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ABSTRACT 

Universities have unique features from regular business entities. However, like any other 

organisation the environment in which they operate is constantly changing, and they 

need to change not only to survive but to compete successfully to achieve set objectives. 

This study examines universities and how they achieve success in change 

implementation, given their culture and readiness for change tendencies.  A total of 528 

participants made up of academic and non-teaching staff, as well as students were 

selected from ten (10) public and private universities in Ghana for the study.  The mixed 

method was used for the data collection and analysis. Quantitative data gathered 

through questionnaires were analysed using the Pearson Product-Moment Correlation, 

Multivariate Analysis of Variance (MANOVA) and Multiple Regression. For the 

interviews, Thematic Analysis was used for the analysis. Results show that private 

universities have significant features of clan and adhocracy cultures compared with 

public universities. Furthermore, readiness for change mediated the relationship 

between organisational culture and successful change implementation (measured in 

terms of technology acceptance). However, data showed that there is no significant 

difference between public and private universities in terms of change implementation 

success. The findings were discussed and recommendations made in terms of strategies 

for achieving successful change implementation.  
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CHAPTER ONE 

INTRODUCTION 

1.1 Background 

Universities and institutions of higher learning operate in the same environment as other 

business entities. Today’s world of work is characterized by a blend of technology and 

human resource efforts, in a more advanced form in varied ways than ever before. This is 

necessary so that organisations could be more productive and remain relevant. Moreover, 

the environment within which work organisations operate is not stable, and so 

administrators/managers strategize to catch-up with the effect of global change and 

advanced technological developments. These are required in order to stay tuned to 

providing and serving consumers (of services and products) who are sensitive to 

technological change and quality, and whose needs are increasingly becoming complex. 

Organisations therefore need to deal with challenges of external adaptation and market 

relevance while working hard at maintaining internal integration.  

 

These challenges confront all organisations. Institutions responsible for developing the 

needed human capital to meet the requirements of industry players, business 

communities, not-for-profit organisations also face these demands. In this regard, an 

important issue has to do with how organisations change, and respond to change 

situations. The ability of organisations to manage necessary adaptations may be the 

difference between those which survive and those which flounder. This study therefore 

explores the extent to which organisational culture provides the context for readiness for 

change, adaptation and integration. The study also examines how the interaction between 

learning organisations and culture can influence successful change implementation in the 

university sector in Ghana.  
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1.2 Introduction 

This study is an attempt to identify and help address some of the several organisational 

change related challenges and in the process, selected universities were used as study 

sites. It has been found that, most of the time, in an attempt to achieve success in change 

initiatives, organisations directed efforts and attention towards policy related changes, 

structural and strategic vision/mission modification, sometimes to the neglect of key 

psychological factors that can influence the extent to which change efforts yield desired 

outcomes (Armenakis, Berneth, Pitts & Walker, 2007; Lewin, 1947; Lippitt, Watson & 

Westley, 1958; Schein, 1987). But since organisations are made of people (before 

structures, systems and strategies), one thing that cannot be down-played or ignored, in 

an attempt to achieve sustained success in change initiatives is people’s reactions to 

change initiatives in organisations (Burke, 2011; Lewin, 1947). Moreover, it is important 

to consider the usefulness of values, beliefs and assumptions in terms of how these can 

influence behaviour in a significant manner.  

 

The thinking is that, in situations where people are change-ready, and given the ‘right’ 

cultural environment, it would be relatively easier for organisations to be successful in 

change implementation. Therefore, issues of behaviour, personal attributes and the 

environment can be described as a set of important factors in the quest for organisational 

success (and this forms one of the pillars of psychology). For instance, Kantor (1924) 

asserts that in an attempt to understand human behaviour, the concentration should be on 

how individuals interact with all the various types of situations that form their behaviour 

circumstances. This assertion occupies a vital place in interactional psychology, and has 

been popularized by Lewin’s (1935) field theory which reflects the observation that 

human behaviour is function of the person and the environment.  
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1.3 General Assumptions  

This study makes some general assumptions, and links these assumptions to the specific 

aims and objectives. The aim of the study is to figure out the relationships and dynamics 

involved in the processes of implementing technological changes in organisations (such 

as universities), in view of their organisational cultures. Generally, this study assumes: 

1. That it is possible to identify the representative features of university culture. 

That is, every university, like all organisations, have their unique features that 

distinguish them from others (Bergquist & Pawlak, 2008; Cameron & Ettington, 

1988; Silver, 2003; Tomàs, Bernabeu & Fuentes, 2011); 

2. That universities have many cultural elements (Bergquist & Pawlak, 2008; 

Cameron & Ettington 1988) some of which could be more change-friendly than 

others; 

3. That in an attempt to ensure improvement in organisations, it is possible to 

directly or indirectly change the culture of organisations (Schein, 2004) using 

appropriate strategies. This forms the basis for describing some elements of 

certain cultures as responsive to change, so that steps could be taken to manage 

those aspects that are found to be mitigating change initiatives in organisations;  

4. That several factors influence the success of change initiatives in an organisation 

and that culture is one such factor (Schein, 2004);  

5. That changes that are aimed at moving organisations towards achieving their 

goals need to be planned and carefully devised (Burke, 2011);  

6. That there is no one acceptable strategy for introducing change—it depends on 

the type of organisation, and the change situation (Burke, 2011), and expected 

outcomes. Based on this, it is assumed that change strategies especially geared 
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towards technology acceptance (as conceptualized in this study) may not be the 

same for private and public universities;  

7. That when employees are appropriately made aware before the introduction of a 

change initiative, there would be the greater likelihood of success (Burke, 2011; 

Lewin, 1947; Schein, 1987). This could, therefore, contribute to minimizing 

unintended consequences of non-readiness, including, but not limited to, 

resistance to imposition of change (Burke, 2011);  

8. That universities that demonstrate that they can be ‘learning organisations’ 

(Watkins & Marsick, 2003) would have the capacity to be ready for change most 

of the time; and 

9. That with good support from leadership and significant others, there could be 

significant success in change implementation (Armenakis et al., 2007). 

These assumptions (and the study objectives that follow) underlie the hypotheses for this 

study. 

 

1.4 Study Objectives 

Specifically, this study seeks to achieve the following objectives: 

1. To assess organisational change readiness of Ghanaian universities, in terms of 

technology acceptance;  

2. To explore aspects of university cultures that encourage successful change 

implementation and those that tend to inhibit change success; 

3. To explore the relationship between organisational culture and stakeholder 

change readiness;  

4. To assess how change readiness influences technology acceptance as a measure 

of successful change implementation;  
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5. To comparatively assess differences in change readiness and organisational 

cultures between public and private universities. 

 

1.5 Problem Statement 

Universities are large complex institutions with significant impact on the countries in 

which they operate. Given the global and societal changes, it is of interest to explore 

whether universities in Ghana are really positioned for change and how impactful 

changes are preserved. The assertion that universities go through change is no news (De 

Zilwa, 2007; Bartell, 2003; Sporn, 1999). The concern is how they go about introducing 

important change initiatives (such as technology infusion for performance improvement). 

This study seeks to explore the dynamics involved, with specific focus on change 

readiness in terms of technology acceptance. Several studies show that for successful 

implementation of change initiatives, it is important to create adequate readiness 

(Armenakis et al., 2007; Lewin, 1947; Schein, 1987). But the question that comes up is, 

within what environment could change readiness be high (or low)? How does culture in 

organisations such as universities, influence this psychological variable of readiness, and 

to what extent can readiness for change serve to influence the extent to which people will 

accept technology, so that there can be successful implementation of change initiatives? 

For sustainability, and institutionalization, can universities be seen as learning 

organisations? It is also not clear how private universities compare with public 

universities in terms of some dimensions of culture and readiness for change. Apart from 

their identity differences in terms of profit-focus (for private universities) and responding 

to national policies on developing human resources (mainly as the vision of public 

universities), do university authorities in these “two main groups” consider readiness for 
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change prior to implementation of change initiatives? These are the concerns of this 

study. 

 

1.6 Scope of Study 

The study seeks to examine readiness for change among stakeholders (academic and 

administrative staff, and students in universities) regarding teaching, learning and 

working with advanced technology. Attention is paid to selected public and private 

universities in Ghana, which have been in existence for at least 5 years (prior to 2010). It 

should be mentioned that even though the area of organisational change is broad, the 

focus of this study is readiness for change and change implementation success, especially 

in the wake of the numerous private universities being established in Ghana to 

complement the shortfall in tertiary education delivery in the country. Each university 

was placed in either public- or private-university group, thereby making this a 

comparative study of public and private university organisations. 

 

1.7 Relevance and Value of Study 

The literature in organisational studies shows that the importance of change readiness 

has not been reflected in extensive theoretical development or empirical study (Weiner, 

2009). As such, examining the concept of readiness for change would help add to the 

knowledge in the area. Moreover, efforts made in the current study to understand 

individual and organisational readiness for change could help provide a scientific basis 

for decision making for purposes of running effective human resource management for 

organisations, especially universities and other institutions of higher learning. It is 

interesting to note that organisational culture has been observed to be positively linked to 

organisational outcomes (such as performance, commitment, satisfaction) but this 

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



7 

 

concept is still an emerging research area and empirical data are still somewhat rare 

(Klein, 2008). This has been echoed by several writers, to the effect that organisational 

culture is gaining popularity, but there is yet to be cogent articulations of organisational 

culture types observed from non-western countries (Puplampu, 2004). As a result, 

findings from this study would add to understanding this important concept, for 

universities’ administrators/faculty in their efforts at recognizing the need to create 

change readiness, for successful outcomes (such as satisfaction, performance 

improvement, and commitment) resulting from technology acceptance. 

 

It is also expected that this study would help bring about knowledge that contributes to 

development strategies for successful running of organisations including universities in 

Ghana, Africa and beyond.  

 

Apart from the practical significance of this study to organisations, findings will help 

contribute to the body of knowledge in the area of industrial-organisational (I-O) 

psychology, higher education management, and organisational studies, specifically, to 

the area of organisational change, organisational culture and organisational learning. 

 

1.8 Rationale for the Study  

There is a certain notion that institutions of higher learning have all the expertise needed 

to be readily prepared to handle challenges that they face regarding change initiatives. 

However, studies show that it is not always the case (DiMaggio & Powell 1983, Kraatz 

& Moore 2002). That is, given their settings, it is likely that directly or indirectly, “the 

challenge of change is even more daunting for organisations embedded in highly 

institutionalized contexts with strong traditions and well-established norms of behaviour” 
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(Bercovitz & Feldman, 2008, p 69). This can be applied to universities, since they are 

among the bodies that have strong values.  

 

Moreover, several theories and conceptions of organisational change and most 

organisational variables such as organisational culture were propounded to benefit 

business organisations (Lawler & Woley, 2006) with very few focusing on how people-

management elements in universities could differ from the way manufacturing and 

business oriented organisations deal with human resource issues.  

 

Furthermore, research suggests that even in situations where some organisations are able 

to handle change related challenges in their own way, there still remains the need for 

continuous studies to understand how organisations deal with change (Greenwood & 

Hinings, 2006). This will be interesting to explore given that organisations have their 

own cultures, and the observation that change is constant in the world of work (Smith, 

2011).   

 

Finally, using universities (public and private) in this study would generate some insights 

into elements of cultures that provide the needed environment for improvement in goal-

achievement efforts in the universities, and those cultural elements that need special 

attention.  

 

1.9 Key Variables of Interest 

Even though a detailed review of literature is provided in the next chapter, this section 

previews the literature on the variables of interest in this study.  
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1.9.1 Change Readiness 

Scholars see change readiness in various ways. Some see readiness as a combination of 

psychological and behavioural preparedness on the part of organisational members to 

implement organisational change initiatives (Weiner, Amick & Lee, 2008). To be 

psychologically prepared and behaviourally ready could also mean that there is a shared 

belief in, and collective fitness to carry on with the planned change to its success, and 

can also be termed as change efficacy (Armenakis et al., 2007; Weiner, 2009). 

Eventually, when this readiness is properly created, it could reflect organisational 

members’ collective resolve to be committed in implementing change (Weiner, 2009). 

As a psychological variable, readiness for change goes beyond believing and 

understanding the change, to encompass a collection of thoughts and intentions toward 

the specific change effort (Bernerth, 2004). Therefore, what is examined in this study is 

the extent to which readiness can influence change success (Armenakis et al, 2007; 

Lewin, 1952; Weiner, 2009), that is technology acceptance, and how readiness is 

influenced by organisational culture to exert some impact on technology acceptance in 

organisations as representing implementation success. A detailed literature review and 

the various dimensions of change readiness are provided in Chapter 2 of this study.  

 

1.9.2 Organisational Culture 

Different scholars conceptualize organisational culture differently. It can be seen 

generally as unique concepts, values, ceremonies and rituals that are reflected in 

behaviours in organisations (Daft, 1983) which is also seen as something that is learned 

to help in handling internal and external challenges facing organisations (Schein, 2004). 

There is some consensus in the literature to the effect that culture is one important 

variable that has some bearing on organisational survival and effectiveness (Deal & 
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Kennedy, 1982; McKenna, 2012; Schein, 2004). For instance, organisational culture has 

been cited as having the capacity to control or influencing behaviour (O’Reilly & 

Chatman, 1996). Research further shows that within organisations, where there is 

promotion of innovation, there is the likelihood of people engaging in creative thinking, 

reflecting the observation that organisational culture encourages finer attributes such as 

creative thinking (McKenna, 2012). There are others who have taken the steps to draw a 

connection between cultural dimensions and organisational effectives (Cameron & 

Freeman, 1991). They observed how culture type and culture congruence can be linked 

to effectiveness in organisation, especially in achieving set goals and objectives. Thus, 

the realization of importance derived from studying culture in organisations, and the 

observation that culture can be used to explain behaviours in significant ways, possibly 

account for the increased interest in the construct among researchers.  

 

1.9.3 Learning Organisations 

In the world of work, given the turbulent environment that organisations operate in, a 

learning organisation is one that learns to continuously transform itself (Watkins & 

Marsick, 1997). Such organisations are usually proactive and tend to use sharing of 

experiences in an integrated way to support growth at all levels, including “individuals, 

teams, and other groups, entire organisations, and (at times) the institutions and 

communities with which they are linked” (Marsick & Watkins, 2003, p.143.). 

“Learning”, as used in this sense, is not about “learning a courses for Grades.” The term 

“Learning” here operationally refers to: a process by which an organisation continuously 

transforms itself through sharing of information and experiences, alongside normal 

working schedules. According to Marsick and Watkins (2003) not much is known about 

the application of principles underlying learning organisations when discussing 
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organisational cultures in different institutions. This observation is true for those 

organisations with orientation towards profit or not-for-profit, as well as professional 

associations, and educational institutions. Usually, studies on organisational culture have 

not considered the concept of organisational learning, let alone on ‘systems-level 

learning analyses’ (Marsick & Watkins, 2003, p. 129) and so it is worth exploring this 

concept that cannot be ignored when intentions are to get organisations to institutionalize 

experiences, such as technology acceptance.  

 

There is no gainsaying, that, learning for organisations has the potential of moving them 

closer to achieving their goals, and thereby contributing to success (Su, 2006). This is in 

consonance with Senge’s (1990) assertion that learning organisations, among other 

things, continually expand their capacity to create results, holistically. It would be 

interesting to observe how this plays out in university environment, and how this notion 

can strategically influence technology acceptance as a measure of change 

implementation success. 

 

1.9.4 Successful Change Implementation (Technology Acceptance) 

The measure of change implementation success in this study is technology acceptance. 

The outcome of initiating technological change is assumed to be the extent to which this 

change would be accepted. The assumption is that one key component of doing things is 

the acceptance and use of modern technology, and therefore this aspect cannot be 

ignored by organisations in their stride to succeed. For instance, experts in information 

and communication technology (ICT) note that the ICT revolution has affected every 

sphere of life (work-life and non-work-life) with tremendous benefits in varying ways, 

especially to those nations which embraced this as a tool to work with (Alemna & Sam, 
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2006). University education delivery and the use of ICT in the process, is very necessary 

(Budu, Acheampong & Quartey, 2002; Burke, 2011). This could be because of the 

benefits involved, in terms of speed, accuracy, and reliability. Therefore, technology 

acceptance as a measure of successful change implementation in this study is the 

dependent variable.  

 

1.9.5 Universities as Organisations 

Institutions of higher learning, like any other organisation, come face to face with several 

challenges, among them, advanced technological development. This concern was 

expressed by Burke (2011) as a wake-up call for all universities, that “…even in the 

domain of higher education, which includes some of the oldest, most traditional types of 

organisations in the world, the external environment is changing. Unless colleges and 

universities adapt, their traditions may not last, at least not for the centuries they have in 

the past” (Burke, 2011, p.18). It should be noted that in an attempt to respond to calls 

like this, there is the tendency for university management to emphasize a category of 

steps, while ignoring certain important (but hidden) factors. The results, mostly, are 

unintended consequences and avoidable implications. This study is set to draw attention 

to the usefulness of culture, the often ignored “strands of glue” that hold organisations 

together (Cameron & Ettington, 1988). 

 

This study was conducted in universities as organisations because they occupy a very 

strategic place in the preparation of human resource for national and global development. 

As organisations, they operate as open systems (Burke, 2011; Katz & Kahn, 1978). That 

is, they greatly depend on, and continue to interact with the environment in so many 

ways such as taking human resources from the pool of labour, and also releasing “well-

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



13 

 

developed individuals” into the system to deliver services to other organisations. As a 

result, whatever happens in and outside of these institutions of higher learning could 

have enormous consequences on their continued survival. Moreover, within universities 

are other sub-systems—faculties, departments, schools and colleges, HR systems, all of 

which contribute to making universities ‘loosely coupled’ entities (Weick, 1983). In this 

case the various components in educational institutions are linked to each other and to 

the overall organisation in a manner that allows interaction with, and possible separation 

from, each other with relative ease. That is, each has its subcultures and values which 

guide behaviour of the people within. Therefore, viewed as open-systems and loosely 

coupled entities, and given that change is constant (Smith, 2011), and that the 

environment has greater influence on survival of organisations, universities come face to 

face with general and specific challenges that call for conscious steps to be taken, if they 

are to continue to be relevant.  

 

1.10 Managerialism in Universities 

Universities and institutions of higher learning have recently taken to engaging 

established practices and ideas from the private sector that have stood the test of time in 

making organisations effective (Deem, 2001). This could be a reflection of globalisation 

and the interest administrators have to see to it that universities deliver as expected. In a 

typical university, it is common to have some departments and units running their semi-

autonomous budget systems that feed into the overall objectives of the mother body, the 

university. The use of committees (Daniels, 1996) and boards systems in decision 

making, control and monitoring mechanisms as found in ordinary business settings are 

applied to the running of universities, even the public ones which receive some 

subventions form the government. This has implications for governance. For instance it 
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was found that in Ghana, both private and public universities tend to incorporate a mixed 

model of administration, with the use of models that combine business related strategies 

and traditional ways of running a university based on the systems that established the 

initial public universities in the country (Tetteh & Ofori, 2010). With the wave of change 

blowing across organisations which affect work life and survival of doing business, 

universities cannot help but to put in place measures that will see them in continued 

service, and remaining relevance in modern times. 

 

However, it is important to note that there are certain attributes of universities that make 

them different from other business organisations. For instance, universities serve the 

need of students (and their parents/guardians) in much a different way from what 

happens in ordinary business orgnisations, which engage in serving or producing what is 

“bought” and consumed by the buyer. Universities engage in generating educated human 

resources, quality individuals who come out as well-developed people to serve humanity, 

unlike other service and production oriented organisations.  

 

Moreover, the training of people is quite interesting, with its attendant challenges—

people are complex, and have needs and values which would have to be respected and 

considered in the course of bringing them up or serving their educational needs. The 

environment requires that university teachers and administrators are emotionally and 

socially intelligent because of the fact that they are dealing with colleagues and students 

who require to be treated as humans, and not products (as found in non-university 

organisations).   
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1.11 University Education in Ghana: Background, Changes and Challenges 

The circumstances and struggles surrounding the establishment of the first university in 

Ghana are themselves worth considering as key factors setting the stage for change. This 

is because they have implications for culture, policies, and manpower needs of the 

country. The current globalization and need for internationalization of universities, as 

well as workforce diversity have compounded the challenges universities face in the 21st 

century, hence the need for studies that promote management of these institutions at any 

given time.   

 

For purposes of this study, this section presents a brief historical background on the 

genesis of university education in Ghana (Agbodeka, 1998) and the West-African sub-

region.  

 

As part of the political struggle, the then colonial master, the British Government was 

petitioned to facilitate the creation of systems and structures towards independence of the 

country. One of the positive results was the establishment of the first university college 

in Ghana (then Gold Coast) in 1948, in response to pressure from the people of then 

British West Africa (colonies), and following the recommendation by the West Africa 

Commission which was set up for the purpose. The decision at a certain point was to 

establish a university college for the whole of British West Africa, at Ibadan in Nigeria, 

but the people of Gold Coast resisted, with the argument that the Gold Coast could 

support a University College. This resistance yielded a positive result when by 

Ordinance on August 11, 1948, the British Government reviewed its decision and 

established the University College of the Gold Coast, to be the first of its kind in Sub-
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Saharan Africa. What followed later had political implications, leading to Ghana 

attaining independence in 1957. 

