director of innovations at Grupo Entero and a member of the Board of 

Directors. As mentioned in the case his recommendations to the board of Directors was to replace 

the majority of the administrative team and the CEO at the time, in order to turn around the 

financial situation at Sonrie. After the Board had discussed the recommendations, Malte Holm was 

appointed the new CEO. As mentioned the empirical data showed a general consensus that new 

ideas for renewal and strategic implementations was attributed to the top management, but mainly 

CEO Malte Holm. “Maltes Culture being from Europe is very different even if he has been in 

Guatemala for 10 years. He always read new books on management and marketing and he comes 

up with new things for us to do and ways to learn. He really cares if Sonrie succeeds. I can tell from 

some of the staff who has been here a long time that things have really changed” (Interview, 

Fernando Santella appendix 1.3) 

Malte Holms’ vision for Sonrie, is to create a modern organizational structure which allows for idea 

generation, learning and information sharing. Malte Holm is trying to create a modern agile 

organization which is a hard backdrop to the tall hierarchy commonly found within organizations in 

Guatemala. In an e-mail Malte Holm stated "A company built on the basic principles of personal 

responsibility and proactivity in relation to making our customers experience the best possible. We 

come from a culture where people often see themselves as victims ("it's not my job," or "it was he 

who did it", "it was his responsibility," "I did not know", "I sent mail but never got the answer, 

"etc., etc.) instead of taking responsibility for things getting done and that they are done properly. 

This requires responsibility, but also an overview, creativity and courage to "take chances" and try 

new ideas, even though we will not always get things right. It is certainly not a short-term project, 

but we are starting this quarter with new values that are based on collecting different behaviors we 

would like to see in our employees, and that way they can feel clarity in relation to what we expect 

of them" (See Appendix 1.5).  The statement above represents Malte Holms vision and goals in 

relation to the way employees should act; however, he acknowledges it will take time and effort to 

reach the goals. In the email, he mentions how people in Guatemalan culture often fail to take 

responsibility for things, given the cultural background of Malte Holm, who comes from a society 

where independence and responsibility for ones actions are highly valued. Due to the amount of 

time Malte Holm has lived and worked in Guatemala, he has developed an understanding of the 

macrocultural elements that influences the way in which Guatemalans behave in relation to their 

workplace and superiors. This relates to the term called ethno-relativistic learning, which is the 
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ability to see and understand the world from another group’s perspective, including one's own 

(Cramton & Hinds p. 238).  

The high turnover of the management at Sonrie provided an infusion of new insights and ways of 

thinking about the business, this infusion of new insights and ideas for Sonrie was relatively quick. 

The new approaches were top-down oriented and all decisions were made at the top-level of the 

organization. The values and strategic goals were all created based on discussions within the newly 

appointed management team. This top-down approach to the strategic initiatives, which include 

learning, was an efficient way to change behaviors and work processes throughout the entire 

organization. However, based on the empirical data collected, it is argued how many of the 

employees at Sonrie who have changed their behavior in order to comply with the new guidelines 

and requirements, and have not necessarily changed their ways of thinking. However, as mentioned 

in section 5.2 the creation of shared basic assumptions and the process of institutionalizing 

organizational learning requires time. This is also a fact that Malte Holm acknowledged in the 

statement above.    

Since the changes at Sonrie all began when Malte Holm entered Sonrie and took over the 

management, it is argued that in this case the organizational learning of processes ‘ intuiting’ and 

‘interpreting’ are very dependent on the top-management and in particular Malte Holm. The fact 

that Sonrie has a CEO with a Danish background and a more ‘western mindset’, have had a large 

impact on the organization as a whole. The intention to change the internal communication flow, 

and creating a more modern organizational structure; in comparison to the tall structured hierarchies 

which is commonly found within Guatemala, is based on the basic assumptions of Malte Holm. 

While there is still many decisions made based on a top-down approach, the organization has started 

to take into account the personal welfare of the staff, and encourages learning and curiosity. Though 

some employees may not have changed their way of thinking the majority of employees have 

adopted the new ways of thinking and their behaviors in relation to performing some tasks have 

changed.  

The focus on strategic renewal in order to stay competitive has resulted in many changes that have 

been perceived both positively and negatively by employees at Sonrie. The employees have had to 

change some of the basic assumptions in relation to work processes and interaction, which is 

extremely difficult since the behaviors are so deeply imbedded in the minds of the groups. Though 

not all ideas have been institutionalized, the change initiatives and ideas brought in by Malte Holm 
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have largely been accepted throughout the individual, group, an organizational level at Sonrie. This  

indicates that organizational learning is taking place. It is concluded that the cultural background of 

Malte Holm has had a positive effect on the organizational learning processes at Sonrie. Even 

though, the majority of decisions related to strategic renewal and development are based on a top-

down approach, trying new things or presenting new ideas is encouraged. 