Major Structural Changes: The purpose of a university college by then was to provide 

and promote education, learning and research. Structurally, the British Government was 

to provide a body that would be responsible for advising the government on higher 

education matters especially on the new colonies of the British government.  As a result, 

the Inter-Universities Council was formed to deal with such administrative and quality 

education issues for the then University College of the Gold Coast (www.ug.edu.gh). 

With this in place, quality education equivalent to British standard was assured, and the 

college also benefited in terms of funding from the colonial master, the government of 

Unite Kingdom.  

 

Academically, under this scheme, the University College was allowed to provide tuition 

for the external degree examinations of London University. Recognizing that cultural 

factors and response to environmental needs for adaptation is crucial, the College was 

allowed to modify the London syllabuses to suit local conditions, but London University 

gave final approval to courses and examinations. This continued for several years (even 

after independence in 1957), until the 1960-61 academic year, when the College Council 

made a request to the Government of Ghana for legislation to constitute the University 

College into a full-fledged University with the power to award its own degrees. 

Therefore, the University of Ghana was set up by an Act of Parliament on October 1, 

1961 (Act 79) to be the first national public university in Ghana.  
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1.12 General Reforms in University Education in Ghana 

It should be noted that, following from the struggles that ensued prior to establishment of 

the first university in Ghana, the processes for establishing the other national public 

universities (such as the Kwame Nkrumah University of Science and Technology, 

University of Cape Coast, University of Education-Winneba, University of Mines and 

Technology, and the University for Development Studies) did not have to go through 

those forth and back with external political forces, but they (the subsequent universities) 

also had their internal challenges and circumstances that justify changes in their systems 

from time to time. 

 

As expected, since the establishment of the first university in Ghana, things have 

changed and will continue to change. Social systems and procedures are changing, with 

technology and development being the key drivers; human resources have their needs 

and expectations affected, positively or negatively; requirements for employment and 

promotions keep on changing, so as to maintain and improve standards. To ensure 

quality delivery, and still remain relevant in delivering their mandates, universities in 

Ghana have their own structural systems, but they are faced with challenges which are 

complex in nature, sometimes reflecting policy directions and strategies. For instance, it 

has been observed that universities in Africa are overwhelmed with issues such as 

reduction of government funding, deficient physical structures and sometimes 

overcrowding in terms of student numbers (Sawyerr, 2004). 

 

Conscious efforts are therefore being put in place to have the work processes done using 

acceptable technologies, including on-line dissemination of information for staff, 

students and the general public. The introduction of these may have repercussions for 
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work life and attitudes of workers, in so many ways. Work behaviours would be affected 

and general living conditions would likely be improved.  

 

Private Universities in Ghana: Background and Trend 

A combination of internal and external factors resulted in the establishment of the Valley 

View University, the first private university in Ghana, established in 1979. It was granted 

the status of a university in 1997 (www.vvu.edu.gh: Accessed on 27th January, 2013), as 

one of the numerous faith-based universities currently operating in Ghana. It should be 

mentioned that a significant majority of private universities and university colleges in 

Ghana are faith-based, but they serve students from all walks of life, irrespective of their 

religious affiliation provided such students qualify (academically) and accept the 

principles and lifestyle on which basis the universities operate. This description 

invariably applies to all the faith-based universities in the country, but each has their own 

religious principles, which guide work life and progress. 

 

Studies show that there is pressure on higher education institutions to adapt (Bartell, 

2003) in a manner that would make them relevant in contemporary society in their 

efforts at delivering quality service.  There is also the observation that “... the demands of 

global capitalism hinder the university’s ability to fulfill its cultural mission” (Readings, 

1996, cited in Bartell, 2003, p.44). Increasingly, such scenarios have the capacity to 

transform circumstances in universities and eventually go to reflect the capacity of these 

institutions globally, and Ghana is no exception. 

 

In Ghana, some of the universities are built and run on Western principles and cultural 

values, and the literature shows that lessons from Asia and the West have demonstrated 
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that cultural values, be they organisational or living cultures, are influential in the 

development of universities (Gungwu, 1992). As a result, there is the need to 

continuously explore the influence of cultural factors on universities.  

It is important to state that, study after study has explored university-external 

environment relations and adaptation in so many ways, based on the orientation of 

researchers involved. Five of such were identified (De Zilwa, 2007). In the first place, 

there are those who believe that in analyzing the relationship between universities and 

external environment, the focus should be on determining cause-and-effect, and so they 

concentrate on establishing some of the reasons why it is important for a university to 

adapt to external environmental changes (Gornitzka, 1999; Maassen & Gornitzka, 1999). 

This approach is likely to yield results that would be beneficial to the extent that it results 

in the understanding of the motivation for behaviours. However, it is not just enough to 

determine cause-and-effect relationship, hence the attention shifted to how, the 

processes, the procedures universities go through, or use in response to external changes 

(Kezar, 2001; Kezar & Eckel, 2002; Sporn, 1999). This has methodological implications 

on outcome, because the outcome of an initiative could be affected negatively or 

otherwise by how the change initiative was introduced and managed. The concern, 

however, with this focus, is that even when one has an excellent approach or strategy, 

and the goal is not right or the personalities involved have questionable management 

styles, it becomes difficult to achieve success. As a result of this challenge, there is the 

third group, which calls for a combination of how and why universities adjust to 

environmental pressures (Cameron, 1984; Clark, 2004; Jongbloed, Maassen, & Neave, 

1999; Krucken, 2003; Marginson & Considine, 2000; Slaughter & Rhoades, 2004). In 

another development, there is the argument (captured as the fourth group) that 

universities should resist environmental pressures such as marketisation, 
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entrepreneurialism and managerialism (Coady, 2000; Cooper, Hinkson, & Sharp, 2002; 

Miller, 1998) which eventually are likely to affect the traditional role of universities in 

delivering their mandate. However, this is like asking for the impossible, for universities 

to be removed from the world, while change takes place in other institutions, including 

business organisations. The wave of change that sweeps across entities does not 

discriminate against organisations, not even universities which are noted to have deep-

rooted values that guide their operations. There is also the fifth viewpoint that for higher 

education studies, there should be a set of approaches that can help them to smoothen 

their plans to change in order to operate in the dynamic world of work (Clark, 1998; 

Sporn, 1999). The current study, however, assumes that culture is unique, and depends 

on several factors and thus, could have differential influence on universities’ efforts at 

changing. Therefore the idea of having ‘a set of strategies’ is considered a suggestion, 

rather than a ‘prescription’ for universities to use in adapting. 

 

1.13 Current Trends: Universities in Ghana 

The educational terrain in Ghana reveals that some public universities have started 

offering ‘non-traditional’ services (e.g. distance education, sandwich programmes, 

Degree top-ups, weekend courses) and optional full-fee-paying education for students. 

Some of these universities have taken the steps to strengthen research capacities and 

postgraduate education, compared with some 2-3 decades ago. Some of these are among 

the strategies for responding to the changing terrain in university education globally. A 

further observation reveals an intensive effort at strengthening the university library 

systems, with several online journals and e-resources, aimed at improving research, 

teaching and learning. It should be noted that these are policy issues, affecting the 

universities. However, there are some psychological variables that come with these 
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developments, which could easily be ignored, and that is where this study steps in to look 

at issues from psychological perspective—are the people within these universities ready 

for the changes going on? 

 

In order to ensure standardization in tertiary education in Ghana, there are regulatory 

bodies set up in line with international criteria. For instance, the Civil Service Law 327 

and PNDC Law 1993 established the Ministry of Education (MoE) which has the overall 

mandate of providing quality education for the people of Ghana, in conjunction with the 

Ghana Education Service (GES). Moreover, the National Accreditation Board, (NAB) 

was established by Act 2007, Act 744, and is mandated to engage in systematic 

regulation and quality education assurance of institutions of higher learning in the 

country. In a related endeavor, the National Council for Tertiary Education (NCTE) was 

established by Act 454 1993 to have oversight responsibility over institutions of higher 

learning in the country. These are the key bodies responsible for managing the quality of 

service delivery by the tertiary institutions and the number of institutions that are 

qualified to operate as universities, colleges, or polytechnics. 

 

In Ghana, there is also a rise in the number of private universities, all in an attempt to 

complement an increasing need for tertiary education in the country. For instance, by 

2013, the number of private universities was about six times that of public universities, 

as detailed in Table-1. 
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 Table 1.1:  Public and Private Tertiary Institutions Offering Degree Programmes 

in Ghana, 2013 

Types of Institution Universities Polytechnics Total 

Public 9 10 19 

Private 54 0 54 

Total 63 10 73 

Source: National Council for Tertiary Education (NCTE, 2013) Statistical Digest of Tertiary Institutions. 

 

Table 1.1 details the overall number of universities, polytechnics and other post-

secondary institutions in Ghana around the year 2013. It should be noted that even 

though some polytechnics in Ghana are degree awarding institutions, the focus of this 

study is universities which have been in existence at least for five years (as of 2012). It is 

interesting how public and private universities operate with diverse strategies and 

visions, but focusing on the same goal of producing well-developed human resource. 

To what extent would their cultural environments be influential in individual readiness 

for change, and how this affects technology acceptance in these organisations?  

 

1.14 Making a case for “the need for technological change” in universities. 

Even though computers have been in use for a very long time in Ghana (somewhere in 

the 1960s), information and communication technologies (ICTs) in recent times have 

undergone a lot of changes in terms upgrading and relevance (Manuh, Gariba, & Budu, 

2007). Further to this is the observation that Ghana has in place the required legal 

frameworks in the ICT industry (Alemna & Sam, 2006), having promulgated the ICT 

policy in 2003 (Manuh et al., 2007) as a step towards adapting to global policy changes 

affecting technological development and use. Universities in Ghana usually would need 

ICT for several purposes, in line with the provisions contained in Ghana’s policy on ICT, 
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such as to help improve the delivery of educational by using ICT for both teaching and 

learning, among others.  Specifically, most universities would use ICT for preparing 

teaching materials, accessing the library, send information via the intranet or Internet, 

and for other uses (Budu, Acheampong & Quartey, cited in Manuh et al., 2007). This 

would be in an attempt to satisfy the education needs of the constituent students, and the 

quest for user-friendly work environment by the employees. It also would place the 

institution in a good light in the world of tertiary education and relevant stakeholders, as 

well as prospective clients of the universities.  

 

In addition to the constant changes in the use of technology, different factors, internal 

and external, such as changes in academic leadership and vision, negative/positive 

university reputations, under-enrolment (or over enrolment), faculty dissatisfaction with 

current working conditions, meeting accreditation standards, demand for accountability 

and value for money, need for quality assurance and assessment (in both teaching and 

research) could drive the need for change within universities (Gamson, Kanter, & 

London, 1992; Taylor, 2006). There is also a worldwide drift towards fee-based funding 

of student education and recruitment/retention of the best staff (Taylor, 2006). In the 

midst of all these, universities are expected to find new ways to efficiently adapt to the 

changeable environments, internal and external, to continue making their impact felt in 

their communities (Tomàs et al., 2011). 

In Ghana, some of the universities have taken the steps to introduce online procedures, 

which make use of advanced technology. Some of these (as observed from preliminary 

data collected for this study) are: Online application platform for admission of fresh 

students, online registration of academic courses, posting of students’ results online 

(instead of printing out hard copies and posting same on specially designed wooden 
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notice boards for students to check), the use of projectors in classroom lecture delivery, 

the use of relevant software packages by the administrative staff to minimize delays and 

mistakes (and to strengthen administrative procedures), the dissemination of information 

through the intranet and electronic mails (e-mails) (instead of hard-copy circulars for 

announcements to employees and students), to mention but a few. These come with some 

challenges, as observed in the next section. 

 

1.15 Preliminary challenges in the use of ICT in universities 

It should be noted that, the above examples are typical of a few universities in Ghana, the 

success of which are yet to be determined. Initial observations (resulting from the 

preparation towards developing the data collection instrument for this study) reveal that 

most of the time, the smooth running of these advanced technology platforms depend 

heavily on availability of electricity supply, adequate capacity and speed of the Internet. 

These conditions are at rudimentary stages, and electricity supply in Ghana has been 

intermittent, erratic, and sometimes frustratingly absent for days. This affects Internet 

speed (though the upgrading of Internet bandwidth itself has some challenges). What 

lessons are there for the various universities? Are these experiences shared within the 

universities? Are the other universities aware of the challenges, so as to learn from them? 

What role does culture have in this? Would these have any impact on the extent to which 

people can be ready for change?   

 

Next, Chapter 2 presents a comprehensive review of the literature and builds the 

conceptual model for the study and the hypotheses for this study.  

In Chapter 3, attention is paid to the methodology used in the study. This describes the 

participants, the instruments, and the procedure for data collection. 
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Chapter 4 details the results of the analysed data using tables and figures . 

Chapter 5 presents the discussion of the findings, bringing out the implications, 

challenges, recommendations, and future research direction and conclusions. 
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CHAPTER TWO 

LITERATURE REVIEW 

Background 

This chapter presents a review of the literatures on organisational culture, change 

readiness and change implementation success, and concludes with the conceptual model 

for the study. The area of organisational culture is examined, discussing the various 

dimensions and usefulness of the concept. This is followed by review of organisational 

change, readiness for change and change implementation. It then looks at the matter of 

technology acceptance and models advanced in that area. The hypotheses for the study 

are then stated after the review of related literatures. 

 

2.1 ORGANISATIONAL CULTURE 

2.1.1 Introduction 

Studies abound in the area of organisational culture. This chapter reviews literature 

associated with this variable of interest, focusing mainly on definition, psychological 

foundations and dimensions of organisational culture. It also reviews literature on 

organisational learning, and in the process, providing the basis for linking these two 

variables. The chapter also discusses studies and theories associated with the variables. 

Considering that it is a challenge to arrive at generally accepted definitions for concepts 

in organisational studies, and bearing in mind that this challenge has varying effects on 

the measures often used for the variables of interest, this study will provide 

operationalization for all the concepts in this chapter.  

 

Eventually, the theoretical foundations of the variable will be explained, therefore 

providing the foundation for the study’s conceptual framework.   
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2.1.2 THE CONCEPT OF ORGANISATIONAL CULTURE 

Organisational culture is one of the relevant factors that can make or unmake an 

organisation. Where there is a well-aligned culture within an organisation, there is the 

tendency for the people and systems to work well together towards achieving set goals 

(Denison, 1984), just as a wrong culture will minimise the tendency to adapt to a fast-

changing world of work. As a result, the need for understanding what organisational 

culture is, especially for organisational psychologists, cannot be overemphasized 

(Schein, 1990). Invariably, this need is tied to the search for platforms on which to 

explain behaviour in organisations. Studies show that organisational culture, to a large 

extent, has the capacity to mediate how the systems and people in an organisation handle 

internal and external forces (Chaffee & Tierney, 1988). However, there is no agreed 

upon conceptualization of culture, and this debate is compounded further by the different 

definitions coming up whenever organisational culture is being researched or discussed, 

and the extent to which culture and other related concepts (like climate) are used, 

compared and contrasted. It is therefore important to discuss the context within which 

culture is used and analysed in this study, followed by the importance and dimensions to 

which culture can be put. 

 

2.1.3 Organisational Culture: Foundation and Definition  

Historically, the root of studying culture has been traced to anthropology (Cameron & 

Ettington, 1988; McKenna, 2012). Research shows that Edward Tylor is the first 

anthropologist to have introduced the term ‘culture’ in 1871 (Brown, 1998, cited in 

Khan, Usoro, Majewski & Kuofie, 2010). Tylor (1871) used the term to describe 

knowledge, beliefs, art, morals, law, custom, and any other capabilities and habits 

acquired by a human being as a member of a society. Following from this, different 
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individuals and fields of studies/orientations (anthropology, sociology, management 

science, psychology) have generated various definitions to suit their frameworks and to 

allow applicability, though without consensus. 

 

In a related development, Ouchi and Wilkins (1985) indicate that organisational culture 

as a concept has its root in sociology than in any other discipline. The observation 

was that in the early twentieth century, Max Weber, a sociologist, introduced the idea of 

charismatic leadership (Brown, 1998) as a critical factor relevant for to organisational 

success, and this might have led to a number of sociologists identifying other features (e.g., 

norms, folkways, ambiguity) that could be relevant for organisational life (Brown, 1998). 

Because of the relationship these terms have with behaviour, this contention probably further 

deepens the interest in organisational culture, and for several years, sociologists and 

anthropologists have devoted time and resources in studying societal and community 

culture, until around the 1970s when the concept of culture began to attract attention in 

organisations (Cameron & Ettington, 1988). 

 

Among the initial anthropological studies to have set the stage for discussions on 

organisational culture is the work of Geertz (1973). With a background in 

anthropology, Geertz (1973) sees culture to be a kind of system which guides a people, 

their attitudes towards life and can be passed on from generation to generation. With this, 

culture can be seen as a way of life, important for behaviour and as a guide for work life. 

Narrowing down to organisational studies, Bellot (2011) indicates that it was Pettigrew 

who first mentioned the term ‘organisational culture’, and this generated further interests 

in the concept, drawing the attention of other researcher such as Deal and Kennedy 

(1982), Ouchi (1980), and Peters and Waterman (1982) who contributed to making the 
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concept a popular one in organisation circles. At the initial stages the purpose of such 

studies and research was to contribute towards finding solutions, serving the interest of 

managers in organisations and therefore not necessarily theory oriented. This has in a 

way contributed to generating several studies by researchers with interests in 

organisational culture. As a result, different people conceptualise culture differently. In 

the process, the meaning and measurement was also affected. For purposes of this study, 

a few definitions are further considered, bearing in mind that there will be no best 

definition, but a working definition for this study. That is, in this study, assessing the 

definitional issues of organisational culture is an attempt to provide some clarity leading 

to a focused basis and foundation, which then guide the use of this term throughout the 

study. The variation in definitions (provided in this study) probably demonstrate, in part, 

what the concept ‘culture’ is about—a term that shows how unique a group of people can 

be from other groups. Despite the differences in conceptualizing culture, the literature 

points to how important culture is (McKenna, 2012), and the tendency for culture to hold 

an organisation together and inspire employees to perform well and feel committed to 

their organisation (Van den Berg & Wilderom, 2004).  

 

McKenna (2012) discusses culture as “historically created guides for living and 

collective mental programming, and these are derived from deep assumptions that are not 

directly accessible but may be reflected in the values, attitudes, and behaviour of 

individuals and group” (McKenna, 2012, p.526). This is one of the concerns of social 

anthropology; making attempts to establish the extent to which behaviour is a reflection 

of shared meaning and values of a group of people in a given society.  

Following from the basis on what general culture is, different organisational studies have 

conceptualized organisational culture as consisting of values and beliefs (Schein, 2004), 
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as well as being symbolic, capable of expression through stories and narratives (Jackson, 

2011). Viewed similarly, Pettigrew (1979) conceptualises organisational culture as a 

system which should be regarded as collectively accepted meanings that operate 

uniquely for a people, and that it should be agreed upon by the affected people, usually 

for at a time period (Pettigrew, 1979). Symbol, language and ideology are among the 

important elements associated with culture (Pettigrew, 1979) and each plays a role in 

making culture an active ingredient for human life. Therefore, in discussing culture at the 

corporate level, values, norms, beliefs and assumptions are basic (McKenna, 2012; 

Schein, 2004). Peoples’ social settings have also been seen as a very important cultural 

variable that wields great influence (Wilkins, 1983) and this can be a reflection of where 

a people live, what they do and the progress they make in terms of development in their 

lives.  

 

In another perspective, the variable culture is described as a set of commonly held 

attitudes, values, and beliefs that guide the behaviour of organisational members (Martin, 

1992). Psychologically, behaviour is paramount, and worth considering. It should be 

mentioned that behaviour in this sense would be beneficial if it is productive and not 

counterproductive within an organisation. Others (e.g., Denison, 1990) link culture to 

management philosophy, taking the concept a step further by associating it with an 

organisation’s capacity to manage, and engage in other relevant managerial practices and 

behaviours that tend to further perpetuate the values and principles considered very basic 

to what goes on in the organisation.  

 

In what can be seen as a summary of the elaborate role that culture can play, Schein 

(2004) defines culture of a group as “a pattern of shared basic assumptions that was learned 
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by a group as it solved its problems of external adaptation and internal integration, that has 

worked well enough to be considered valid and, therefore, to be taught to new members as 

the correct way to perceive, think, and feel in relation to those problems” (Schein, 2004, 

p.17). That is, “one can think of culture as the accumulated shared learning of a given group, 

covering behavioural, emotional, and cognitive elements of the groups members’ total 

psychological functioning” (Schein, 2004, p.17). With this definition, Schein’s conception 

can be seen as a kind of knowledge sharing, and it has been established in recent times that 

knowledge sharing is one of the facilitating factors among organisational members used 

to enhance organisational effectiveness (Stair & Reynolds, 2008). It is important to note 

that conceptualizing culture this way facilitates behaviour analysis that brings out factors that 

influence behaviour significantly, especially in organisational settings. That is, Schein’s 

definition has some bearing on psychological variables of teaching new things to newcomers 

within organisations, and this could go a long way to point them (i.e., new members) to the 

ways of the organisation, for purposes of achieving organisational goals. Granted that new 

members need guidelines to be effective in going about their business in organisational 

settings, they may have differences in thoughts and values which may be at variance with 

organisational values, therefore, it is in order to consider steps to get members acculturated.  