6. Discussion & Reflection  

The purpose of this chapter is to discuss and reflect on the challenges and findings revealed in the 

study. The chapter begins with a discussion of the findings found throughout the analysis. Secondly, 

the chapter will reflect on whether the findings can be extended to other companies. Concluding the 

chapter is a short discussion of further research and elements which could have provided interesting 

aspects to the analysis and analytical framework.  

 

6.1 Reflection on the Findings  

The high turnover of administrative staff in Centrales and many of the dentists leaving proved a 

challenge in the investigation of the organizational culture. Not only has the high staff turnover 

influenced the culture, but also the strategic initiatives, which lead to changes in work processes and 

further influenced the employee’s behavior.  

 

As mentioned in section 4.3 the strength of a culture depends on the length of time and experiences 

shared within the group. As Schein stated, “very young companies or ones which have had a high 

turnover of key executives would be judged as having weak ones” (Schein, 1984). When looking at 

Sonrie as a whole group, this group needs to share more experiences and through dialogue create 

shared understandings. The group members must create new and shared basic assumptions related 

to how things should be done and why. However, despite of the high turnover of staff and strategic 

changes, the subgroups within the clinics have largely remained the same except in relation to the 

creation of new basic assumptions.  

One could argue that it may not be necessary nor realistic to create an organizational culture that 

covers both the clinics and Centrales; but steps should be taken to create compatibility and mutual 

understanding. Accepting the subcultural differences instead of trying to level them out and label 

them as one unified organizational culture is irrelevant. However, the values and goals of the 

organization should be shared and understood identically across subcultural units within Sonrie. 
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The high turnover of staff and the new contracts for the dentists may not have been perceived 

positively by many of the employees at Sonrie. However, this thesis argues that though the 

decisions may have seemed harsh, it is evidence of organizational learning. In case Sonrie had not 

"learned" and experienced some levels of strategic renewal, the worst-case scenario is that Sonrie 

could have gone into insolvency since they were operating at a deficit. Therefore, this thesis argues 

that the organizational learning processes and strategic renewal have been successful to the survival 

of the organization. However, the process of reaching the strategic goals and creating a learning 

organization is still underway, they have not succeeded in all aspects but they recognize that it is a 

long-term project. “In routine work contexts, effective application of what has been learned is 

crucial for creating the kinds of personal outcomes that employees value, such as higher pay, 

increased recognition, and job security” (Lengnick-Hall & Inocencio-Gray, 2013, p. 425). 

Based on the findings in the analysis it is argued that the intentions of creating a more modern and 

agile organization with a learning culture currently only is possible in relation the employees at 

Centrales and management group. The employees in the clinics are all part of the routine work 

context; even though there is overlap between the routine and the engineering context in relation to 

the dentists and the work processes tend to be very standardized.  A possible problem; that may 

occur in relation to the institutionalization and standardization of processes is the risk of focusing 

too much on the two, rather than intuiting and the feed-forward processes. This relates to the points 

made by Crossan et.al. (1999; 2003; 2011) who argue that researchers within the field of 

organizational learning often tend to ignore the tension between exploration and exploitation, which 

is one of the key elements in organizational learning and strategic renewal.  

 

6.2 Applicability to other Organizations  

This section will provide a short discussion on the applicability of the research framework and 

whether the results of this study can be recreated.  

 

This study has revealed several important elements for the development of organizational learning 

and strategic renewal in relation to organizational cultures. To begin with, the elements found to be 

important to organizational learning and strategic renewal are macro-, organizational-, and 

subcultures, shared experiences, basic assumptions, top-level management and the ability to use 

existing knowledge while generating new strategies.    
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The revised version of the 4I framework include both the external and internal organizational 

context. It can be applied to any organization and should help facilitate the understanding of the 

processes of intuiting, interpreting, integrating and institutionalizing over the three levels of the 

organization. The macrocultural analysis focusing on how the macrocultural elements affect the 

organizational culture and subcultures could be relevant for organizations who consider moving or 

opening a subsidiary in another country.   

 

The possibility to recreate the findings of this thesis and to generalize the conclusions should be 

seen in the light of the methodological choices that were made at the beginning of the research 

process. The purpose of the study was to investigate culture and organizational leaning in depth, 

which in its qualitative nature will be at the cost of the possibility to make general conclusions. 

However, it was attempted to create a theoretical framework that can be applied on other cases. It is 

argued that the findings pertaining to the hypothesis and research question 1 and 2 could be 

recreated in other studies of similar cases. However, the effect of the different cultural elements on 

organizational learning may vary depending on the type, size and the location of the organization. It 

is argued that the macrocultural elements pertaining to analysis of national characteristics are only 

relevant in international settings or groups with members with more than one nationality. Research 

question 3 was very specifically introduced because special characteristics of the case organization 

showed it necessary to investigate the specific cultural background of the CEO. These findings are 

specific for Sonrie.  

7. Strategic Recommendations  

This chapter aims to provide strategic recommendations in relation to the organizational changes at 

Sonrie, which affect both the organizational culture and learning. The strategic recommendations 

are based on the organizational goals and the findings revealed throughout the study.   

In order to achieve the three strategic goals and visions pertaining to geographical expansion, 

having 1,000,000 customers in 10 years (Appendix 2.1) and being the No.1 dental company in 

Guatemala, the formal policies, governing work behaviors, processes and procedures need to be 

applied to all routine work contexts within the organization. The service level, treatments and 

procedures should be identical throughout all the clinics in order to provide consistency. 

As previously mentioned, it is argued that there is no overall organizational culture at Sonrie, but 

there are values that indicate the desired behavior that Sonrie would like to see from all of their 
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employees. It is recommended that Sonrie creates a ‘code of conduct’ pertaining to inter-personnel 

communications and conflict resolution. Sonrie’s values can be used as guidelines for how the 

employees within Sonrie should act, but the creation of a “code of conduct” for internal 

communication and behavior would be useful, especially in relation to the values of respect, 

humility and integrity. Sonrie already has a code of conduct; but this mainly focuses on customers 

and work processes (see appendix 2.5). Sonrie needs a clear anti-bullying policy, and additionally 

the use of mobile phones in front of patients and within meetings should be addressed.   

Culture is not created over night, but it is a long-term process. Sonrie needs to give their employees 

long-term incentives to stay. Creating a strong culture involves groups of people who have a shared 

history and learn by solving problems together. Seeing how culture can affect organizational 

learning, creating an organizational culture is critical if Sonrie really wishes to institutionalize new 

knowledge. In order to create organizational subcultures where the members are interested in the 

strategic initiatives created at the top of the organization, Sonrie should consider creating 

incentives, which will inspire long-term loyalty. Examples of such incentives that could inspire 

long-term loyalty are monetary incentives or professional advancement incentives. E.g. after two 

years of successful practice at Sonrie, the dentist could be offered a bonus or a higher percentage 

commission. For employees such as SAC, assistants or employees at Centrales, incentives such as 

professional advancement or opportunities for further education within their fields could be 

considered.  With long-term incentives Sonrie will also be able to solidify the bond between 

employees and the organizational values.   

Looking at Sonrie’s long-term goal, some changes need to be made within the management group 

as it is now. In order for the long-term strategic goals of geographical expansion and a customer 

base of 1,000,000 customers to be successful, the clinic managers should no longer be part of the 

management team at Centrales, but rather focus on managing the clinics. In order to successfully 

achieve the long-term goals, the clinics should eventually become self-governing entities which 

requires that a training program for new and future clinic managers is created. Due to the 

macrocultural elements that influence Guatemalans’ basic assumptions related to managing 

businesses and the reluctance to make decisions, the creation of a training program could facilitate 

the process of adapting to an organizational culture influenced by both European and Guatemalan 

ideals.  As mentioned in the discussion, the ‘learning culture’ would only apply to the employees at 

Centrales and to some extent only the top management. If the company is to provide a standardized 

service of a high quality, consistency between the clinics is an important factor. New strategic 
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initiatives should be implemented in all clinics over the same timeframe, the initiatives should be 

decided at the top-level of the organization and then directed out into the clinics.    

8. Conclusion 

This chapter presents the findings of the thesis and concludes the study. The chapter begins by 

summarizing the research project, followed by a presentation of the findings, theoretical as well as 

practical contributions. Finally, the chapter provides insights into future research directions that could 

contribute to organizational learning in relation to organizational culture as a field of study. 

8.1 Research Summary  

This paper sought to investigate the relations between organizational culture and organizational 

learning by answering three inter-related research questions based on the hypothesis that both the 

external and the internal contexts of an organization influence the implementation process and 

success of organizational changes:  

1. How does Guatemalan macroculture affect the organizational culture and subcultures 

at Sonrie?   

2. How do the organizational culture and changes of the culture affect organizational 

learning at Sonrie? 

3. How does the cultural background of the management relate to the organizational 

culture and learning processes at Sonrie? 