Learning and reactions to exposé within organisations play a role because culture is not 

formed or created overnight (Schein, cited in Boan, 2006, p.51). Schein’s definition is 

reflected in several studies in the literature (e.g. Boan, 2006; Linnenluecke & Griffiths, 

2010). However, it is important to point out that even though the conception of culture in 

this way (by Schein) is elaborate, there is an implied imposition of organisational values on 

new members, in the sense that there is the tendency for incumbents to want new 

organisational members to behave in a certain way suitable to the thinking of the 

experienced members (not necessarily in the interest of the organisation). It further 
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presupposes that organisational members should have a history, to be able to share 

experiences of what has worked well within an organisation. However, in reality, longevity 

alone is not enough to generate knowledge of what works well, and what does not; 

involvement and consistency could be important ingredients, external experience could also 

play a major role in successful performance in new work setting, therefore, when discussing 

matters as complex as culture of organisations, history could be combined with other 

attributes, such as knowledge, skills, and ability of the persons involved. 

 

From the foregoing, it can be realized that even though organisational culture has been 

conceptualised and defined in many different ways, many of these definitions have 

certain key elements running through them, and these include the view that culture 

consists of some combination of artifacts (such as practices, expressive symbols, or 

forms), values and beliefs, and underlying assumptions that organisational members 

share about appropriate behaviour (Cooke & Rousseau, 1988; Denison, 1990; Gordon & 

DiTomaso, 1992; Rossman, Corbett, & Firestone, 1988; Rousseau, 1990; Sathe, 1983; 

Schall, 1983; Schein, 1992; Schwartz & Davis, 1981). 

 

For the purpose of this study, organisational culture is defined as the aggregate of values, 

assumptions and philosophies of an organisation that serves to guide the behaviour of its 

members in a manner that generate achievement of organisational goals, and individual 

members’ wellbeing. That is, whatever the purpose of organisational existence, there is 

the need for guidelines regarding acceptable and unacceptable behaviours of people 

within the organisation, so as to drive success in a manner that is desirable in the eyes of 

members and non-members, and of course, for the benefit of the entire organisation. 
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2.1.4 Organisational Culture: Psychological Considerations 

The observation that organisational culture has its root in anthropology and other social 

sciences could be one reason for providing psychological basis for studying culture 

within the context of I-O psychology. Despite this observation that culture has some 

relevance for behaviour within organisations (Denison, 1984; McKenna, 2012; Saffold, 

1988), there is the need to establish the psychological “understructure” of culture 

(Cameron & Ettington, 1988, p.369; Cameron & Freeman, 1991, p.25). In the process, 

and for purposes of this study, a distinction is also made between culture as a dependent 

and independent variable.  

 

In organisational studies, because culture is mostly seen as a reflection of basic 

assumptions and values (Cameron & Ettington, 1988; Cameron & Freeman, 1991; 

Schein, 2004), the tendency is to consider these elements as being “beneath the 

conscious level” of individuals (Cameron & Freeman, 1991, p. 25). As a result, to get to 

the bottom of these taken-for-granted assumptions and values, there are suggestions that 

one needs to adopt strategies including observation of artefact, analysis of language use, 

stories, and norms “that emerge from individual and organisational behaviour” (Deal & 

Kennedy, 1982; Schein, 1983; cited in Cameron & Freeman, 1991, p.25). 

 

Moreover, discussions of behaviour, personal attributes and the environment within the 

context of organisations form key bases of I-O psychology. This stems from the 

realization that studying behaviour is important in psychology and this remains salient in 

the various subfields of psychology. Usually, discussions on behaviour in psychology 

brings to the fore issues of environment and situational factors. In this regards, Kantor’s 

(1924) assertion deserves attention, for the argument that situational factors, or the 
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environment plays very important roles by interacting with the individual to generate 

outcomes. Based on this, and referring to the core essence of interactional psychology, 

one can see value in Lewin’s (1935) field theory, represented by the basic equation: B= f 

(P, E)—that is, behaviour is a function of the person and environment (where ‘B’ is 

behaviour, ‘P’ is person or personality or personal attributes, and ‘E’ is environment or 

situation). As the name goes, interactional psychology is one of the approaches to the 

study of behaviour that emphasizes a continuous and multidirectional relationship or 

interaction, between person and situation characteristics (Magnusson & Endler, 1977). 

That is, the interaction between the individual’s attributes and the environment, has been 

observed to influence behaviour (e.g. Judge & Kristof-Brown, 2004; Kantor, 1924; 

Lewin, 1935). Therefore, the outcome of a behaviour, per this premise, would be 

dependent on complex interaction, to influence the individual’s decision to “select, 

interpret, and change situations” (Terborg, 1981, p.569). Therefore, in the current study, 

the environment is represented by organisational culture, which is proposed to have 

some influence on the individual’s decision to be (or not to be) ready for change and this 

could result in ‘B’ which is the behaviour of interest, the dependent variable, in this case 

technology acceptance (as a measure of successful change implementation). This 

relationship is further detailed in the model and conceptual framework of this study. 

 

There are those who argue that the foundation of culture can be analysed by considering 

the strategies people use to interpret reality, and how these strategies play a role in 

organizing the underlying assumptions and values base on which organisational culture 

is grounded (Cameron & Ettington, 1988). Some of the basic conceptions proposed to be 

helpful in considering these mode of interpretation are Jung’s (1973) “psychological 

archetypes” and a more social cognitive perspective called “schemas” (Harris, 1994).  
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The argument put out there is that in individuals, there are similar archetypes lying 

deeply in the subconscious (Newmann, 1955), which play critical role in the process of 

conceptualising reality. Though debatable, this thinking has been grounded in 

psychological archetypes, a concept intended by Jung to be used in analysing 

personality. This “Jungian framework can be used to shed light on organisational and 

institutional differences” (Mitroff, cited in Cameron & Ettington, 1988, p. 370) which 

have bearings on culture. Given that there are several ways to organize and interpret 

organisational variables, and that there is no one acceptable framework, it is important to 

contextualize, in order to remove ambiguities likely to characterise the study of culture in 

organisations (Cameron & Quinn, 2006).  

 

Furthermore, organisational culture, together with related concepts such as climate, 

decentralization, organisational structure, and organisational effectiveness, have been 

observed as topics worthy of study at organisational level in I-O psychology (Beehr, 

1996). Perhaps this is because of the supporting studies and assumptions that, most of 

these organisational level variables have influence on individual level variables, such as 

behaviour (Beehr, 1996). That is, organisations can have significant influence on the 

individuals working in these settings, (Beehr, 1996). Therefore, the role of I-O 

psychology in this regard cannot be overemphasized.  

 

However, there are those who prefer that I-O psychologists take a holistic approach. 

They suggest that I-O psychologists be given interdisciplinary training (Offerman & 

Gowing, 1990). This holistic capacity is observed to be very necessary especially when 

dealing with concepts that require a blend of knowledge in various ways. For instance, 

Schein (1990) notes that in studying a very important but complex concept like 
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organisational culture, the traditional I-O psychologist alone may not play any “unique 

role”, and that there is the “great potential for the psychologist to work as a team member 

with colleagues who are more ethnographically oriented” (Schein, 1990, p.118). This 

argument does not downplay the role of psychologists in studying culture; it rather seeks 

to emphasise that psychologists can, and should be made to, study culture, but in the 

process it is important to blend psychological approaches with other methods, because of 

the unique nature of culture as a variable. These submissions all tend to point to the role 

I-O psychologists can play studying culture in organisations. This study uses the 

competing values framework (Quinn & Rohrbaugh,(1981), to discuss the extent to which 

cultures of universities can be analysed.   

2.1.4.1 The Competing Values Framework 

From psychological perspective, organisational culture can be studied using several 

frameworks, based on the orientation of the researcher. One prominent framework 

designed for organisational analysis, and which brings out culture as one of the 

embedded variables of interest, is the competing values framework (CVF). This 

framework has been observed to have some basis in the archetypes argument (Cameron 

& Ettington, 1988). It has been used by researchers in examining and analysing several 

organisational phenomena, including organisational culture types (Cameron & Quinn, 

2006). 

Briefly, the competing values framework (CVF) developed by Quinn and Rohrbaugh 

(1981) represents a synthesis and combination of the various values dimensions, 

assumptions and orientations that help in explaining effectiveness. In organisational 

analysis, such as studying organisational culture, the framework can be explained using 

three value dimensions: focus, structure and means/ends (Quinn & Rohrbaugh,1983). 
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What is the focus of the organisation? This value orientation reflects the extent to which 

individual organisational members are placed first, as against the organisation itself, in 

terms of well-being and development. Secondly, the structure in terms of flexibility or 

otherwise, that is, within an organisation, there could be emphasis on flexibility such that 

innovation, or change is encouraged, instead of stressing the need for there to be order 

and control, to the exclusion of everything else. The final value dimension regarding the 

CVF refers to processes, as against outcome. Which is more important: how people 

within the organisation do things, or what the end result is going to be? 

It is important to note that inasmuch as the competing values framework has been 

observed to be a very useful and widely used guiding principle in organisational analysis, 

the “approach does not emerge from the observation of actual organisations” (Quinn & 

Rohrbaugh, 1983, p.363). As a result, it can be used in analysing any type of 

organisation, and this is what makes it flexible in applying this framework to studying 

not only business/profit oriented organisations, but also institutions like universities. 

Moreover, the CVF has been derived through rigorous statistical techniques, and is one 

of a few frameworks that have psychological basis. It also has a realistic view of the 

world of work; it considers organisations as having competing values, and not one static 

principle, that they need to use in achieving their set goals, irrespective of the type of 

organisation. Based on this thinking, it can be argued that culture is multifaceted (Schein, 

1986), reflecting the various values inherent in the way people put meanings to what we 

see, hear and feel, especially in organisations.  
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2.1.5 Dimensions and Types of Organisational Culture  

The literature shows how extremely broad culture is, and how culture manifests itself in 

different ways (Bergquist & Pawlak, 2008; Cameron & Quinn, 2006; Schein, 1990). This 

throws up different definitions, and so a discussion on dimensions of culture can be seen 

as an extension of the debate on the varied views on defining organisational culture. One 

of the challenges that come with this realization is that researchers have differing views 

as to whether culture should be discussed as a one-dimensional or multidimensional 

construct (Schein, 1986). Interestingly, it is becoming clear that, there can be no one 

culture that should be viewed as being better than others (Kuh & Whitt, 1988). At best, 

there can be a way of comparing cultures through analysis, and for these purposes, the 

strategy is to describe the various dimensions. This will further help in organizing the 

core attributes of culture and to help in measuring the various components appropriately 

(Cameron & Ettington, 1988), and for comparison purposes (van den Berg & Wilderom, 

2004).  

 

It is common to read about cultural typologies (Cameron & Freeman, 1991; McKenna, 

2012; Schein, 2004), and/or cultural dimensions (McKenna, 2012; van den Berg & 

Wilderom, 2004), and aspects of culture (McKenna, 2012). This seemingly free-style 

manner in describing types as dimensions, and levels as types often generate confusion. 

As a result, there are those who make conscious efforts to bring out the differences in 

labelling types and dimensions, and this may be a manifestation, and reinforcement of 

the observation that culture is “…inclusive in scope” and “comprises a complex, 

interrelated, comprehensive and ambiguous set of factors” making it practically 

impossible and theoretically difficult to consider including every relevant element in 
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discussing culture (Cameron & Quinn, 1999, p.29). One noteworthy point is that ‘typing’ 

culture, and providing dimensions paves the way for measurability of the construct. The 

purpose of this section is, therefore, to contextually provide brief explanations in 

labelling and addressing the issues relating to types and dimensions, followed by a clear 

direction of what this study considers relevant in achieving the study objectives. 

The literature shows how notable individuals with interest in organisational culture 

research  have comprehensively studied and discussed culture in terms of types, 

dimensions, and levels (Schein, 2004), pointing out that the three are not the same, even 

though some use them interchangeably. The argument is that “dimensions” of culture is 

used to refer to “what culture consists of—what an observer would view as the content of 

culture” (Schein, 2004, p.85). This presupposes that culture has several dimensions (and 

not just one), and that culture seems to reflect almost everything that a group cares about, 

from internal integration, external adaptation, to the nature of truth, human nature 

(Schein, 2004). Other researcher argue in support of dimensionality of culture, (van den 

Berg & Wilderom, 2004), that the dimensions “must cover the broad scope of the culture 

construct, and they must refer to the dynamics of work groups” (van den Berg & 

Wilderom, 2004, p.573). Therefore, Schein argues that to make meaning out of the 

possibly wide range of relevant cultures, and to provide the platform that makes it 

possible and convenient to put organisations into different categories, a strategy is 

adopted by discussing culture in terms of the types, such that each type could have 

dimensions. 

Dimensionality in studying culture is common but this varies depending on the aims and 

objectives of researchers involved. A few have been looked at, as follows. 
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Some studies (van den Berg & Wilderom, 2004) propose five set of distinct cultural 

dimensions, namely autonomy, external orientation, interdepartmental coordination, 

human resource orientation and improvement orientation. They argue that in analysing 

organisational culture, autonomy is considered a key dimension representing the extent 

to which organisational members have some leeway in decision making or are limited in 

the extent to which they can contribute in terms of decision making within the 

organisation. Secondly, the argument for external orientation could probably be based on 

the argument that organisations are key part of the environment within which they 

operate, and therefore this dimension seeks to reflect the extent to which an organisation 

is opened to the influence of the world outside of it. This is in line with assumptions 

underlying organisations as open system. Moreover, the third, interdepartmental 

coordination, seems to consider the level of dependency that could exist among the 

various units within an organisation. This cultural dimension could be a reflection of 

teamwork, and at the same time departmentalisation, such that organisations play their 

relevant parts toward achieving organisational goals. The next dimension they proposed, 

human resource orientation has to do with the extent to which the organisation focuses 

on the development and full utilization of the knowledge, skills and abilities of the 

people working in the organisation). The final one, improvement orientation, implies the 

extent to which the organisation as a whole is ready and willing to achieve set objectives, 

and even do better than they anticipate.  

 

In a related study, Cooke and Szumal (1993) argue that within organisational settings, 

there could be three (3) types of cultures, namely constructive, passive-defensive, and 

aggressive-defensive cultures. They conceptualize that culture can be described as 

constructive if it is influential in encouraging organisational members, and getting them 
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inspired to be flexible and adaptive, especially when interacting and reacting to 

environmental conditions that are changeable as most organisations find themselves in 

today (Cooke & Lafferty, 1987). One reason this type of culture is functionally relevant 

is that “members are encouraged to interact with others and approach tasks in ways that 

will help them meet their higher-order satisfaction needs”, and these cultures are often 

“characterized by Achievement, Self-actualizing, Humanistic-Encouraging, and 

Affiliative norms” (Cooke & Szumal, 1993, p. 1302). The second type is what was 

described as Passive-Defensive cultures, which tends to demonstrate how people in 

organisations engage in behaviours believing they need approval, and must be 

conventional and dependent on each other in order not to “threaten their own security” 

(Cooke & Szumal, 1993, p.1302). The third type is what they describe as Aggressive-

Defensive, in which members are expected to “approach tasks in forceful ways to protect 

their status and security”, but with this category, there are unspoken elements of “power, 

competition and opposition” especially where individuals believe they have to be guided 

by “perfectionistic norms” and “avoidance norms” (Cooke & Szumal, 1993, p.1302).  

In another development, Denison (1990) groups culture into four related dimensions, 

which were also referred to as the four basic traits of culture– mission, adaptability, 

involvement and consistency. Mission, in this sense can be regarded as reflecting the 

strategic and clear sense of purpose and direction that has the potential of leading the 

organisation toward success. The second dimension, adaptability, is that trait which 

describes the extent to which there is flexibility and responsiveness, in other words, the 

tendency to be focused on processes that make it possible to achieve the desired goals. In 

this regard, Denison mentioned attributes such as creating change, being customer focus 

and exuding organisational learning principles as some of the characteristics of 
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adaptability that make organisation remain functional, and focused. The third, 

involvement, represents the dimension that touches on the extent to which organisations 

empower and engage the people within, in terms of how the people feel their input can 

be said to be connected to the overall goals and objectives of the organisation. As a sign 

of having a culture that values involvement, an organisation is likely to create an 

environment which provides empowerment, team orientation and capability development 

(Denison, Hooijberg, Lane & Lief, 2012). For there to be holistic results, there is the 

need for the cultural dimension which has its roots in values, agreement, and 

coordination/integration, such that organisations will be consistent and well-integrated 

(Denison et al., 2012). 

It is important to note that, with Denison’s model, organisations could be described as 

having cultures which broadly are either externally- or internally-focused, and flexible or 

stable in orientation. One key strength of this model is how it has been used in 

diagnosing cultural problems in organisations (Denison et al., 2012), and the extent to 

which the various sub-dimensions reflect the current reality of changing world of work 

which calls for strategising in terms of adaptation, and the need to direct attention to goal 

attainment. However, it should be noted that organisations, and for that matter, culture in 

organisations, are too diverse to be limited to only four dimensions as proposed by 

Denison et al. (2012). Perhaps, this categorisation, though scientific in approach, could 

be seen as a convenient way to enable measurement of the culture.   

In a related development, several other studies on culture attempted looking at the 

construct from the perspective of organisations. For instance, Edgar Schein’s work has 

enormous impact on many discussions that take place with regard to organisational 

culture. Schein (2004) asserts that the culture of an organisation is one of the most 
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difficult attributes to change, because it has the capacity to last longer than the existence 

of organisation in terms of its products, services, founders and leadership and all other 

physical attributes of the organisation. Schein developed a model describing three 

cognitive levels of organisational culture: artifacts, values and basic assumptions. 

The first component is collectively called artifacts, and according to Schein (2004) these 

are the aspects that could be seen, felt, touched, and are found in institutions. Practically, 

they may include the facilities, offices, furnishings, visible awards and recognition, and 

sometimes dress code of organisation members. Broadly, they could be put in (i) 

physical environment, (ii) social environment, (iii) technological output of the group, (iv) 

written and spoken language, (v) overt behaviour of the members, and (vi) symbols 

(Bess & Dee, 2008). In terms of discussing university culture, one could consider that 

physical environments include both exterior and interior space, which have some 

meaning regarding the kind of atmosphere, and this goes to reflect what Coaldrake 

(1996) notes: “that architecture affects thoughts and actions, both as a tangible 

expression of ideas and as a tool for ordering the places where human activity and 

interaction occur” (Coaldrake, 1996, p.4, cited in Bess & Dee, 2008, p.365). In a related 

view, Denison (1990) explains that artifacts are the tangible features of culture jointly 

held by organisational members.  

Another level, values, describes individuals’ preferences regarding certain aspects of the 

organisation’s culture (e.g. loyalty, customer service). Schein suggests that values are 

those aspects of culture touching on deeply held feelings of people with regard to certain 

things, people or actions. He further observed that this part of culture is not directly 

observable, but can be realised through a careful observation and analysing the physical 

aspects of culture, the artifacts (Schein, 2004) and by interviewing the organisation’s 

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



44 

 

membership and using questionnaires to gather attitudes about organisational 

membership. In university environment, outward behaviours such as having a chat at 

lunch time with colleagues, faculty Deans forwarding funding opportunities to mid-

career teaching staff, end-of-lecture advice given by lecturers to students, all go to 

portray caring and development-orientation as values in the system. When this goes on 

for some time, members begin to know the values and these, according to Schein then 

constitute ‘belief— the cognitive side of value’ (Schein, cited in Bess & Dee, 2008, p. 

369). Schein further notes that values that become embodied in organisational belief 

system ‘can serve as a guide and as a way of dealing with the uncertainty of intrinsically 

uncontrollable or difficult events’ (1992, p.20, cited in Bess & Dee, 2008).  

At the third and the core level of Schein’s culture typology, are the organisation’s tacit 

assumptions.  These constitute what can be described as the unconscious driving forces 

that direct behaviour. These cultural elements are not only invisible but are also the 

aspects often not present cognitively, in the daily interpersonal activities. In explaining 

the third of the trio-concept-model, Schein (1983, 1992) has outlined five basic 

underlying assumptions that are manifested in organisational culture:  

(a) the organisation’s relation to its environment, describing how members or an 

organisation view its involvement with its economic, political and social 

environment. For instance, is there serious competition between the university 

and other institutions of higher learning, or there is peaceful coexistence?  