To answer these questions, a relational research design and a descriptive analysis method were 

applied in order to investigate the effect organizational culture has on organizational learning. 

8.2 Findings  

This thesis has showed that culture is a complex and multi-layered concept. The theory divides 

culture into four types, macro-, organizational-, sub- and microcultural. For this thesis, three of the 

cultural types were found relevant in relation to the research questions. These were macro-, 

organizational-, and subcultures.  

For this particular case, the macrocultural elements were an important part in the understanding of 

the latent organizational context and some of the basic assumptions that guide the behavior of the 

employees at Sonrie. The analysis showed no doubt that macroculture has an effect on the 

organizational culture at Sonrie. It was interesting however, that throughout the analysis it was 

determined how there is no overall culture at Sonrie, but rather cultural guidelines and elements 
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prescribing the desired behavior of the employees. It is argued that the organizational subcultures 

are influenced by both national/macro- and organizational culture. The subcultures differ between 

the clinics and the main office due to causes such as educational background, rank within the 

organizational hierarchy and tasks, which influence the environment and its culture. However, it is 

argued that there are multiple subcultures within the different organizational units; these include the 

occupational subculture of the dentists, the executive subculture of the management group, and 

lower level employees.   

The basic assumptions which employees create in relation to how things should be done are created 

through shared experiences and problem solving; and these assumptions influence the way 

employees understand different things. The basic assumptions are based on the different cultural 

contexts to which the members belong, and include all three types of culture. The way macroculture 

affects organizational culture thus showed to be very complex, and the effect is not equal on the 

different levels of the organization. Nevertheless, macroculture showed to be an important factor in 

understanding the different subcultures.  

Organizational learning occurs over three levels of the organization, the individual, group and 

organizational level, and is completed through four processes; intuiting, interpreting, integrating, 

and institutionalizing.   

The process of intuiting occurs on the individual level and relates to ideas for innovation, 

organizational change and strategic renewal. Through the revised version of the 4I framework, it is 

concluded that organizational culture affects organizational learning and vice-versa. The underlying 

basic assumptions of organizational members determine the success of whether and how intuitions 

are interpreted, integrated and ultimately institutionalized. The institutionalized processes affect the 

basic assumptions of the organizational groups in relation to the ways of behaving and thinking 

about things, which indicate some degree of changes to the organizational and/or subcultures.  

The results of the analysis indicate that organizational culture is a key factor in understanding the 

organizational learning processes. The analysis shows that there are many different types of cultures 

and context that influence organizations and the way of thinking and acting within the given 

organization.  

In the case of Sonrie the analysis showed that most of the change initiatives have been attributed to 

CEO Malte Holm. This led to the formulation of the third research question about how his cultural 

background relates to Sonrie’s’ organizational learning. It is argued how the CEO’s basic 
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assumptions to some extent differ from the rest of the employees at Sonrie partly due to his 

macrocultural and educational background. The differences in the basic assumptions results in 

misunderstandings between the organizational levels, that ultimately means, that the change 

initiatives initiated by the CEO does not have the intended effect, and thus does not lead to the 

expected organizational learning. Thus, the cultural background of the CEO, and more specifically 

his basic assumptions, showed to have a great impact on the organizational learning at Sonrie – or 

more precisely prevents organizational learning from taking place.  

The overall conclusion to the three research questions is that culture on both the macro- 

organizational and subcultural level can influence the way in which organizational learning occurs. 

The three different types of culture can either facilitate or hinder organizational learning.   

8.2.1 Practical Contributions  

On a theoretical level, the findings from the research allowed for the construction of a frame of 

reference for understanding how learning in organizations is affected by the organization’s cultural 

contexts. The frame of reference allows for further discussions on the development of a conceptual 

framework for organizational learning within cultural contexts.  

For practitioners the frame of reference developed throughout this research can facilitate 

organizational awareness related to the cultural elements that either enable or inhibit organizational 

learning. The revised 4I model can serve as a guideline that allows organizations to expand their 

current understanding of organizational learning and how to enable learning through the different 

processes and contexts.  

  

8.3 Further Research 

This thesis has focused on the cultural aspects of the macro- organizational- and subcultures 

influencing organizational learning based on a single case study approach.  

 

As mentioned above the frame of reference developed throughout the thesis can serve as a 

foundation for future academic research in the field of organizational learning, contributing to a 

thorough academic understanding of the cultural elements that can influence the way ideas and 

innovations are institutionalized. There are several elements pertaining to the organizational 

contexts that are of interest to the field of organizational learning. These elements include: 

Technology, Trust, Training, Communication, Individual Commitment, and Organizational 
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Commitment, Knowledge Creation and Information Sharing. Additionally a larger focus on the 

external factors (environmental context), which prompts the need for organizational learning and 

strategic renewal could be an interesting aspect of analysis.  An analysis of all elements within the 

environmental and organizational context could provide a deeper insight into the factors, which may 

inhibit or promote organizational learning and strategic renewal.    

 

This study focused how organizational cultures affect organizational learning, however another 

interesting possibility for future research could be a more quantitative investigation into how ‘big’ a 

factor culture is, compared to other factors which influence organizational learning. However, this 

thesis focused on the question of ‘how’ rather than ‘how much’.  
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Appendix  

The appendices have been created in a Dropbox folder, which can be accessed through the links 

provided. The Dropbox folder contains five main folders, under which several subfolders and 

documents are located. Links have been created to all folders and subfolders within the appendix.  

 

To access the main folder follow the link below: 

http://bit.ly/Appendixfolder 

 

Appendix 1: Interviews 

Appendix 1 contains transcriptions of interviews, recordings, and an email from Malte Holm.   

http://bit.ly/A1-Interviews 

1.1 Transcribed interview Dentist 

http://bit.ly/A1-Transcriptions 

1.2 Transcribed interview SAC 

http://bit.ly/A1-Transcriptions 

1.3 Transcribed interview Manager Fernando Santella  

http://bit.ly/A1-Transcriptions 

1.4 Transcribed interview Manager Michelle Bailey 

http://bit.ly/A1-Transcriptions 

1.5 Email from CEO Malte Holm 

http://bit.ly/A1-5Email 

1.6 Recordings of Interviews 

http://bit.ly/A1-6Recordings 

 

Appendix 2: Documents  

Appendix 2 contains all documents collected at Sonrie during the observation period.  

http://bit.ly/A2-Documents 

 

http://bit.ly/Appendixfolder
http://bit.ly/A1-Interviews
http://bit.ly/A1-Transcriptions
http://bit.ly/A1-Transcriptions
http://bit.ly/A1-Transcriptions
http://bit.ly/A1-Transcriptions
http://bit.ly/A1-5Email
http://bit.ly/A1-6Recordings
http://bit.ly/A2-Documents


Susanne Wille Jørgensen  Chapter Appendix 

Copenhagen Business School  Master Thesis 

 80 

2.1 Strategic Goals 

http://bit.ly/A1-2StrategicPriorities 

 

2.2 Documents from Meetings 

http://bit.ly/A2-2MeetingDocuments 

 

2.3 Presentations  

http://bit.ly/A2-3Presentations 

 

2.4 Renewed Contracts/- Dentists  

http://bit.ly/A2-4NewContracts 

 

2.5 Code of Conduct 

http://bit.ly/A2-5CodeofConduct 

 

2.6 Various Documents  

http://bit.ly/A2-6VariousDocuments 

 

Appendix 3: Field Notes  

Appendix 3 contains the field notes generated from the observations.  

http://bit.ly/A3-Fieldnotes 

 

Appendix 4: List of Employees 

Appendix 4 contains a list of all employees at Sonrie, and, where in the organization they work e.g. 

which clinic. Additionally the document list area of work.   

http://bit.ly/A4-EmployeeList 

  

http://bit.ly/A1-2StrategicPriorities
http://bit.ly/A2-2MeetingDocuments
http://bit.ly/A2-3Presentations
http://bit.ly/A2-4NewContracts
http://bit.ly/A2-5CodeofConduct
http://bit.ly/A2-6VariousDocuments
http://bit.ly/A3-Fieldnotes
http://bit.ly/A4-EmployeeList


Susanne Wille Jørgensen  Chapter Appendix 

Copenhagen Business School  Master Thesis 

 81 

Appendix 5: Pictures of Sonrie  

Appendix 5 contains photos taken during the observation period.  

http://bit.ly/A5-Photos 

 

5.1 Centrales  

http://bit.ly/A5-1Centrales 

5.2 Clinic Madero 

http://bit.ly/A5-2Madero 

5.3 Clinic Pradera  

http://bit.ly/A5-3Pradera 

5.4 Clinic Santa Amelia  

http://bit.ly/A5-4SantaAmelia 

5.5 Clinic Tikal Futura 

http://bit.ly/A5-5TikalFutura 

 

http://bit.ly/A5-Photos
http://bit.ly/A5-1Centrales
http://bit.ly/A5-2Madero
http://bit.ly/A5-3Pradera
http://bit.ly/A5-4SantaAmelia
http://bit.ly/A5-5TikalFutura