(b) the nature of reality and truth, which touches on the extent to which members 

attempt to solve its problems. For instance, do members engage in dialogue, or 

empirical investigation in an attempt to handle a challenge? 
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(c) the nature of human nature, attempting to ask questions as to whether people 

are basically good or bad. Does the organisation have to protect itself against 

people and their self-interests? Or it can be assumed that all will be honest and 

committed towards achieving the good of the organisation.  

(d) the nature of human activity, to explain the extent to which people engage in 

working and developing, and the role of the organisation in facilitating the 

professional development of the people within. 

(e) the nature of human relationships, and this describes the extent to which 

organisations structure its authority relationships. For instance, are there a fixed 

hierarchical reporting lines, is there collaboration, or competition in the 

organisation. 

There is also a school of thought, that, culture could be described in terms of what an 

organisation wants to be known for. For instance, when speaking of an organisation 

having a culture of innovation, evidence might be realized in the extent to which there is 

idea development system within the organisation, or rewarding of new ideas generated 

by individuals, and how much brainstorming there is in the organisation. It could also be 

manifested in the extent to which there is general encouragement in idea generation and 

relevant professional development, and above all, the extent to which changes are seen as 

normal in the work processes of the organisation. 

Along these lines, the CVF brings out four types of cultures, namely, clan, market, 

hierarchy and adhocracy. These are adopted for use in this study because they are 

consistent with what has been used to study cultures in some universities (Cameron & 

Ettington, 1988; Cameron & Freeman, 1991) and also for the simple reason that they 
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have scientific basis (Cameron & Freeman, 1991) which can be utilised in discussing 

change in organisations, irrespective of their orientation (that is, business, education, for- 

or not-for profit organisations, etc.).  

The argument is that organisations with clan type of culture are characterised by 

attributes such as shared values and goals, participation, sense of family but at the same 

time individuality (Cameron & Ettington, 1988). In such organisations, there is the 

tendency for the people within to see each other as part of the family, and would be 

involved in what concerns others, to the extent that the leadership in such an organisation 

is that of a father figure, someone willing and ready to serve the interest of others who 

look up to the leadership for direction, sanctions and rewards. 

In hierarchy cultures, the emphasis within the organisation is usually on following set 

rules and regulations, which also means that there are clear lines of authority, making it 

mandatory for each and every individual to obey or be sanctioned. The overall objective 

within such cultures is to ensure uniformity of procedures and systems so as to be 

efficient and effective. According to Cameron and Freeman (1991), organisations with 

such cultures are characterised by formal ways of doing things. Such organisations are 

mostly structured places where people and systems are “held together by formal rules 

and policies” (Cameron & Freeman, 1991, p.36) which help to ensure stability and 

predictability. This is similar to bureaucratic culture as described by Birnbaum (1988). 

Organisations with such cultures tend to have some level of difficulty in responding to 

‘actions’ and ‘reactions’ from within and outside of the organisation (Birnbaum, 1988). 

The third type, adhocracy cultures tend to place emphasis on entrepreneurship, creativity, 

adaptability, and dynamism (Cameron & Ettington, 1988). Organisations whose 

dominant cultures   are described as such are likely to engender tolerance and flexibility 
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in dealing with challenges, and could be seen as growth oriented which also makes them 

to display “a commitment to innovation” (Mintzberg, cited in Cameron & Ettington, 

1988).  

 

In market cultures, which is the fourth, the focus is usually on competition and the need 

to accomplish set goals, usually through such strategies as customer focus, and all the 

attributes that make for professional marketing orientation.  

 

2.1.6 Differences and Similarities: Culture and Climate  

There are concerns about the differences between culture and climate, with some 

ambiguity in the boundaries between the two concepts (Schneider, 1985). There are 

some studies that see these boundaries as artificial, arbitrary, and largely unnecessary on 

the basis that the two concepts are related and can even be said to be the same (Denison, 

1996); but there are still others who argue that they are not the same (Schein, 1992; 

Rousseau, 1990), and that there can be lines of demarcation between them. For instance, 

Rousseau (1990) views organisational climate as more or less descriptive beliefs and 

perceptions that individuals hold of the organisation, whereas culture is considered the 

shared values, beliefs, and expectations that usually develop from social interactions 

within the organisation. Similarly, some scholars argue that  organisational climate can 

be described as representing the predominant air of closeness or otherwise, the care and 

friendly atmosphere that exist in organisations (Farmer (1990) whereas organisational 

culture is understood as the sum total of the assumptions, beliefs, and values that its 

members share and is expressed in many ways reflecting everyday behaviour (Farmer, 

1990). However, there are those who think that one is a subset of the other, that is, 

organisational climate can be described as being a cultural phenomenon (Schneider, 
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1975). For purposes of this study, the focus is on organisational culture, and sometimes, 

mention is made of climate as one of the elements that can affect culture and the 

environment in which stakeholders find themselves. 

 

2.1.7 Importance of Organisational Culture 

There are several benefits to be derived within organisations that have established the 

appropriate culture (Hofstede, 1991). Thus, interests in studying organisational 

culture to some extent is a reflection of various attempts to identify favourable and 

unfavourable cultures (or cultural elements), so as to attempt changing unfavourable 

ones to improve organisational performance and make the organisation competitive. 

As a result, one of the observations is the attempt to link culture and effective 

functioning of social organisations (Denison & Mishra, 1995). In the process of bringing 

out the relevance of this concept, Denison and Mishra (1995) report that several 

disciplines especially in the social sciences, including sociology, social anthropology and 

social psychology have taken the conscious steps to demonstrate that among the various 

factors which are important ingredients for effective functioning of a group of people, 

mention can be made of culture, and that is how important the concept of culture can be. 

 

The overall goal therefore, in studying culture in organisations can be summed up in 

the extent to which culture could exert control on people’s behaviour within, and 

behaviour relevant to attaining organisational goals. Therefore, if culture has been 

observed to support the extent to which behaviour can be regulated and guided (Van den 

Berg & Wilderom, 2004) in different ways, this importance requires attention through 

further research. 
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Firstly, Pettigrew (1979) notes that culture serves as “social tissue” that gives meaning 

to tasks performed in organisation, even though these are often ignored (p.574). This 

observation is important especially when it was at the instance of analysing the 

usefulness of certain cultural elements, including symbols, as very important aspects for 

organisations and the members, that cannot be taken for granted.  

 

In a related analysis, culture has been observed to have a strategic link to organisational 

success, especially where culture supports the strategy and kind of business the 

organisation is in (Deal & Kennedy, 1982; Tichy, 1982). That is, irrespective of how 

success is defined, the usefulness of organisational culture can be felt in the extent to which 

it is conceptualized, and the influence it has on relevant behaviours within organzations. 

Further, Ravisi and Schultz (2006) argue that culture is useful to the extent that it is a 

reflection of shared mental assumptions that guide interpretation and action in 

organisations, and it does so by defining appropriate behaviours for various situations. 

That is, culture’s role in influencing behaviour is pronounced here, and in this case, falls 

in line with the role of environmental factors in either predicting behaviour or getting 

people to engage in certain behaviours. 

 

Moreover, culture has been linked with control of behaviour in diverse ways. It does not 

only serve the purpose of internal integration and external adaptation (Schein, 2004), but 

it is also considered as a collection of values and norms shared by people and groups in an 

organisation, with the capacity to control the way they interact with each other and with 

stakeholders outside of the organisation (Hill & Jones, 2001). It is also seen as a control 

mechanism that is potent in regulating individual and organisational behaviour (O’Reilly, 

1989; O’Reilly & Chatman, 1996; Ouchi, 1980). Culture therefore plays the functional role, 
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emphasising the usefulness of human relations in organisations, as observed by Schwartz 

and Davis (1981) that culture encompasses the set of beliefs and expectations that people in 

an institution collectively share to the extent that this has the tendency to generate strong 

influences on their behaviours. Therefore, in situations where there is deviation from 

expectations and values then there is the need for adjustments to be made to realign 

behaviours and values appropriately.  

 

The literature also has it that culture within organisations can be seen as source of 

normative order (McKenna, 2012; O’Reilly, 1989). Norms within social systems 

represent what constitute acceptable or unacceptable attitudes and behaviours (O’Reilly, 

1989). That is, norms can be seen as central to culture, playing the checking role, 

established to help gauge consistency of behaviour for purposes of ensuring effective 

control system for people (McKenna, 2012). There are often unspoken norms, which 

tend to guide important aspects of organisational life, such as interpersonal relations, 

quality of delivery, and the extent to which grievances are aired in organisation. For 

instance, it has been observed that whereas open discussions are encouraged, it is 

considered impolite in some organisations to engage in disagreements publicly, as a 

result of which such interactions for purposes of resolving any dispute are encouraged to 

be done behind the scenes (O’Reilly, 1989). What this implies is that where the norms 

exude counterproductive tendencies, this can negatively affect the organisation, 

therefore, it is not always encouraging to accept norms holistically without critical 

examination. 

 

It has also been observed that culture plays a critical role to the extent that it can 

appropriately generate and promote innovation within organisations (McKenna, 2012). It 
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was found that organisational culture can encourage creative thinking especially where 

steps are taken to generate appropriate platforms that seem to encourage innovation 

(McKenna, 2012). This thinking is expected especially in the era of technological 

advancement, competition, and the need to be proactive in scanning the environment for 

new services orientation. Accepting and promoting the tendency of being innovative, 

proactive and creative is what modern organisations need for external adaptation (Schein, 

2004), and universities are no exception in this regard. Possibly, this can be an avenue for 

readiness creation, for people to accept technology as a pathway to improving upon 

working strategies. 

 

The survival and continued performance of an organisation can be said to be dependent 

on the type of culture it has, especially when it is also found that culture has the capacity 

to influence a group’s behaviour and attitudes regarding external adaptation and internal 

integration (Schein, 2004). Interestingly, culture can also be implicated in negative 

behaviours and attitudes of people in organisations, especially in educational settings 

(Peterson & Deal, 1998), and so may not necessarily be positive. 

Every organisation, regardless of its orientation (service, manufacturing, profit-making, 

non-profit institutions, etc.) has its unique culture, reflecting the setting of the 

sector/system of which it forms a part. Moreover, cumulative results of several years of 

studies in organisational culture provides strong support for the notion that “culture 

matters”, and cannot be ignored, if organisations would have to succeed in what they do, 

especially in this era of constant change (Klein, 2008; Schein, 2004). This concept has 

been cited as being capable of playing a key role in performance improvement in 

organisations, hence the need for series of studies on this variable. 
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2.1.8 Organisational Culture in Africa and Ghana 

Discussions on regional and national cultures are often discussed in relation to the 

behaviours, values and expectation of the people therein, for purposes of creating a 

linkage with organisational culture. This is a clear indication that in discussing 

organisational cultures, one important element that cannot be ignored is the notion of 

national cultures, which has been found to affect the behaviour of organisations in varied 

ways (Badu, 2001; Hofstede, 1980; Puplampu, 2012). This is critical because discussions 

on regional and national cultures serve the duo purpose of ensuring relative balance in 

presentation; and minimize imposition from other cultures, especially on African nations 

and the developing world. A look at the literature shows that research on culture is 

dominated by Western conceptualisations (Puplampu, 2004, 2012) and this development 

has the tendency of inadequate representation of what really constitute African values 

and needs which influences relevant work behaviour. Therefore, there is the need to look 

at Ghana as a nation with its culture, in line with Hofstede’s observation that at any given 

moment, a nation could be described in one way or the other as having predominantly an 

attribute that sets it apart from other nations (Hofstede, 1980, 2000).  

Scholarly discussions on national culture and how relevant it can be have been made 

popular when Hofstede came out with four dimensions of national cultures, namely 

power distance, uncertainty avoidance, individualism-collectivism, masculinity-

femininity and later on, together with Bond, they proposed a fifth dimension, long-term 

orientation versus short-term orientation (Hofstede & Bond, 1988).  

First, views on culture and the useful role organisational and national culture play 

towards improving organisational performance (through appropriate values and work 

behavours) have been demonstrated in a few studies (Badu, 2001; Hofstede, 2000; 
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Puplampu, 2012). For instance research shows that most organisations in developing 

countries such as those in Africa are likely to take things for granted in terms of 

observing systematic organisational and work procedures (Kuada, 1994; Puplampu, 

2005, 2012) to the extent that some may allow personal and family systems to interfere 

in formal procedures set to ensure organisational effectiveness. This perhaps has 

something to do with the collectivist tendencies and values of the African (Hofstede, 

1980). Ghanaians, like most Africans are more collectivist than individualistic. That is, 

the Ghanaian is more likely to put a group’s (family’s) goals first, before personal 

interests. In other words, in collectivistic cultures as Hofstede (1980) describes, people 

individually prefer interdependent relationships, and so personal goals are likely to be 

seen as secondary to group objectives. This is different from individualistic cultures 

where independence from others is valued and in-group goals are second to their own 

personal goals, (Hofstede, 1980, 2001; Triandis, 1994). If the Ghanaian is collectivist 

(based on Hofstede’s assumption of Africa) it would be common for this thinking to 

dominate the Ghanaian worker to the extent that it can influence their work behaviours, 

and could get them view the workplace as a family setting with others around, and the 

leadership considered a father-or mother-figure, as described in clan culture types 

(Cameron & Quinn, 2006). Based on this, and by virtue of the realization that family 

sizes are smaller compared with community in which they are a part, it is predicted that 

private universities (relatively small in size in terms of numbers) are likely to 

demonstrate more characteristics of clan culture than the public universities (which are 

usually large communities in terms of student numbers and workforce). One factor that 

cannot be downplayed is the influence of globalization on people’s life style and 

thinking; the Ghanaian is likely to blend the virtues of collectivism and individualistic, 

instead of remaining purely collectivist.  
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For instance, Hofstede describes Power distance to mean the degree to which a society 

expects differences in the levels of control or influence. That is, at different points in 

time, there are some individuals wielding larger amounts of power than others, and this 

can influence the extent to which they behave, and this makes them different from other 

nationals. In Ghana, there is a governance system which recognizes chieftaincy as a 

revered institution which plays critical roles through traditional leadership in terms of 

behavioural development though concepts like conventions, taboos, tradition and moral 

standards of living. The Ghanaian brought up in this system is likely to have respect for 

authority irrespective of whether they (authorities) are right or not, and this has the 

tendency of influencing their work behaviour.  

Like in the business world of work in Africa, there is dearth of studies pointing at 

university cultures, a situation which can impede directly or indirectly relevant efforts at 

intervening for development of teaching, learning and knowledge dissemination in the 

institutions of higher learning. The current study therefore sets in to contribute towards 

bridging this knowledge gap, by looking at university cultures and readiness for change 

in a manner that affects change implementation success.  

What Hofstede observed tends to indicate that at any given moment, a nation could be 

described as having predominantly an attribute that sets it apart from other nations. For 

instance, Hofstede describes Power distance to mean the degree to which a society 

expects differences in the levels of control or influence. That is, at different points in 

time, there are some individuals wielding larger amounts of power than others, and this 

can influence the extent to which they behave, and this makes them different from other 

nationals. On the dimension of uncertainty avoidance, Hofstede observed that there are 

differences in how different societies accept uncertainty and risk. From the perspective 
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of psychology, this could have some bearings on people’s willingness and readiness for 

change, because where individuals seem to be strong on avoiding ambiguous situations 

in which they are not certain about the outcome, the tendency is to remain resistant to 

change, compared with others who may be tolerant of ambiguity (Judge, Thoresen, 

Pucik, & Welbourne, 1999). Moreover, individualism and collectivism was used to 

define how people differ in achieving personal goals or putting group’s goal first, before 

personal interests. In other words, it could imply that in individualistic cultures, 

independence from others is valued and in-group goals are second to their own personal 

goals, whereas in collectivistic cultures, people individually prefer interdependent 

relationships to others, and personal goals are secondary to in-groups objectives 

(Hofstede, 1980, 2001; Triandis, 1994). According to Hofstede (1980), Asia, Africa and 

Latin America have strong collectivistic values. Oyserman, Coon & Kemmelmeier 

(2002) further show that individualism tendencies reflect personal independence and 

uniqueness, and as much as possible, people who display individualist tendencies are 

also likely to be described as having interest in competition, personal achievement and 

emphasis on internal attributes. On the other hand, collectivist tendencies include seeking 

other people’s opinions, interdependence, a sense of duty and obligation towards the 

group.  

The next of the dimensions by Hofstede is Masculinity vs Femininity, which touches on 

the extent to which people emphasise male-female values. For example, male values 

include competitiveness, assertiveness, ambition, and the accumulation of wealth and 

material possessions, whiles female values relationship and quality of life, which could 

include love, caring, etc. Then there is the long term orientation vs short term orientation, 

to describe societies’ time horizon. With this, Hofstede observed that societies which are 
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long term oriented tend to emphasize the future, are likely to focus on planning toward 

achieving something or preventing danger in the future. Where the focus is short-term 

orientation, there is emphasis on what happened in the past, what is happening currently, 

and attention is likely focused on taking steps to preserve the status quo. 

Hofstede’s model might have several practical implications. For instance, given that the 

world is now ‘smaller’ and more interconnected than ever before (thanks to advanced 

technology), it is important to know a little about people with whom individual’s work, 

and one of the things that cannot be ignored is culture. However, these itemised 

dimensions make it simpler than what could be put in a nutshell as culture. For instance, 

to describe only individualistic and collectivist tendencies, looks like these are the only 

sub-dimension, ignoring the role of mid-point in the continuum. Moreover, the 

discussion of culture in terms of uncertainty avoidance is acceptable but the extent to 

which it goes to affect risk-taking behaviours of people should have been stressed, and 

brought out clearly. 

 

2.1.9 Organisational Culture: The Case of Colleges and Universities 

In the area of education, discussions of organisational culture is not entirely new 

(Bergquist & Pawlak, 2008; Cameron & Ettington, 1988; Clark, 1972; Silver, 2003) but 

the focus has always been debated (Schein, 1990). It may appear that there is a set of 

agreed-upon elements of culture for all organisations, irrespective of their orientation, 

but studies show otherwise. For each organisation, there are unique cultures and 

universities are no exception—they have been observed to have their own cultures 

(Bergquist & Pawlak, 2008; Cameron & Ettington, 1988; Cameron & Freeman, 1991). 

But it is important to further note that the notion of individual differences comes in here, 
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when discussing organisational culture. For instance, it has been observed that within 

institutions of higher learning, there can be more than one culture and several other 

subcultures (Bergquist & Pawlak, 2008; Van Maanen & Barley, 1985). This could be as 

a result of the micro-level observation, that people differ in terms of how they see 

situations, and that within universities, faculty, administrators and students may have 

different perspectives about their organisation (Martin, 1992). 

 

Interestingly, there are those who have made observations worthy of note in terms 

whether universities have cultures. For instance, the catchy title-question by Silver 

(2003): “Does a university have a culture?” is worth exploring. With this, Silver (2003) 

focuses on knowing how academic staff and reformers in teaching and learning consider 

the reality of a ‘culture’ in their universities. In the study, Silver (2003) notes that within 

the university environment: 

 

“…‘Organisational culture’ has been used in relation to higher education to 

attempt the impossible task of representing its ‘collections’ as unitary and 

explicable. Universities do not now have an organisational culture.’” (Silver, 

2003, p. 167).   

 

This observation notwithstanding, organisational culture and values in higher education 

settings have for a long time been studied, drawing upon conceptions of culture and 

values from anthropology, organisation and management studies (Deal & Kennedy, 

1982; Hofstede & Hofstede, 2005; Ouchi, 1981; Peters & Waterman, 1982; Schein, 

2004). Very few studies focus on linking culture to success in change efforts in 

universities (Cameron & Ettington, 1988; Cameron and Freeman, 1991). In their study, 
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Cameron and Freeman (1991) explain how they compared cultures of 334 institutions of 

higher learning in an attempt to find out the relationship between organisational 

effectiveness on one hand, and culture congruence (fit), culture strength and the culture 

type. They observed significant relationship between the type of culture within 

universities, and how effective these institutions can be. They considered effectiveness 

among selected dimensions, some of which include faculty and administrator 

employment satisfaction, professional development and quality assurance, system 

openness and community interaction, among others.  

 

Usually, such studies are carried out in different locations to establish the role of culture 

in proper functioning of organisations. For instance, Meek (2003) reports of universities 

in Australia which have gone through very important administrative and institutional 

changes that tend to have implications for their culture. In Europe, universities reportedly 

continue to face the difficulty in finding other ways that could lead to adjusting well 

enough to the continuously changing world without compromising the core values of 

what makes them special institutions (Tomàs, Bernabeu & Fuentes, 2011). These and 

several other bases set the stage for continued scientific discussion on organisational 

culture, to which this study seeks to make a contribution especially in higher education 

arena. 

 

Before even the concept of organisational culture became popular, Clark (1972) has 

observed how universities develop norms and values which guide their professionals.  

It was observed that from the mid-1980s, experts in research have been discussing higher 

education and how it has been affected by managerial and market-driven policies. There 

is also the focus on how the various departments or other basic units within academic 
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institutions shape the way academic staff define and locate themselves in a ‘culture’ or a 

‘subculture’ of a sort (Clark, 1984; Evans, 1990). All these point to the interest in 

universities and the culture therein. Moreover, attention has also been drawn to the 

manner in which research outcomes from industry and other sectors (regarding culture) 

could be appropriately transferred onto entities such as universities and colleges which 

are becoming more centralised and market-oriented (Silver, 2003) than ever before. One 

interesting thing is the question of whether culture in university should be seen as a 

global construct, or there could be subcultures. Once universities are made of people 

with values and norms, there is the tendency of having culture, and considering whether 

to uphold their individual cultures or be committed to the unspoken norms within their 

institutions. One thing that comes up is shared values (Silver, 2003). People from varied 

backgrounds working together on same themes need to have values, to help achieve the 

objectives. 

 

Bergquist (1992) initially identified four subcultures in United States universities but 

later, together with a colleague, they identified six (6) types of academic cultures, which 

include the initial four, and these are Collegial Culture, Managerial Culture, 

Developmental Culture, Advocacy Culture, Virtual Culture and Tangible Culture 

(Bergquist & Pawlak, 2008).  

 

McNay (1999) observes that in UK, cultures in universities could be described as 

collegium, bureaucracy, enterprise and corporation, especially when using 

conceptualisations of universities being ‘loosely coupled organisations’ (as propounded 

by Weick, 1983).   
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In a related effort, Birnbaum (1988) suggests four (4) typologies of culture for 

institutions of higher learning, namely collegial, bureaucratic, political and anarchical 

culture, to indicate the extent to which individual’s behaviour within organisations can 

be influenced by one or other of these models.  

 

Collegial culture, according to Birnbaum, characterises an environment of shared power 

and non-hierarchical relationship, in which interactions and engagement take place in an 

atmosphere of consensus. With this culture, tradition and precedence within institutions 

of higher learning heavily influence organisational behaviour. The second type is what 

Birnbaum describes as bureaucratic culture, in which there is emphasis on formal rules, 

guided by a system of specified roles and pronounced superior-subordinate relationships. 

Institutions that emphasis this culture have the objective of minimising uncertainty and 

ambiguity for the organisation.  

 

Then there is political culture which describes the tendency for people in the 

organisation to use negotiation and bargaining as tools within the organisation to engage 

in social exchange, with regard to supporting or rejecting certain initiatives, policies, etc. 

The fourth of Birnbaum’s conceptions is what has been described as anarchical culture. 

This reflects the characteristics of organised anarchy as described by Cohen and March 

(1974). In such a situation, there are concerns and several questions need answers. For 

instance, individuals would want to know whether the goals and policies are ambiguous, 

and in conflict with each other; there is also the concern about whether transformation 

processes are well understood, and as to whether the decision to participate are well 

informed. 
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Birnbaum argues that one of the four models could have relevance than others but each 

institution’s culture has at least some of the elements of the other three.  

 

In Ghana, even though the universities are built and run on principles, there are some 

cultural values imported as a result of globalization and need for standardization in the 

world of higher education. This is not too different from their lower level systems (the 

High School system), which until recently had very little consideration of the cultural 

setting and people they are serving. From the forgoing, culture has the capacity to affect 

behaviour as well as the psychological orientation of people and their performance. How 

does culture affect employees’ perception and values, and to what extent does it impact 

behaviour, especially stakeholders of university education? These are of interest to this 

study, among others objectives. 

 

The degree of affiliation is so critical that it was once observed in higher institutions: 

“the tribes of academe…define their own identities and defend their own patches 

of intellectual ground by employing a variety of devices geared to the exclusion 

of illegal immigrants. ...To be admitted to membership of a particular sector of 

the academic profession involves not only technical proficiency in one's 

intellectual trade but also a proper measure of loyalty to one's collegial group and 

adherence to its norms” (Becher & Trowler, 2001, p. 47). 

 

What is the situation in universities in Ghana, and what role would the descriptions 

‘public’ or ‘private’ play on the extent to which universities operate within their 

cultures? This study explores these, together with other relevant concepts. 
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2.1.10 Variations in Approaches for Studying Organisational Culture 

Like several concepts in the social sciences, the disagreement in definitions for 

organisational culture sometimes contributes to making it relatively difficult to study 

culture (Davison & Martinsons, 2003). As a result, several concerns have been raised 

about how to study (or conduct research with) organisational culture, in terms of the 

method to be used, and levels of analysis (Cameron & Ettington, 1988; Martin, 1992; 

Schein, 1990). The magnitude of such concerns have been expressed in varied ways, 

with some observing that studying organisational culture is quite challenging because 

of different perspectives regarding theory and sometimes the appropriate method to 

adopt, making it appear as if there is a particular method acceptable to all (Martin, 

1992).Therefore, this section is devoted to the background of the various approaches to 

investigating organisational culture, thereby preparing the ground for linking culture to 

other variables as presented in the model of this study later in this chapter.  

 

When one looks at the concepts and processes (such as history, mission and vision) that 

are related to the creation of an organisation, then to study the culture of organisations, it 

appears convenient to consider using purely interviews, as the obvious  approach. Then 

following from that, the thought of employing longitudinal methodology comes to mind, 

so as the get the “before, during and after analysis” (Pettigrew, 1979, p.570). However, 

the challenge with this thought, and the hindrance is imminent when it becomes clear 

that it is not all studies that have the benefit of witnessing changes within organisations 

just before beginning the study of culture.  
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2.2 LEARNING ORGANISATIONS 

In order to survive and remain in competition, especially in the era of turbulent work 

environment, organisations are taking steps to adopt strategies that make for growth, 

enhanced capability for innovation and expansion. One of the ways that have been 

identified as a process that can help meet this target is for organisations to continuously 

learn to transform themselves, and that such learning usually occurs at various levels and 

is in such a way that there is purpose and continuity in the learning process (Watkins & 

Golembiewski, 1995). In bringing out the functional bit of learning organisations, Garvin 

(1993) maintains that such an organisation should have the needed capacity to undertake 

problem solving by learning from what works well for other institutions in their bid to be 

successful (Garvin, cited in Sudharatna, & Laubie, 2003). Such is the learning culture 

that can be said to reflect organisational behaviour in line with learning and development 

tenets (Yang, 2003) that characterize successful organisations.  

 

Senge (1990) considers learning organisations as those in which members continually 

develop their capacity in order to generate steps that lead to set objectives they truly 

desire, and in which there is a directed pattern of thinking that results in attaining 

common goal. It should be noted that in this, there is an element of sharing, care and 

concern that is characteristic of successful organisations. Organisations which want to 

survive and make the mark they set for themselves take steps to learn and change, failure 

of which may lead to their degeneration, and death. One question that this study seeks to 

address, among other things, is whether universities learn. 

 

With the kind of competition that is going on in all sectors, it is imperative that learning 

organisations should strive beyond mere survival, as indicated by Senge (1990). 
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Given the rate at which the world of learning is being influenced by technological 

advancement, it will be desirable for universities to be proactive in sharing experience, to 

help identify what works well or badly towards achieving set objectives. To this extent, 

studies have been done on learning orgainsations, but few have linked this to change 

efforts in universities (Holyoke, Sturko, Wood & Wu, 2012). In universities, it is 

expected that in their zeal to be responsive to change they would learn, but studies show 

that university faculty have been traditionally skeptical about the concept of learning 

organisations (Holyoke et al, 2012). For them to be successful in getting the people they 

educate to be transformed appropriately, institutions of higher learning need to be able to 

adapt to changes, which requires flexibility and learning (Holyoke, et al, 2012).  

 

2.3 ORGANISATIONAL CHANGE: READINESS AND SUCCESS 

 

“…it’s not the strongest of the species that survive, nor the most intelligent, but the ones 

most responsive to change”- Charles Darwin 

2.3.1 Introduction 

Organisational change is an area that is well read in I-O psychology and management 

studies. However, the focus has not been on educational institutions. That is, even though 

some research has gone on in educational institutions regarding organisational change 

(Eckel, Hill & Green, 1998; Eckel & Kezar, 2003; Keller, 1983; Silver, 2003), most of 

the time the focus of change initiatives has been on businesses and manufacturing 

industries. There is therefore the need to have a research conducted in educational 
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settings such as universities, to help solve some of the people management issues and 

challenges these knowledge-generating institutions go through. 

 

2.3.2 Why Organisational Change? 

The literature on organisational management is clear about the extent to which change is 

seen as constant (Smith, 2011). It is common to read “the only constant factor in 

(organisational) life is the need to change” Smith, 2011, p.114) and this observation 

dates back to the days of the Greek Philosopher, Heraclitus (536-470BC). But since 

organisations differ in so many ways, including mission/vision and strategy, change is 

not the same for all organisations. It has been observed that the pace and scale of change 

are rapidly increasing, especially in the spheres of social, politico-economic and 

technological change (Smith, 2011).  

 

Therefore, several qualities would be needed for leadership to be able to provide 

direction to successful change management. For instance, it has been noted that factors 

like globalization and advancement in technology are important factors among others 

that cannot be ignored when discussion change in organisations (Graetz, Rimmer, 

Lawrence, &  Smith, 2000). 

 

Organisations would have to respond to the many complex controlling settings, and in 

the process engage the services of ever increasing workforce which is mobile, from different 

cultural backgrounds. Within the environment of institutions of high learning, change 

champions, like their counterparts in the business world today go through a world 

characterized by successive and rapid changes more than ever before (Conner, 1992). 
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There is no arguing, that institutions of higher learning provide livelihood for millions of 

people the world over. People from different backgrounds and with varying values 

render services in varied forms, most notably teaching, administrative work and support 

services that all go to fuel universities, and propel them to achieving their set goals and 

objectives. So whatever challenges that affect universities are (or should be) of great 

concern for the people whose lives depend on the survival of efficiency of their 

institutions. Therefore it should be expected that members of organisations would react 

to change initiatives in different ways (Armenakis et al., 2007; Lewin 1951). Whereas 

some may be willing and ready to work with strategies to improve ways of operating, 

there are others who, for various reasons would want to resist change (Lewin, 1951) and 

would do all they can to ensure that they maintain how things are done using the same 

old ways of doing things. This is what makes reaction to change a very important sub-

area in organisational change, and this can be viewed in two broad sub-themes: 

resistance to change and/or readiness for change.    

 

The focus of this study is readiness for change. There are various dimensions of this 

variable, which operate within the context of culture in institutions of higher learning, to 

influence successful change implementation.  

 

This section is devoted to the description of organisational change as a broad concept, 

with some indicators of understanding organisational change generally; the levels and 

types of change are explained within the context of organisational development; issues of 

resistance and readiness for change are also discussed, as well as change implementation 

success. 
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2.3.3 Models for Understanding Change in Organisations   

Every day, all the time, organisations change (Burke, 2011), either gradually and in an 

unplanned manner, or planned, on a large/small scale. It is the element of planning that 

necessitates the creation of readiness for change, and how this can have effect of the 

success of any change initiative.  

 

Therefore, in discussing change readiness, it is important to explain contextually what 

change in organisations is, and to specify the perspectives of organisational change 

relevant for this study. It has been established that organisations change every now and 

then, and this is a reflection of the current and future trends in the extent to which the 

external environment varies, making organisations to play catch-up (Burke, 2011).  It is 

argued that it is advisable for organisations to be built in a manner that make them 

anticipate change, and get them to encourage, not avoid change (Lawler & Worley, 

2006). This should be done in such a way that they would not be expecting permanent 

stability because organisations are open systems (Katz & Kahn, 1978) and they should 

not expect everything around them to remain constant all the time; change should be 

seen as the norm. As a result, changes in organisations are to be expected. For instance, 

in their book, Built-to-change: How to achieve sustained organisational effectiveness, 

Lawler and Worley (2006) have observed that even though organisations find themselves 

in changing business environments this is not news; the element likely to be ‘news’ is 

how fast organisations change and how rapidly change is occurring. 

   

Difference scholars define organisational change differently. For instance, Zaltman and 

Duncan (1977) see change as an alteration within a system that reflects important 

elements like the structures, processes, and/or behaviours. To facilitate the objective of 
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this chapter, key models are used, firstly, for purposes of creating a representation, to 

show the construction or appearance, and, secondly, for purposes of clarity, direction and 

interpretation of the concepts used. It is important to note that one commonly used 

metaphor in organisational studies is organism, a borrowed term from the life sciences, 

in which an organisation is described as an open system (Burke, 2011). That is, like a 

living organism, an organisation has inputs, which go through a process and finally 

generates outputs. The rationale for conceptualizing organisations as open systems rests 

on the understanding that organisations do not exist in isolation; that there is 

interdependency between organisations and the environment, and they continue to 

interact with elements of the environment including resources such as money, labour and 

relevant material for processing and transforming into output (including goods and 

services), for continual existence. What this means is that whatever affects the 

environment has the potential of affecting the organisation, and the degree of severity 

depends on context factors and capacity to handle external turbulence. This has 

implications for boundaries of organisations (Katz & Kahn, 1978). Bess and Dee (2008) 

argue that systems theory focus on stability, not change, and that change is seen as a kind 

of interruption of state of equilibrium. There is however, a school of thought, that for 

organisations (as systems), change should be seen as a normal thing, ongoing, and that 

organisations should be regarded as undergoing constant change with intermittent states 

of equilibrium is temporary conditions (Bees & Dee, 2008; Luhmann, 1995). When this 

argument is taken further, it implies that the challenge will then be for leadership of 

institutions to simultaneously strike a balance in terms of strategizing all the time to 

handle issues of change (which is constant) in their everyday business, and attempt to 

maintain (or create states of equilibrium as they struggle to ensure stability (Bess & Dee 

2008). This interesting observation in the form of a model would present a more 
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challenging trend in universities where it is important to ensure more stability and 

institutionalization of what ‘works well’, for continuity/survival, competiveness and 

success instead of constantly changing procedures. However, for private universities 

(especially those which are profit oriented) this may be the basis for scanning the 

environment constantly for signals that will inform decisions to either continuously use 

the same processes and structures or adapt their ways of doing business. Given that the 

environment is fluid, changing all the time, and given the rate at which technology and 

global development are fast pacing, and with the changing needs of people for education, 

it is important to know something about change, and how useful it can be for 

organisatons.     

 

2.3.4 Reactions to change: Resistance vs. Readiness 

Several studies have paid attention to the extent to which organisations prepare 

themselves for change, and this reflects how they implement and react to change 

initiatives (Armenakis & Bedeian, 1999; Oreg, Vakola & Armenakis, 2011; Porras & 

Silvers, 1991; Weick & Quinn, 1999). Change situations are likely to generate reactions 

that will differ from situation to situation, person to person, and can be dependent on 

several factors. It is believed though debatable, that most people are likely to seek new 

experiences, but it has been established that there are others who may resist whatever 

comes to disturb the status quo (Cook & Hunsaker, 2001; Lewin, 1951). A renowned 

social scientist, William Isaac Thomas identifies what he describes as the four basic 

personality forces or wishes of people: The wish for (i) new experiences, (ii) security, 

(iii) recognition and (iv) the wish for responses (cited in Costley & Todd, 1987, p 448). 

Therefore, it will be important to consider some of these ideas when analysing people’s 

reactions to change, especially when the opinion people have can affect the success of 
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change initiatives significantly. For instance, studies show that people become 

dissatisfied and could leave or be absent from work consistently when they are made to 

perform repetitive jobs, or are assigned jobs with limited scope such as counting forms, 

filing reports, changing bottles for cracks, sorting coupons, or any other jobs, 

consistently show high rate of (Costley & Todd, 1987). In such cases, employees may 

seek, and possibly welcome change initiatives, and in situations where management fails 

to take steps to bring about the needed change, dissatisfied employees may indirectly 

react in so many ways, such as disrupting work and staging accidents, or in some cases 

developing resentment towards management.  

Overall, it boils down to determining the extent to which any change can succeed (Oreg, 

Vakola & Armenakis, 2011), and one factor that cannot be ignored in an attempt to 

understand organisational change is how change recipients react to introduction, 

implementation and sustaining the gains (if any) of organisational change  (Fugate, 

Kinicki, & Prussia, 2008; Oreg, 2006). It is common and understandable for different 

people to think and behave differently towards the same situation because they may have 

different values and interests, and so would evaluate the same situation differently. 

Individual differences; this is one basic principle in psychology and is critical but often 

ignored when discussing reactions to change. Some authors discuss reaction as one coin 

with two sides: resistance to, and/or readiness for, change (Armenakis et al., 1993). It 

has been observed that in considering these twin-variables, the presence of one can have 

direct implication for the absence of the other, but this relationship is not a causal one. 

Whatever the strength of the relationship, these (often ignored) variables have significant 

influence on success or failure of planned change initiatives (Walinga, 2008). In 

discussing attitudes towards change in organisational studies, scholars us several 
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terminologies, common among these are resistance to change, willingness to accept 

change, openness to change, reaction to organisational change and readiness to change 

(Oreg et al., 2011). The current study focuses on readiness for change, but to discuss this 

variable, it is important to mention briefly what resistance is, and the possible 

implication for readiness. 

2.3.4.1 Resistance to change 

Readiness for change could just be one very important way of minimizing employee 

resistance to change (Walinga, 2008), but the two concepts are not necessarily directly 

opposite (Burke, 2011). Apart from individuals who frequently seek risks as a way of 

obtaining recognition, self-esteem, or self-fulfillment, it has been observed that most 

people have a negative attitude towards change that can be a threat to status, influence, 

pay or job security (Cook & Hunsaker, 2001; Dent & Goldberg, 1999; Robbins, 1993). 

That is, when in an organisation, the introduction of change initiative is perceived as a 

potential threat, it is frequently resisted. One of such forms that have been cited as 

constituting resistance to change is the situation in which employees willingly deceive 

authorities, for example, staging an “intentional” accident, to draw attention to the need 

for change (Piderit, 2000). Some studies describe resistance to change as a cultural 

variable that plays important roles especially in institutional transformation.  

2.3.4.2 Readiness for Change: Theoretical Basis 

Organisations dread resistance from employees but few may not be taking the necessary 

steps to assess readiness before introducing change initiatives. Among numerous authors 

(Armenakis, Harris, & Mossholder, 1993; Lewin 1951), there is a concern about 

determining the extent to which people in organisatons are ready for change, so as to 

provide direction for leaders of change to identify any significant gaps that could exist 

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



72 

 

between their expectations of the change initiative, and those of other employees, with 

the intention of instituting measures to ensure change implementation success 

(Armenakis et al., 1993).  

 

Change readiness as a construct has been described differently by different authors. It is 

common to find in the literature constructs that have been used interchangeably, such as 

readiness for change, degree of buy-in among organisational change recipients 

(Armenakis et al., 2007), commitment to organisational change (Herscovitch & Meyer, 

2002), openness to change, and cynicism about organisational change (Choi, 2011). Choi 

(2011) further indicates that even though there are similarities in the meanings of the 

various construct that describe change readiness, each has slightly different meaning, and 

the use of a concept usually provides varied details regarding the extent to which 

organisational members evaluate and feel about introduction and implementation of 

change efforts.  

 

Some scholars argue that change readiness is a reflection of people’s belief and the 

attitudes to adopt together with their intentions of ensuring that change efforts which 

affect them directly would succeed given the organisational capacity and support from 

significant others (Armenakis et al., 1993). In psychology, this can be described as a 

“cognitive precursor” to two critical reactions to change, namely resistance to, or 

readiness (support) for change (Armenakis et al., 1993, p.682).   

 

Moreover, there are those who see change readiness (or readiness for change) as 

organisational members’ collective resolve to be committed in implementing change 

(Weiner, 2009) and also their shared belief in their collective fitness to carry on with the 
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planned change to its success, what can also be termed as change efficacy (Armenakis et 

al., 2007; Weiner, 2009). Other researchers (Weiner, Amick & Lee, 2008) describe the 

concept as a combination of psychological and behavioural preparedness on the part of 

organisational members to implement organisational change initiatives. This can be more 

or less present at the individual level (Choi, 2011), group, unit, departmental or at the 

organisational level (Vakola, 2013; Weiner, 2009). There is organisational readiness for 

change when individual members in an organisation or group have a certain positive or 

negative perception or attitude towards a change initiative, and this coincides with other 

members’ views and perception (Holt et. al., 2007; Vakola, 2013).  

 

It has been found that where change readiness is often neglected prior to introducing 

change intervention, the result could be resistance to change (Armenakis et al., 1993; 

Walinga, 2008) though the two are not necessarily directly opposite. In some situations, 

there can be readiness for change, but people will still display some resistance to the 

same change initiative (Burke, 2011) or the approach adopted in the process of change 

implementation. Even though there is some evidence to the effect that greater readiness 

relates to more successful change implementation (Weiner, 2009), there is dearth of 

studies supporting evidence on the mediating role of readiness between culture and 

implementation.  

 

It is important at this stage to distinguish between change-readiness assessment, and 

creating readiness for change in organisations. These are two important related steps 

taken usually as strategies to achieve success in change implementation. The first, 

readiness assessment, refers to those activities undertaken to evaluate the extent to which 

individuals, groups, and systems within organisations are prepared (ready) for change 
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initiative, and this assessment can take place at the initial stage, or in the course of 

change implementation, or even at the tail-end of the programme (Armenakis et al., 

2007). On the other hand, the process of creating change readiness refers to the set of 

steps and strategies usually undertaken as part of the planning and initiation of change 

initiative, getting the people to be psychologically and behaviourally prepared before, 

during and after change initiative (Lewin, 1952; Schein, 1964). The current study is 

focused on the former, assessing readiness for change, which will inform the 

recommendation on the effectiveness of creating readiness. It has been observed that 

when organisations fail in creating enough readiness, or what is described as effective 

unfreezing, then they are running into outright failure or resistance from members, 

regarding change initiatives (Armenakis et al., 2007; Weiner, 2009) 

2.3.5 Levels of Change Readiness 

The literature shows there are various levels at which readiness can be conceptualised. 

Readiness for change can be created, observed  and evaluated at  individual level, in 

which case, it is seen as “the extent to which an individual believes that a change at the 

individual level is needed and whether he or she has the capacity for it”(Choi, 2011, p 

481). Disciplines that usually are keen on studying individual level of readiness vary but 

prominent ones are psychology, and medicine (Block & Keller, 1998; Prochaska et al., 

1997) especially where these efforts are geared towards helping individuals to deal with 

behaviours such as smoking, drug addiction that pose threats to healthy life. However, 

sometimes an individual can be assessed in terms of readiness, to help establish healthy 

behaviours including physical exercise weight management, and following well-thought 

nutritional meal plan (Choi, 2011).  
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On the other hand, readiness at the group and organisational level can be looked at as the 

extent to which organisational members collectively resolve to be committed in 

implementing change (Weiner, 2009) and can also be seen to reflect how members in 

organisations tend to believe and adopt attitudes regarding the changes in the 

organisation and the feeling that they have what it takes to achieve change results 

(Armenakis et al., 2007). It is also a reflection of their shared belief in their collective 

fitness to carry on with the planned change to its success, what can also be termed as 

change efficacy (Armenakis et al., 2007; Weiner, 2009). 

 

2.3.6 Dimensions of Change Readiness  

The value of people in organisations has been constantly echoed, and this assertion is 

stressed in so many ways. Regarding organisational success, and the processes involved 

in change implementation, some researchers (Judge, Thoresen, Pucik, & Welbourne, 

1999) indicate that organisations do not change, people do, and that the success of 

change initiatives in organisations is dependent on the extent to which individual 

members in organisations vary their work-related behaviours (Jones, Jimmieson, & 

Griffiths, 2005) and attitudes to work, and strategies aimed at achieving success through 

transformation of some sort.  

 

It is worthy of note that the extent to which the focus is on the individual, is likely a 

reflection of the orientation of researchers involved. For instance, if success is expected 

regarding change initiatives the tendency from sociological perspective is to focus 

mostly on the role of society, whereas from psychological perspective, the emphasis 

seems to go beyond social context, to the role and importance of the individual members 
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of the organisation (Porras & Robertson, 1992; Tetenbaum, 1998). What describes the 

individual’s characteristics regarding their readiness for change?  

 

There are different dimensions of change readiness depending on the model in use. 

Several authors have proposed different approaches to creating change readiness, 

pointing to the realization that it is important to get people to be change-ready, before 

implementing the initiative if success is to be expected (Schein, 1964).  Beginning with 

Lewin (1951), several attempts have been made to get to the bottom of the challenges 

institutions face when planning change initiatives. One of such challenges is change 

readiness, a critical variable of concern to this study. Lewin’s (1947) model: unfreezing, 

change and refreezing is popular in the literature of organisational change, emphasizing 

the need to engage in psychologically getting individuals to be ready before the 

introduction of change, and insitutionalising the changes after successfully achieving the 

set objectives. Moreover, there are those who propose that in discussing change 

readiness three dimensions should be considered: the content, context and process (Holt 

& Vardaman, 2013; Self et al., 2007) because these are all important elements that could 

affect the outcome.  

 

Change readiness, when looked at as psychological and behavioural preparedness 

renders it a useful precursor for behaviour (Armenakis et al., 2007). But what are some 

or the arguments made as basis for readiness creation, especially when discussing 

organisational change? For purposes of introducing change which is likely to generate 

mixed reactions, it is important to gauge readiness, and this can also provide the lead to 

determining progress, and possibly take corrective steps to ensure success (Armenakis et 

al., 2007). Studies show that readiness is based on several factors, including belief 
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(Armenakis et al., 2007) and the salient ones, most significant in determining the 

reactions of change recipient to an organisational transformation are: discrepancy, 

appropriateness, efficacy, principal support and valence.  

 

The dimension labeled ‘principal support’ reflects the extent to which the change 

recipients’ readiness is dependent on, or influenced by the support or concern of 

‘principal other’ (e.g., the change agents, immediate superior, colleagues, opinion 

leaders, etc). Next, discrepancy refers to the difference between current and desired state 

(e.g. performance), and this helps legitimize the need for change, setting the stage of the 

next dimension, appropriateness which Armenakis et al. (2007) describe as the 

appropriate corrective action that is likely to be taken to help eliminate the discrepancy 

identified. The role of the individual in readiness is felt when there is mention of the 

perceived capability of implementing the change initiative, or the belief that they are 

capable of executing the new behaviours required by the change initiative. This is termed 

change efficacy (Armenakis et al., 2007). The last but not the least dimension, valence, 

refers to the attractiveness (from the change recipient’s perspective) that is associated 

with the perceived outcome of the change (e.g. benefits, rewards, gain-sharing). To some 

extent, valence addresses the concern regarding ‘what is in it for me’.  For purposes of 

this study, these dimensions proposed by Armenakis et al. (2007) have been adopted. 

 

2.3.7 Organisational Change: The Case of Colleges and Universities  

Several variables have been cited to have contributed to the growing need for institutions 

of higher learning to consider changing their ways of doing things.  Among other things 

that have been observed to account for this condition, include knowledge-based 
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economy, the increasing demand for enhanced quality education, the constant need to 

rebuild and develop change processes, and to a large extent, the focus of attention and 

interest on learning, as a shift from emphasis on teaching (Tomàs, Bernabeu & Fuentes, 

2011). 

It is common for university administrators to attempt responding to changing 

environmental factors by focusing on strategies, structures, and style, while ignoring (or 

not placing much emphasis on) behavioural and psycho-socio-cultural factors that could 

contribute significantly towards the success or otherwise of change initiatives. 

In terms of education development, the likely challenges facing countries in the 

developing world are inadequate technological infrastructure, such as telecommunication 

networks, and even where these are in existence, institutions of higher learning often 

contend with limited or irregular electricity generation and supply (Uys, Nleya & 

Molelu, 2004), to run these systems. The unintended consequences are the negative 

effects these have on education delivery by faculty and support staff, the quality of 

education received by students, and the eventual danger to national development in terms 

of poorly prepared human resources. There could be the financial cost, but the often 

ignored is what Drucker (1998) noted, that an organisation’s decision processes and 

management structure are also affected once an organisation decides to engage in 

technological change. The intention, like many organisations, would be to improve 

performance, and be in tune with realities, but how it is done, is as important as what is 

done to achieve these objectives. 

 

There is also an upsurge in the need for higher education leading to a surge in the 

number of private tertiary institutions, and the need for governments to consider 
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revamping existing institutions (and even creating new universities) as an attempt to help 

develop human capital of the nation. This also calls for strategizing to take care of these 

challenges. Perhaps, in line with this argument, there is a call by researchers for higher 

authorities to consider establishing a new university every week (Daniel, 1998) if really 

the world over, nations want to meet that demand for tertiary educations. Practically, this 

would be a burden, not only in getting the infrastructure in place but also getting the 

needed human resources (faculty and administrative staff) to man these structures. 

Technology therefore could help in a way, serve the increasing need for education in 

varied ways, hence the benefits associated with technological transformation in 

universities. Virtual universities, distance education programmes, and online university 

systems are some of the options that are currently rolled out (or being considered) as a 

way of mitigating the challenges facing the world of higher education. 

 

Several other driving forces could account for the need for technological changes in 

universities, and might influence expected results. For instance, internal and external 

factors, such as changes in academic leadership and vision, sagging university 

reputations, under-enrolment (or over enrolment), faculty dissatisfaction with current 

working conditions, meeting accreditation standards, demand for accountability and 

value for money, need for quality assurance and assessment (in both teaching and 

research) could drive change within universities (Gamson, Kanter, & London, 1992; 

Taylor, 2006). There is also a worldwide drift towards fee-based funding of student 

education, recruitment/retention of the best staff (Taylor, 2006). In the midst of all these, 

universities are expected to find new ways to efficiently adapt to the changeable 
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environments, internal and external, to continue making their impact felt in their 

communities.  

2.4 Change Implementation Success: Process and Outcome  

For there to be lessons learnt, and as a way of ascertaining that value is achieved from 

change initiatives, it is practically important to evaluate change initiatives. Like training, 

it is through evaluation that there can be specific assertions as to whether change 

initiatives have been effective or not. Ideally, for a programme to be said to have failed 

or succeeded, three key steps are recommended: measurement of the situation ‘as it is’ 

prior to introduction of change initiative, implementation of the change programme and 

post-programme evaluation. It is important to assess the grounds prior to implementation 

so that possible challenges could be corrected, and to serve as creating the awareness 

before, during and after the change initiatives.  

 

Therefore, the burden of responsibility on administrators of technological change is 

awesome because a little mistake could cause problems to those who will be affected by 

the change initiatives. It is important therefore, that the change agent (administrator) 

needs to sharpen the skills and judgement in order to generate cooperative human 

relations and to better the lives of several people.  

 

There is an element of evaluation of programmes. Organisational studies indicate that 

change initiatives that fail to materialize outnumber those that succeed (Beer & Nohria, 

2000; Burnes, 2004) and the observation is that the intended change initiatives may be 

well thought of and planned, but the failure could be attributable to implementation 

failure (Kotter, 1995; Schein, 1999).  
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Determining what constitute success is quite challenging. It can include different ratings 

from various perspectives such as quantity, quality and pace of change (Pettigrew, 2000 

in Beer and Nohria: ‘breaking the code of change’). There is the possibility of achieving 

quantitative success though with very little concern for ‘how’ the implementation is 

carried out. For instance, according to Pettigrew, there can be a situation in which “a 

poor-quality process may deliver change in a particular episode, but at the expense of 

reducing the capability and willingness of that part of organisation to contemplate further 

change in the future. If the goal is sustainable change, the notional success may in reality 

be a failure” (Pettigrew, as cited in Beer & Nohria, 2000, p.248). 

 

2.4.1 Technology Acceptance  

For purposes of this study, change implementation success has been operationalized as 

technology acceptance. In reviewing literature relating to technology acceptance, some 

of the relevant theories discussed include the Theory of Reasoned Action (TRA), Theory 

of Planned Behaviour, (TPB) and the Technology Acceptance Model (TAM). These help 

throw some more light on the central concept technology acceptance as a measure of 

successful change implementation. 

2.4.2 Theory of Reasoned Action  

Readiness for change is a psychological and cognitive variable (Armenakis et al., 1993) 

that has the tendency of getting people prepared for an outcome. Within the context of 

this study, technology acceptance can be seen as a voluntary behavioural outcome. 

Therefore, for individuals to arrive at such a decision as to accept or not to cooperate 

with technological changes, several factors come into play. In the analysis of situations 
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such as what this study seeks to explore, Ajzen and Fishbein’s (1980) theory of reasoned 

action (TRA) can be invoked, to a large extent. The theory, among others, suggests that 

an individual’s intention to engage in a particular action is a key determinant of a 

person’s behaviour, and to a large extent, intentions and attitudes vary subjectively. TRA 

has proven to be a very useful and influential theory of human behaviour studies, and has 

been used to predict behaviours of people in different environments (Sheppard et al., 

1988; Venkatesh, Morris, Davis & Davis, 2003). For instance, TRA has been used to 

study the extent to which people accept technology (Davis et al., 1989). The thinking 

grounded in this analysis has been improved upon, and has become known as the theory 

of planned behaviour.  

 

2.4.3 Theory of Planned Behaviour 

The Theory of Planned Behaviour (TPB) is an extended version of TRA. The TPB is 

useful in predicting deliberate behaviour, especially where such a behaviour is planned, 

based on the argument that an individual’s attitude towards a particular behaviour has the 

tendency of predicting that behaviour. It has been observed that one factor that serves as 

a differentiating factor between the TRA and TPB is what Ajzen (1991) and Ajzen and 

Fishbein (1980) describe as perceived behavioural control, which refers to the perception 

people have about how capable they are or can be, in performing a given behaviour. 

Venkatesh et al. (2003) have further observed that several studies have been done to 

ascertain the successful application of TPB to the understanding of the way individuals 

tend to accept and use many different technologies(e.g. Harrison et al., 1997; Mathieson 

1991; Taylor & Todd 1995). In university setting, the introduction of technology, and the 

subsequent acceptance to use technology are both planned behaviours. Therefore, the 
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extent to which staff, academic and administrative workers, as well as students, take 

decisions to accept (or not accept) to use computers is, and should be a source of concern 

for the various human resources outfits. And so to narrow such decisions as pertaining to 

technology, specific theories have been developed, and the prominent among these is the 

technology acceptance model (TAM).   

 

2.4.4 Technology Acceptance Model 

Straub, Keil & Brenner (1997) argue that the technology acceptance model (TAM) can 

be said to be a strong and appropriate model that can be used to understand how people 

use IT, and that users have the tendency of thinking about how easy it will be, and how 

useful technology can be for purposes of delivery, before accepting technology when 

introduced in an organisation. Some studies have been done and the observation is that 

among the various factors that affect acceptance of technology are an individual’s 

perceived usefulness as well as the extent to which they perceive how easy (difficult) it 

would be to use the platform or technology related devices such as digitized libraries 

(Thong, Hong & Tam, 2002). The role of libraries in university education has been 

enormous and so steps taken to introduce digitized version of reading materials are in the 

right direction especially in this era of advanced technology. With this, it is useful not 

only to the teaching staff but students who may be eager and willing to explore further 

how they could benefit from the internet world and web-based learning platforms. It is 

therefore not surprising to have a lot of investment going into information technology 

based research since 1980s (Westland & Clark, 2000). The objectives of most of these 

researchers are focused on how to improve productivity using advanced technologies, 

and it is for this reason that they argue for the need for technology acceptance 
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(Venkatesh, Morris, Davis & Davis, 2003) alongside having the thoughts of improving 

service delivery with this important tool. The psychology behind getting people to accept 

technology can better be served with appropriate models in place, and this is expected to 

have broader outlook, covering a combination of different fields, such as psychology and 

information systems (Venkatesh et al., 2003).  

 

2.4.5 Integration of Constructs 

It has been observed that situations and expectations of others have the tendency to 

constrain and/or shape behaviour in varied ways, such as using information and norms 

(O’Reilly, 1989). Similarly, Bandura (1977) argues that almost every learning situation 

that takes place through direct observation, is actually as a result of vicarious learning—a 

learning situation in which the individual observes others’ behaviours and consequences 

so as to decide to engage in (or refrain from) such a behaviour. When there is a culture in 

which people interact frequently with each other, whatever goes on has the tendency to 

influence the decisions and behaviour regarding what is acceptable and what is not.  

 

There is also the observation that readiness for change is one of the many factors that can 

contribute to success or failure of change initiatives (Armenakis, Harris, & Mossholder, 

1993; Bartunek, Rousseau, Rudolph, & DePalma, 2006).  This can be likened to what 

Lewin (1951) refers to as unfreezing, one of the three conceptions which have become 

popular in change literature and organisational studies. Readiness can be seen and 

conceptualized in different ways. 
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2.4.5.1 Organisational Culture and Change Readiness  

 

Organisational culture has been cited for the role it plays in organisational effectiveness 

(Cameron & Ettington, 1988; Cameron and Freeman, 1991) and also in change 

implementation success (Jones, Jimmieson & Griffiths, 2005). Studies show that 

organisational culture to a large extent has the capacity to mediate how the systems and 

the people in the organisation handle internal and external forces (Chaffee & Tierney, 

1988) that could be as a result of changing dynamics in the world of work. 

 

There is also the argument that universities need to do a lot to create an environment that 

promotes change. This view expresses the necessity with which institutions of higher 

learning, to not only build but also adopt strategies relevant to meeting the challenges 

that come with education in recent times (Hanna, cited in Tomàs et al., 2011). When this 

is done effectively, universities as institutions of higher learning stand well prepared for 

the changing terrain of world of education. Given this importance, it becomes imperative 

that institutions of higher learning need to set organisational cultural platforms likely to 

promote the willingness on the part of the people to accept change, and to change 

(Tomàs et al., 2011).   

 

The challenges of modern times compel educators and administrators of institutions of 

higher learning to strategize in handling issues of standards, reputation and relevance of 

university education. Therefore it is important that some schools think of investing in 

their people and encouraging innovative thinking and generating cultures that promote 

hard work (Taylor, 2011). 

 

Studies indicate that there is the need to strategically combine a number of critical factors 

to get what can be described as a well-adapted university (Sporn, 2001). Among other 
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things, Sporn (2001) observed that a university with clear mission and good definition of 

goals, as well as organisational culture stands the chance of making progress. Clear 

mission could get everyone on board, trying to help achieve success; clear mission could 

be a motivating factor that gets people to be committed to executing their itemized job 

descriptions, and this will go a long way in contributing directly or indirectly to the 

progress of the institution. Management practitioners have it that when goals are clear, 

and are tied to the overall mission and strategy of an organisation, they become 

reasonably achievable, because such goals are likely to be specific, measureable, 

achievable, relevant and with time frame (Latham, 2003). As a result, when situations 

surrounding the achievement changes, and there is the need for adjustment to be made, 

individuals may be willing to do so. This is in line with what Meyer and Maltin (2010) 

observed about commitment to organisation, and by implication, change efforts 

(Herscovitch & Meyer, 2002). This can also be a reflection of the type of leadership, and 

the extent to which there is effective interpersonal relations. 

 

There is also the observation that it is important to understand that human change is a 

psychological and dynamic process that sometimes requires one to restructure their 

thought processes and take the steps to unlearn and relearn relevant elements 

(Schein,1996). 

 

Some studies indicate that where employees place much emphasis on human relations, 

they are likely going to demonstrate signals of change readiness, and this has the 

tendency of predicting successful system change implementation (Jones, Jimmieson, & 

Griffiths, 2005).  
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2.5 THE CONCEPTUAL FRAMEWORK 

2.5.1 Introduction 

 

This section summarizes the relationship among all the critical variables in a meaningful 

way, thereby generating the conceptual framework for this study (refer to Figure 2.1). 

The objective is to establish further bases for exploring the relationships, pointing out 

key lines of connection in a meaningful manner that informs data analysis and also in 

line with study objectives. 

 

 

2.5.2 The Concept 

The concept of the study could be situated in Lewin’s (1935) field theory, represented by 

the basic equation: B= f (P, E)—that is, behaviour is a function of the person and 

environment (where ‘B’ is behaviour, ‘P’ is person or personality or personal attributes, 

and ‘E’ is environment or situation). That is, behaviour will be dependent on the extent 

to which personal attributes will interact with environmental factors. For purposes of this 

study, the environment is represented by organisational culture, which can affect the 

thinking of individuals to be (or not to be) ready for change and this could result in ‘B’ 

which is the behaviour of interest, in this case technology acceptance (i.e. representing 

successful change implementation).  

Therefore, following the equation: B= f (P, E), this study can be situated in the frame as 

follows: 

Technology Acceptance = f (Readiness for change, Organisational Culture). 

That is, since the interaction between the individual’s attributes and the environment has 

been observed to influence behaviour (e.g. Judge & Kristof-Brown, 2004; Kantor, 1924;  

Lewin, 1935), this study seeks to explore the extent to which readiness for change 
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(which is a psychological concept) would be influenced by the various cultural elements, 

to predict the outcome behaviour (technology acceptance). That is, how does culture 

affect employees’ preparedness for change, and to what extent will successful change 

implementation (i.e technology acceptance) be seen as being the result of the 

psychological variable of change readiness, brought about by the culture of 

organisations?  

 

That is, behaviour will be dependent on the extent to which personal attributes will be 

influenced by environmental factors. For purposes of this study, the environment is 

represented by organisational culture, which can affect the thinking of individuals to be 

(or not to be) ready for change and this could result in ‘B’ which is the behaviour of 

interest in this case technology acceptance (i.e. successful change implementation).  

Therefore, following the equation: B= f (P, E), this study can be situated in the frame as 

follows: 

Technology Acceptance = f (Readiness for change, Organisational Culture). 

That is, since the interaction between the individual’s attributes and the environment, has 

been observed to influence behaviour (e.g., Judge & Kristof-Brown, 2004; Kantor, 1924;  

Lewin, 1935), this study seeks to explore the extent to which readiness for change which 

is a psychological concept (Armenakis et al., 2007) would be influenced by the various 

cultural elements, to predict the outcome behaviour (which is technology acceptance). 

That is, how does culture affect employees’ preparedness for change, and to what extent 

will successful change implementation (i.e. technology acceptance) be seen as resulting 

from the interaction between psychological variables of change readiness, and the culture 

of organisations? 
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Culture: Organisation 

Category: 

Successful Change 

Implementation 

(Technology Acceptance) 

Substituting the key variables of this study in the equation, this can be represented in the 

hypothesized model as found in Figure 2.1: 

2.5.3 Hypothesised Model 

The study model is presented below in Figure 2.1 that follows 

        
        

     Mediators:   
   

 

 

 

 

 

 

Figure 2. 1: Hypothesised Model 

Figure 2.1 details the key variables of interest in the study, in the form of hypothesised 

model. The thinking is that public and private universities are expected to have different 

cultures, and these culture types: (clan, hierarchy, adhocracy and market cultures) are 

proposed to influence success in change implementation through change readiness and 

organisational learning. In other words, readiness and learning are considered mediators 

in the relationship between culture and technology acceptance. The model also suggests 

that there would be a form of relationship between the type of university and technology 

acceptance; and technology acceptance is likely to further influence the culture of the 

institutions.  

These relationships are further stated in the hypotheses of this study as follows.  

 

Clan 

Change Readiness 

Private 

University 

Adhocracy 

Market 

Hierarchy 

Public 

University 

Learning Organisation 

Clan 

Adhocracy 

Market 
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2.5.4 Hypotheses 

From the model above, but based on review of related studies and study objectives, the 

following hypotheses were tested: 

H1:  There will be a significant positive relationship between change readiness and 

successful change implementation.   

H2:  Private universities will show higher readiness for change than public 

universities. 

H3:  Public universities will display characteristics as learning organisations and this 

will be significantly different from private universities 

H4:  Private universities will display significantly more characteristics of clan culture 

than public universities. 

H5:  Private universities will display significantly more characteristics of adhocracy 

culture than public universities. 

H6:  Private universities will succeed more in change implementation as compared to 

public universities 

H7:  Organisational learning will mediate the relationship between organisational 

culture and successful change implementation.    

H8:  There will be a significantly positive relationship between organisational culture 

and change readiness 

H9: Readiness for change will play a mediating role in the relationship between 

organisational culture and successful change implementation  
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2.5.5 Research Questions 

In addition to the hypotheses listed in the preceding section, the research sought to 

address the following research questions, which guided the qualitative component of the 

research:  

Research Question 1: How different (or similar) are students’ perception of change 

readiness from that of employees?   

Research Question 2: To what extent can change readiness be said to be a relevant 

factor for successful change implementation in organisations?  

 

With this, the researcher spent some time interviewing employees, and taking open-

ended responses from students to help provide answers that would serve the objectives of 

the study. Eventually, the responses from this perspective were integrated in the final 

model in terms of supporting the relevant variables. 
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CHAPTER THREE 

METHODOLOGY 

3.1 Introduction 

This chapter presents a detailed description of how the study was conducted. It begins 

with a detailed account of the research design and approach, the study setting, followed 

by a description of the key components such as the population of interest, sample frame, 

and actual sample used. It also describes the instrument used and processes involved in 

developing the various scales, with examples of some of the items found in the data 

instrument. Further, the chapter details the procedure adopted for data collection and a 

breakdown of preliminary studies as well as activities that led to collection and 

preparation of the data for analyses.  

3.2 Research Design and Approach 

The nature of the study, and the variables of interest in this study determined the 

adoption of unique strategies in line with methodology and approaches used in 

psychology that allow for structure and flexibility in collection, analysis, interpretation of 

data, as well as discussion.  

The cross-sectional survey design was used in this study. Data collection was in phases, 

beginning with quantitative surveys and ending with qualitative (interviews), in a manner 

that allowed for flexibility, clarification and that which led to achieving study objectives. 

With this approach, the intention was to test the variables of interest using large sample 

of participants, and follow up with a more in-depth consideration of a few cases for 

purposes of triangulation using interviews in the last phase of data collection. Because 

quantitative techniques were dominant, and sequentially preceded the less-dominant 
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qualitative techniques in this study, the design can also be described as the QUAN→qual 

design (Johnson & Onwuegbuzie, 2004; Morse, 1991). That is, the study made use of 

quantitative techniques as the main technique for data collection and analysis 

(represented by upper-case QUAN), compared with qualitative (represented by lower-

case, qual).  

 

Generally, it has been observed that scientific studies are carried out using two distinct 

approaches based on polarized schools of thought: post-positivist quantitative and 

constructive qualitative research (Bartholomew & Brown, 2012). However, there are 

others who advocate the use of mixed methods, which can be said to have emerged from 

blending the polarized thoughts in such a way that the weaknesses of one is offset  by the 

strength of the other (Molina Azorín & Cameron, 2010; Tashakkori & Teddlie, 1998). 

The current study was conducted using the mixed method because this helps in 

addressing the research problems of this study. Moreover, one of the variables in the 

current study is organisational culture, which can be studied using either qualitative or 

quantitative approach (Cameron & Ettington, 1988; Cooke & Rousseau, 1988; Rousseau, 

1990; Schein, 1990). This was one of the reasons for choosing a flexible method, the 

mixed method. 

 

It should also be noted that the use of qualitative approach in this study does not in any 

way suggests that it is a requirement, but probably because it is sometimes a little 

complicated to quantify culture as a construct (Cameron & Ettington, 1988). As an 

example, interviews can be used together with questionnaires, in studying how structural 

change could influence aspects of climate of relationship in British boarding school 

(Pettigrew, 1979). 
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The literature on organisational culture reveals that most studies conceptualize culture in 

a manner that makes it relatively easy to link studies with qualitative approaches and 

tools (Bellot, 2011). Several studies on organisational culture used some form of 

qualitative approaches (Puplampu, 2004, 2012) and strategies that usually dominate in 

the process are observations and interviews. Some of the reasons often cited for the use 

of qualitative methodology were attempts to make for the lapses inherent in the use of 

the other opposing method (quantitative approach). For instance, some researchers argue 

that the use of quantitative instrument in studying and measuring the construct of culture 

may not be appropriate for the reason that very important details that form key parts of 

understanding culture are likely to be lost (Bellot, 2011). To take care of such a 

challenge, it is important to use some qualitative approach to get the participants who are 

knowledgeable about their culture to describe it in detail by responding to in-depth 

interviews. It should however be noted that using strictly qualitative approach is likely to 

pose some threat to comparing different institutions which may have entirely unique 

cultural elements.  

 

Basically, the mixed method is an integral means to asking complex psychological 

questions without imposing Western norms and ignoring contextual factors 

(Bartholomew & Brown, 2012), and the rationale is to serve as the bridge between 

strictly quantitative and purely qualitative approaches. This choice has nothing to do with 

taking-sides in the seemingly world views about “the best approach” for research. The 

present study has taken cognisance of the view that the choice of an approach and of 

methodology for data collection has some influence on the choice of test for data 

analysis, interpretation and discussion of the study.  

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



95 

 

Furthermore, some researchers have proposed utilising multiple methods in studies in 

order to engender more complete understanding of variables especially within cultural 

contexts (Church & Katigbak, 2002; Diaz-Loving, 2005; Kim & Berry, 1993). For 

instance, Duncan (1989) reportedly used a combination of observation, interview and 

questionnaire in studying culture. It is also common to find several other sub-disciplines 

in psychology (and related fields) using the mixed methods (Gelo, Braakmann, & 

Benetika, 2008). Some of these include, cross-cultural psychology (Harkness et al., 

2006; Karasz & Singeli, 2009), and developmental psychology (Harkness et al., 2006; 

Yoshikawa, Weisner, Kalil, & Way, 2008). It is interesting to note further that a stalwart 

in psychology and cognitive development in children, Jean Piaget, is reported to have 

made use of relevant research methods such as interviews, observations and quasi-

experiments, in the course of his groundbreaking investigations (Müller, Carpendale, & 

Smith, 2009).  

Basically, the flexibility it provides, and the need to engage in deeper exploration of 

issues concerning the culture variable constitutes the reasoning behind the combine use 

of the qualitative and quantitative approaches in the current study. 

3.3 Research Setting 

The study was carried out in ten (10) universities made up of five (5) public and five (5) 

private universities in Ghana. These are institutions of higher learning, with key 

objectives of engaging in services that reflect teaching, learning, research as well as 

consultancy services. The two main groups involved are:  

(i) Public universities (universities under Government of Ghana subvention) 

including University of Ghana, University of Cape Coast, Kwame Nkrumah 
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University of Science & Technology, University of Education Winneba, and 

the University for Development Studies.  

(ii) Private universities (selected) include: Valley View University, Central 

University, Methodist University, Islamic University, and Wisconsin 

International University.  

The inclusion criteria: Affiliation and religious background of these universities were 

held constant, that is, selection was not based on religious orientation or affiliation with 

other institutions; the major variable of concern is sector: either public or private. 

Moreover, for inclusion, a university should have been in existence for at least ‘five (5) 

years’ as an accredited University/University College in Ghana. This is because the study 

is about culture and change, and so it is assumed that an organisation should have a 

history and a people who can be said to be knowledgeable insiders, to relay information 

about culture and change (Cameron & Ettington 1988; Schein, 1990). Finally, one 

criterion is the willingness of the university to participate in the study. This is because it 

is possible for a university to have all the above mentioned attributes but may not have 

the interest to take part in the study. Therefore, following informed consent, those 

universities willing to participate gave the go-ahead for this study to be carried out using 

the employees and students.  

3.4 Sample and Sampling Technique 

Using a combination of convenient and stratified sampling techniques, a sample of 

public and private universities in Ghana, made of five (5) public universities and five (5) 

private universities. It should be noted that for this study, the unit of analysis is the two 

groups of universities: public and private. The targeted individuals came from academic 
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staff, non-teaching staff, and students. The inclusion rule was for each university to have 

been in existence for at least five (5) years, and individual participants should have spent 

at least 2 years in the university on the basis that in some instances, culture can be said to 

be a reflection of society (Hofstede, 1980) and historical events (Cameron & Ettington, 

1988). This at least ensures that the participants have some knowledge of what their 

institutions are about, in terms of the mission and vision, and operations of the entire 

institution. What this means is that, institutions of higher learning and the people within 

should have created some history in the course of time, to have been selected for the 

study, making them knowledgeable insiders enough to provide responses to questions in 

the course of data collection.  

 

The use of stratified and convenient sampling was to ensure adequate representation of 

these stakeholders of the institutions. For the surveys, out of the targeted participants of 

about 700 males and females, the researcher expected 350 from public universities and 

about the same number (350) from the private universities. Of the 700 questionnaires 

that were administered, 468 were returned and used in the study. This represents a 

response rate of approximately 67%. This excludes the personal interviews of 60 

employees. The following table summarises the distribution of participants who actually 

took part in the studies: 

Table 3.1: Summary of Sample Characteristics: Employees   

 Gender Age Tenure Staff Employees (by 

Type of Univ.) 

Dimension M F Min Max Min Max Academic  Admin Public Private 

Frequency 128 57 32 71 2 27 92 93 111 74 

Percentage 69% 31% - - - - 50% 50% 60% 40% 

Total number of employee respondents: 185 (This category excludes 60 employees 

interviewed) 
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In Table 3.1, a total of 185 employees responded to the questionnaires, and this exclude 

interviewees. Specifically, 128 males and 57 females were involved, and the age range 

was 32 years to 71years. For purposes of the study, the inclusion criterion in terms of 

number of working years in the university is 2years, and it was observed that some of the 

respondents worked for a maximum of 27 years. In terms of category of workers in the 

universities,   there were 92 teaching staff and 93 non-teaching staff among the 

respondents, constituting 50% each from these categories. For the type of university, the 

respondents were 111 representing 60%, and 74 representing 40% for public and private 

universities respectively.  

 

For purposes of running the interviews, sixty (60) male and female workers of public and 

private universities were selected purposively. Participants have been working in their 

respective universities for at least two years (i.e., in line with the inclusion criterion for 

all participants of this study). In terms of categories, there were 30 teaching- and 30 non-

teaching staff, across faculties, departments and institutes and for both public and private 

universities. These have been presented in Tables 3.2 and 3.3 that follow. 

Table 3.2: Demographics of respondents interviewed (Employees: By Gender only) 

     Gender 

Public Universities 

(Total of 5) 

Private 

Universities 

(Total of 5) 

Total 

     Males 15 15 30 

     Females 16 14 30 

     Total 31 29 60 

 

In table 3.2, fifteen (15) males each were interviewed in the public and private 

universities. With respect to female interviewees, sixteen (16) were selected from the 

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



99 

 

private universities and fourteen (14) from public universities. The demographics for the 

ranks and work categories of the interviewees are displayed in Table 3.3 that follows.  

Table 3.3: Demographics of Respondents Interviewed (Employee: By Work 

Category) 

   Work Category Public Universities 

(Total of 5) 

Private 

Universities 

(Total of 5) 

Total 

   Teaching Staff 15 15 30 

   Admin. Staff 17 13 30 

   Total  32 28 60 

 

In Table 3.3, irrespective of gender and type of university (public or private), a total of 

15 teaching staff were each interviewed in both public and private universities. These 

included lecturers, senior lecturers and professors, who have spent at least two (2) years 

of working life in their respective universities, either public or private. 

 

Table 3.4: Summary of Sample Characteristics: Students 

 Gender Age Student Level Faculty Students (by Type 

of Univ. 

Dimension M F Min Max Undergrad Grad Humanities Science Public Private 

Frequency 165 118 23yrs 41yrs 187 96  195 88 152 131 

Percentage 58% 42% -- -- 66% 34% 69% 31% 54% 46% 

Total number of student respondents: 283  

With regards to students, a total of 283 students from both public and private universities 

participated by completing open-ended questionnaires. Of this number, the ratio was 165 

(58%) and 118 (42%) for males and females respectively. There were 187 undergraduate 

students, and 96 graduate students, constituting 66% and 34% respectively. This 

generally gives 152 and 131 students for public and private universities respectively, 
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making it 54% students from public universities as against 46% from their private 

counterparts.   

3.5 Basis for Selecting the Stakeholders for the Study  

The stakeholders in this study are academic/research staff, administrative staff and 

students. It is important to mention that assessing change readiness and evaluating 

change implementation success can be done in so many ways. Studies show that very 

few models have been developed for predicting the extent to which organisational 

change outcomes could be successful or not. Therefore, it is the practice for some 

consultants to engage mainly top management (and rarely non-managerial employees) in 

their attempt to assess the extent to which a particular change programme is successful or 

not. This has its own shortcomings, resulting in hue and cry among practitioners and 

theorists, leading to the conscious search for a more comprehensive approach for 

assessing success. One of such strategies is what Freeman (1984) called the stakeholder 

theory, which resonated with several researchers in diverse fields such as corporate 

(social) responsibility (Buchholz & Rosenthal, 2004), and business ethics and project 

management (Turner & Simister, 2000). To establish some bases that success in 

organisational change implementation could be depended so much on the support that 

comes from various stakeholders, studies further show that in the area of change 

management, the stakeholder theory has found favour (Peltokorpi, Alho, Kujala, 

Aitamurto, Parvinen, 2008; Trader-Leigh, 2002), hence the choice to engage not only 

managerial staff in the current study, but also the administrative, academic staff and 

students, as key stakeholders of university education. 

 

What constitutes ‘stakeholder’ is relative, but in a change project, a stakeholder could be 

seen as “any group or individual who can affect or is affected by the implementation of 
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the change project” (Freeman, 1984, as cited in Peltokorpi et al., 2008, p.419). 

Therefore, the current study draws on Freeman’s (1984) and Peltokorpi et al.’s (2008) 

conception, and considers the key stakeholders in university education as important in 

both the assessment of readiness for change, organisational culture and successful 

change implementation.  

 

Moreover, Savage, Nix, Whitehead, and Blair (1991) have it that within organisational 

contexts, especially where the stakeholders involved are active, knowledgeable and 

interdependent, it is important to observe practical stakeholder relationship management. 

This is a reflection of what the case is in university environment, especially when it has 

to do with change initiatives in these knowledge generating institutions.  

For this study therefore, three (3) stakeholders, namely (i) lecturers/researchers, (ii) 

administrative/support staff, and (iii) students, were identified and sampled for the study 

across the two broad categories of public and private universities.  

3.6 Measurement/Instrument/Scales 

The instruments used for data collection had a blend of qualitative and quantitative 

characteristics. Mainly, interviews and questionnaires were used for data collection 

sequentially, and complementarily.  

This study used two different sets of questionnaires: one for a group of university 

employees made of lecturers, researchers and administrative/support staff members. The 

other set was designed purposely for soliciting information from students. However, 

there were some similarities between these two separate sets of instruments, which are 

detailed later in this section. 
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3.6.1 Survey for Employees 

The questionnaire designed purposely for employees was made of five (5) sections. The 

first, Section A, sought the demographics of participants, including gender, age, type of 

institutions (that is, public- or private-university), employment type (that is, whether full- 

or part-time), section (that is, humanities or sciences), tenure, job role 

(academic/administrative), and frequency of meetings within a duration in academic year 

(semester or trimester).  

 

Section B of the survey instrument presented the subscale on organisational culture. This 

scale measures four types of institutional cultures, and was developed by Cameron and 

Freeman (1991). It has been used in previous studies on institutional effectiveness 

(Cameron & Ettington, 1988; Fjortoft & Smart, 1994; Smart & Hamm, 1993; Smart, Kuh 

& Tierney, 1997; Smart & St. John, 1996; Zammuto & Krakower, 1991). The four 

culture types captured in the subscale are clan, adhocracy, hierarchy and market 

cultures. In all, the scale contains 16 items, with each culture type having four (4) items. 

Each item is a reflection of the various core elements such as the institutional 

characteristics, institutional leadership, institutional “glue”, and institutional emphases. 

Some of the items include the following (refer to Appendix A for the full scale):  

 

(i) This institution emphasizes human resources. High cohesion and morale are 

important.  

(ii) The glue that holds this institution together is formal rules and policies. 

Maintaining a smooth-running institution is important here 

(iii)This is a very formalized and structured place. Bureaucratic procedures 

generally govern what people do  
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The Cronbach alpha values for the subscales are as follows: Clan Culture= .76; 

Adhocracy Culture = .78; Hierarchy Culture = .78; and Market Culture = .50.  

This scale was originally administered in a way that asked participants to rank four 

items, by dividing 100 points among the four statements, based on the extent to which 

each item describes their institution. However, for purposes of this study, the Likert-type 

scale was used.  

 

Respondents were asked to respond to the statements based on a rating scale ranging 

from 1=Strongly Disagree to 7=Strongly Agree. 

 

Section C presents the measure for learning organisations. In order to assess the extent to 

which universities can be said to be learning organisations, the Dimensions of a Learning 

Organisation Questionnaire (DLOQ) was used. The principles of DLOQ informed the 

choice of questionnaire by Holyoke et al. (2012) when they did a study on selected 

public and private colleges and universities in the United States. It is a 7-item scale on 

Organisation’s Learning Culture developed by Marsick and Watkins (2003), and assesses 

the extent to which members in the various universities engage in sharing experience 

among themselves, and how this can facilitate institutionalization especially before and 

after change implementation. It has items that reflect three main levels: individual level, 

team/group level, and organisational level. Some of the items include: (i) In my 

organisation, people spend time building trust with each other; (ii) My organisation 

recognizes people for taking initiative; (iii) In my organisation, leaders continually look 

for opportunities to learn. The Cronbach alpha was .88. 

Respondents were asked to respond to the statements based on a rating scale ranging 

from 1=Strongly Disagree to 7=Strongly Agree. 

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



104 

 

Section D presents the change readiness measure. Change Readiness in this study was 

assessed using the Organisational Change Recipients’ Beliefs Scale developed by 

Armenakis, Berneth, Pitts and Walker (2007). There are 24 items and 5 dimensions in 

the scale, defined below: 

1. Appropriateness: The appropriate corrective action taken to help eliminate the 

discrepancy identified. This subscale has 5 items. 

2. Efficacy: The perceived capability of implementing the change initiative, or the 

belief that they are capable of executing the new behaviours required by the 

change initiative. There are 5 items in this subscale. 

3. Discrepancy: A difference between current and desired state (e.g. performance). 

This helps legitimize the need for change. This is made of 4 items. 

4. Valence: The attractiveness (from the change recipient’s perspective) associated 

with the perceived outcome of the change (e.g. benefits, rewards, gain-sharing). 

This subscale is made of 4 items.  

5. Principal Support: The influence of, or support from, change agents (e.g. 

immediate superiors, colleagues, etc.) and opinion leaders on people who are 

affected by a change situation introduced in the organisation. One basis for 

including this dimension to this study is the thinking that leadership and their 

beliefs/mind-sets have been observed to have significant influence on what they 

choose and the approach they may adopt when thinking and solving problems 

(Hambrick & Brandon, 1988). And so where they decide to provide the necessary 

support, or where the people to be affected by the change initiative believe that 

they will get the support they deserve from the leadership, the tendency is for 
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them to be ready, and subsequently accept the change initiative. There are 6 items 

in this subscale. 

 

Participants were given options to choose from the changes that reflect technology 

acceptance, and which have direct bearing on their work (or in the case of students, their 

studies). Specifically, they responded to the items in the questionnaire based on one or 

more of the following change situations in their universities at least in the past two years: 

 

(1) The use of computer system and the Internet in teaching and learning efforts, as well 

as for administrative work; (2) the use of computer system and Internet for student 

admissions, sharing information within (and outside of) the institution; (3) using 

information and communication technology to change administrative procedures so as to 

remove “administrative bottlenecks” (e.g. regarding procurement, promotion/tenure 

procedures, salary issues, etc.); (4) using information technology for expansion of 

university’s overall objectives for wider coverage and strategies reflecting income-

generation (e.g. Distance Education, Weekend/Sandwich programmes, Short-Courses for 

‘non-academic people’, etc.). 

The intention was to get change paradigms that would be seen as common to the 

participating universities, and the above change descriptions were arrived at following 

personal observation about the universities, and informal discussions the researcher had 

with individuals in the participating institutions, prior to designing the instrument. Some 

of the items in the scale include:  

 

i. I believe the change initiatives would have a favorable effect on our 

procedures of doing things.  

ii. We have the capability to successfully implement changes in this university.  

iii. The majority of my respected peers were dedicated to making the changes 

succeed.  
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Respondents were asked to respond to the statements based on a rating scale ranging 

from 1=Strongly Disagree, to 7=Strongly Agree. 

From the responses, a global score was computed for the analysis. This is in line with the 

views of the scale developers (Armenakis, Berneth, Pitts and Walker (2007) when the 

authors indicated that the scale can be used together with other subscales, or the 

individual dimensions can be taken to stand alone.  In developing the Change Recipient’s 

Belief Scale, the authors observed that for internal consistency, the coefficient alpha was 

0.89 for the scale.   

 

Section E of the questionnaire details items on technology acceptance as a measure of 

successful change implementation. The scale was developed along two perspectives: 

content and process. The content aspect focuses on technology acceptance model (since 

the study specifies technological changes). This brings out the behavioural and cognitive 

construct dimensions. This scale is made up of a key variable reflecting behavioural 

intention to use technology. The three (3) key items for technology acceptance are: 

i. I intend to continue to use the new technology in the future.  

ii. I expect that I would use the new technology in the future.  

iii. I plan to use the new technology in the future. 

 

The Cronbach alpha was .92 for this scale. 

Respondents were asked to respond to the statements based on a rating scale ranging 

from 1=Rarely True, to 5=Always True. 

Interview Guide Used for Employees. 

In addition to the survey questionnaires, interviews were conducted using qualitative 

techniques. These and other questions used for the interviews were generated as a 
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sequence, that is, after the quantitative data was analysed. The rationale is that the 

findings from qualitative analysis will serve as a form of triangulation. Among others, 

the specific questions used in the interviews include:  

 

1. What would you say is the culture in this university, generally? ( I mean the 

critical behaviours or issues defining the way and manner people do things in this 

university) 

2. Given the culture you just described and the way ICT/IT is advancing 

everywhere, how is the university ready to embrace any technological changes? 

(that is using ICT for teaching, administrative work, etc.). 

3. For the number of years that you have been working here, what  specific 

readiness programme has been carried out by university authorities, prior to 

introducing change programmes (like ICT use etc)  

4. To what extent do the people in this university share experiences about what 

works well OR what does not work well for them? Please explain your 

response. 

(Refer to the Appendix for the full set of questions) 

3.6.2 Survey for Students 

Like the questionnaire for employees, that for students was designed in five (5) sections. 

The first, Section A, sought the demographics of participants, including gender, age, type 

of institutions (that is, public- or private-university), level, section (that is, humanities or 

sciences), and number of years in university.  
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Section B presents the cultural aspects, from students’ perspectives. This requested that 

each student indicates (in an open-ended questionnaire) the extent to which they see their 

universities as cultural entities. Some of the questions include: 

 

1. I see my university as (PLEASE CHOOSE ONE):  

procedures (which can take a lot of time to complete).  

 

ii  

 

2. If there is something you have observed about your university, what would that be, in 

terms of:  

i. What holds the people together (lecturers, administrators, students)?  

  

ii. What does your university predominantly care about? (Choose one):  

a. People  

b. Formal rules and policies  

 

Section C of the students’ instrument sought to find out about organisational learning 

issues in universities, using open-ended questioning style. Some of the questions 

included: 

(i) Do you see anything in your university which points out to you that workers in 

the university (lecturers and administrative staff) communicate with each 

other, concerning the things that ‘work well’ and those that ‘do not work 

 

Explain your response:  

(ii) Are there any mistakes that have been repeatedly occurring in the university, 

 

Explain your response: 
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In Section D, students were given some guidelines in terms of how they should think 

about change situations, and based on that, assess the readiness of their respective 

universities. For instance, the following provides the guidelines, and the line of 

questioning: 

Guidelines: Thinking about your university, provide responses that reflect the extent to 

which your university is ready for change, and provides a conducive environment for 

innovation to take place, especially in the area of:  

i. Using computer system and the Internet in teaching and learning efforts, 

as well as for administrative work;  

ii. Using computers and Internet for Admission, sharing information within 

(and outside of) the institution;  

iii. Using information technology to change administrative procedures so as 

to remove “administrative bottlenecks” (e.g. to improve the process of 

academic registration, viewing statements and examination results online, 

etc.).  

 

The following are some of the questions each student was asked to respond to, and 

provide explanations for:  

1. With respect to any of the above, how do you see the university as a whole in 

terms of how people are willing and ready to accept change?  

 

2. Is your university well-prepared for the future, given the advanced 

 

Explain your response 

They were provided adequate writing space to respond to the questions freely but 

focusing on the guidelines provided them.  

The final section, Section E sought to find out the level of technology acceptance from 

the point of view of students, regarding their respective universities. The scale is the 

same as the one used for the employee participants. It sought to bring out the behavioural 
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and cognitive construct dimensions, and is made up of a key variable reflecting 

behavioural intention to use technology. The items are: 

i. I intend to continue to use the new technology in the future.  

ii. I expect that I would use the new technology in the future.  

iii. I plan to use the new technology in the future. 

 

The Cronbach alpha was .92 for this scale. 

Similarly, participants were asked to respond to the statements based on a rating scale 

ranging from 1=Rarely True, to 5=Always True. 

3.7 Pre-Data Collection Procedure 

Data collection was done through different means, but basically using the mixed method 

(i.e., a combination of qualitative and quantitative methods, sequentially and 

simultaneously). At this stage, different sets of data were collected: pre-data collection, 

and the main data collection (using survey questionnaires and interviews). 

3.7.1 Instrument Standardization and Validation Process 

The readiness scale as developed by Armenakis et al. (2007) was validated using the 

Hinkin and Tracey’s (1999) approach. With this, the respondents, made of 18 PhD 

students were purposively selected to rate each of the 24 items on the proposed scale. 

The idea was for the respondents to provide objective ratings on the extent to which the 

various items make relevant contribution to the dimensions as found in the scale, that is, 

to indicate whether the individual statements are consistent with the intentions of the 

scale developers. These responses were then subjected to analysis for significance, as 

suggested by Hinkin and Tracey (1999) and Hinkin (1998). The response alternatives for 

rating were on a Likert-type scale, ranging from ‘not at all’ to ‘completely’ consistent 
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with the dimension for which the item was initially developed. In line with what Hinkin 

and Tracey (1999) suggested, the items were defined to have the same meaning as the 

original developers intended, placed strategically on each page to provide a kind of guide 

for the respondents, but the arrangement of the items were randomised such that the 

respondents would have to read them and based on their understanding and expertise in 

defining variables, indicate the consistency of the item with the dimension of their 

choice. In the process, the data were analysed using the one way analysis of variance 

(ANOVA) to establish the content validity of the items “by comparing the item’s mean 

rating on one conceptual dimension to the item’s ratings on another comparative 

dimension” so as to find out the extent to which the mean of an item is “statistically 

significantly higher on the proposed theoretical construct” (Hinkin & Tracey, 1999, p 

181). The validation process showed that the scale is a good one, hence the decision to 

use it. The details are given in Table 3.5 that follows.  
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Table 3. 5: Mean Ratings From Content Adequacy Assessment (Change Readiness) 

Using Hinkin & Tracey’s (1999) Approach. (One-Way ANOVA, with Duncan’s test 

of Multiple comparison). 

Scale 1 (PS) 2 (D) 3 (A) 4 (E) 5 (V) 

PS1 4.33 1.28 1.72 1.89 1.94 

PS2 4.11 1.50 2.56 1.28 1.28 

PS3 4.78 1.39 1.44 1.28 1.17 

PS4 3.94 1.39 1.44 1.67 2.00 

PS5 4.94 1.44 1.56 1.61 1.33 

PS6 5.00 1.39 1.33 1.94 1.72 

D1 1.33 4.28 2.83 1.50 1.72 

D2 1.17 4.61 2.28 1.50 1.78 

D3 1.28 4.33 2.50 1.78 1.94 

D4 1.67 4.35 3.22 1.94 2.06 

A1 1.67 2.50 4.56 2.11 3.22 

A2 1.67 2.33 4.26 1.78 3.19 

A3 1.44 2.11 4.78 1.50 2.11 

A4 1.50 2.22 4.56 1.44 1.72 

A5 1.28 3.11 4.17 1.78 2.33 

E1 1.22 1.00 1.33 4.78 1.50 

E2 1.28 1.39 1.33 4.72 1.67 

E3 1.33 1.50 1.94 4.61 1.61 

E4 1.67 2.33 1.94 3.89 1.78 

E5 1.78 2.00 1.78 4.78 1.50 

V1 1.17 1.89 2.72 1.78 4.17 

V2 1.28 1.39 1.33 1.61 4.50 

V3 1.22 1.78 1.67 2.33 3.83 

V4 1.11 2.33 1.83 1.83 4.89 

N=18 PhD students. 

 

In Table 3.5, bold items indicate consistency with the original construct. PS=Principal 

Support; D=Discrepancy; A=Appropriateness; E=Efficacy; V=Valence. It should also be 

mentioned that the number attached to an item (e.g, 1 in PS1) indicates the order (in this 

case, 1st) in terms of arrangement in which it appeared in the questionnaire. 

 

With respect to the subscales for measuring culture, preliminary data were collected 

using interviews and open ended questionnaires. The objective was to talk with selected 

stakeholders in order to establish which cultural variables to be included in the survey 
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(questionnaire). Separate preliminary data were collected from the various participating 

universities for purposes of gaining an insight into their respective cultures, and to help 

in fine-tuning the culture scale in preparation for the main data collection. This gave the 

researcher an understanding of what dimensions to include in terms of culture, and what 

change initiatives to envisage that could run through all the participating universities, for 

purposes of the study. With this in mind, the researcher avoided imposing a particular 

change initiative from any particular institution; rather, selected members from each of 

the participating institutions, presented their versions of what changes were going on, 

and how the culture is like (in their views) at the time of data collection. These were 

direct interviews and a minimum of 5 individuals were interviewed in each of the 

institutions, generating a total of 75 for the preliminary data collection. Participants were 

contacted in their various institutions. Their responses were analysed and the summary is 

as follows: 

Table 3.6: Summary (Pre-data collection) analysis of responses 

Stakeholder 

Category  

Key culture items identified Change Initiative 

Observed 
Remarks 

 

Questions  

Name any three (3) things 

associated with your university 

in terms of culture: 

What change situations 

do you currently find 

yourselves in, as a 

university? 

 

Students 

Official; personal; bureaucratic 

approaches; foreign influence; 

belief; delays in getting 

information; lack of 

maintenance; attitude. 

ICT development; 

internet; Wi-Fi 

development; physical 

structures; systems and 

policies. 

 

Common items 

were considered 

in designing the 

questionnaires 

for use in the 

main data 

collection 
Employees 

One family; values; morals; 

bureaucracy; collaboration with 

parents/guardians; belief; 

administrative bottlenecks. 

Lecture presentation 

formats; need for 

constant power supply. 

N=75 

Following from the analysis of the pre-data collected, a set of scales were selected and 

modified to suit the study objectives. This was how the process unfolded in establishing 
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the validity and reliability coefficients of the instruments (the respective coefficients are 

reported above, in this chapter).  

For the main data collection, introductory letters were then prepared and sent to the 

various administrative authorities, to seek consent for data collection. Specifically, the 

Registrars of the universities were contacted and consent was sought from the 

administration/management of individual universities, after which questionnaires were 

administered to the participants.  

After the questionnaires were administered, and data analysed, another set of interviews 

were conducted to capture issues that were missing from the questionnaire administration 

stage. It was also to triangulate and to seek to reveal deeper meaning in the data (Patton, 

2002). 

Since issues of culture are better handled with inclusion of the people concerned, in 

addition to the data gathered using questionnaires, separate interviews were scheduled 

and held with selected employees, as a way to add some richness to the main data 

collected. 

The qualitative process which lasted for (averagely) an hour, involved voice-recording of 

semi-structured interviews. The participants responded to questions on the culture of 

their respective universities, and how this affects change readiness of the people and the 

university. This was also related to technology acceptance in the various universities. 

Efforts were made to get a diversified set of respondents, cutting across different 

disciplines and geographical locations.  
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A strategy was further adopted in the process of interviewing, for instance, to ask the 

participants questions that seek elaboration or better explanation in cases of ambiguities 

or inconsistencies in the responses.  This went on till it became very clear what the 

respondents wanted to say, and the interviewer was satisfied with the responses. 

3.8 Main Data Collection Procedure 

For purposes of data collection for this study, two main areas were discussed in this 

section: sequentially, quantitative data were collected before the qualitative aspects. For 

the quantitative data, questionnaires were used and the duration spanned three (3) 

months. Employees in the various universities were contacted in their offices to complete 

the instruments instantly (for those who are willing). Many were those who requested to 

return the questionnaires at a later date, and this dragged on for weeks per participant. 

Generally, the average time participants used in responding ranged from a day to two 

weeks, especially for the private universities which are all based in one region, the 

Greater Accra region. The contact persons in the private universities were mainly the 

Registrars, who assisted by giving the consent, and giving the lead as to who the 

academics and administrative staff were. For instance, in a typical private university, the 

Registrar would mention one academic, who then gets the others (per the request of the 

researcher), so that there is representation in terms of the departments, orientation (Arts, 

Science, Business etc.).  

 

For the public universities, the researcher travelled to the locations, outside of the capital. 

For instance, the employees of the University for Development Studies (UDS) were 

contacted by the researcher visiting Tamale, and spending ten working days in the 

process of data collection. The same process was adopted for data collection from 
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employees in the Kwame Nkrumah University of Science and Technology (KNUST) in 

Kumasi, University of Cape Coast (UCC) in Cape-Coast and the University of 

Education, Winneba (UEW).   The University of Ghana, Legon was one location where 

it took several days to collect data. The challenges were much felt in Legon compared 

with the rest of the universities. It must be mentioned that concurrently, students were 

contacted for them to complete the open-ended questionnaires designed for them. 

Three (3) months after the quantitative data were collected were analysed, the researcher 

proceeded to collect qualitative data (in the form of interviews) in all the participating 

universities.  The essence of conducting the qualitative study in this study is to make a 

follow up on issues arising from the quantitative data analysis. Approximately one (1) 

month was used in the interviews of participants in public and private universities 

located in Accra. That is, thirty-six (36) participants were interviewed in Accra, made of 

employees in five private universities and one public university. The remaining, twenty-

four (24) participants were the four public universities outside of Accra: UDS, KNUST, 

UCC and UEW. This makes a total of sixty (60) interviews from all the ten (10) 

universities—six (6) employee interviews conducted per university. It should be 

mentioned that these interviewees had not taken part in the initial study (i.e., the 

completion of the questionnaires). 

For the interviews, voice recorders were used and the data transcribed for analysis using 

thematic analysis procedures as described in the results section of this study. Each 

participant was contacted, and agreed on the process: recording the interview for 

purposes of this research. Each interview lasted averagely 60 minutes  
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3.9 Ethical Considerations 

The study observed the basic principles involved in treating participants and the research 

community fairly and honesty. It began with seeking the consent of the participating 

universities and the respondents prior to data gathering exercises. Participants were also 

assured confidentiality and their rights to quit the study without any cost to them. Their 

identities and privacy were kept under anonymity, asking them not to indicate their 

names or any codes that could be linked to their names when completing the 

questionnaires. Regarding the interviews, their consents were sought, individually, and 

their biographical introduction in terms of their names, and positions of work, were all 

done prior to using voice recorders for the interview sessions.  The research material 

used, in terms of journals, books, and articles were duly acknowledged and properly 

referenced in line with American Psychological Association (APA) requirements and the 

guidelines of the School of Graduate Studies, University of Ghana. In reporting the 

findings no mention was made in reference to any particular university, instead, the 

universities were put together as belonging to either public or private universities. 
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CHAPTER FOUR 

RESULTS 

4.1 Introduction 

The study seeks to determine the extent to which change readiness would relate 

organisational culture, and how this relationship will affect technology acceptance 

(which, in this study, is the measure of change implementation success in universities). 

This study combined qualitative and quantitative techniques in data collection and 

analysis. For the quantitative aspect, all the well-completed questionnaires 432 

(submitted by 184 employees and 248 students across public and private universities in 

the country) were statistically analysed using the Statistical Product and Services 

Solution (SPSS) version 20. Below are the findings and related interpretations. 

 

4.2. Empirical Study 1 

The analyses were done separately for three related studies: Study 1 on employees using 

quantitative data, Study 2 using qualitative data from employees and Study 3 done on 

students, using qualitative data. They are related because the variables were the same, but 

the content of the instruments differed, and the strategy for collecting responses from 

these groups slightly varied from each other. As a result of using a combination of 

qualitative and quantitative approaches in data collection, the analysis deployed selected 

statistical tests from either side. With the quantitative analysis, the initial descriptive 

statistics (means and standard deviations) preceded appropriate inferential statistics, such 

as Pearson’s Product-Moment Correlation, Hierarchical Multiple Regression and 

Multivariate Analysis of Variance (MANOVA).  Further, with the qualitative data, a 

separate set of interviews conducted were analysed using Thematic Analysis following 

the suggested steps provided by Braun and Clarke (2006). 
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4.2.1 Descriptive Statistics 

Table 4.1 : Reliability and Descriptive Statistics of Study Variables 

Variable Means SD Cronbach α Skewness Kurtosis 

Learning Organisation 31.85 8.91 .88 -0.67 -0.47 

Change Readiness 128.39 16.42 .89 -0.61 -0.19 

Technology Acceptance 12.40 2.22 .92 -0.37 -0.85 

Organisational Culture: 75.25 16.92 .91 -0.71 0.00 

Adhocracy Culture 17.64 5.38 .78 -0.55 -0.31 

Market Culture 18.92 3.88 .50 -0.47 -0.37 

Hierarchy Culture 20.62 4.75 .78 -0.74 0.89 

Clan Culture 18.21 5.35 .76 -0.53 -0.30 

Sample Size=185, S.E of Skewness = 0.36 

To test for reliability of the scales, Cronbach alpha (α) values were calculated for all the 

subscales, and results range from .50 to .92 as found in Table 4.1. These values are 

strong enough to conclude that there is high internal consistency in the responses of 

participants concerning constructs. The skewness and Kurtosis are in the acceptable 

levels.   

The following table presents a Pearson’s Product-Moment Correlation matrix for all the 

study variables. From the Table 4.2 that follows, it is observed that only change 

readiness that has a significant positive relationship with successful change 

implementation, measured as technology acceptance (r = .217, p<.05). The other 

variables did not show significant relationship with technology acceptance. All the other 

variables indicated a positive relationships with each other. 
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Table 4.2: Correlation Matrix of the Study Variables 

 

1 2 3 4 5 6 7 8 

1. Clan Culture 1 

       2. Adhocracy Culture .781** 1 

      3. Hierarchy Culture .629** .648** 1 

     4. Market Culture .625** .697** .687** 1 

    5. Org. Culture .891** .906** .840** .838** 1 

   6. Org. Learning .647** .670** .429** .506** .648** 1 

  7. Change Readiness .434** .458** .446** .468** .503** .491** 1 

 8. Tech. Acceptance 0.028 0.061 0.131 0.022 0.119 0.028 .217* 1 

** Correlation is significant at the 0.01 level (2-tailed). 

   * Correlation is significant at the 0.05 level (2-tailed). 

   

The following table presents the mean scores on the variable for both public and private 

universities. 

Table 4.3: Mean Scores of Public and Private Universities on the Study Variables 

Variable Institution Type Mean SD 

Learning Organisation Public University 30.94 9.22 

 Private University 32.86 8.25 

Change Readiness Public University 126.34 18.05 

 Private University 130.45 14.16 

Technology Acceptance Public University 12.45 2.29 

 Private University 12.02 2.27 

Organisational Culture:    

Adhocracy Culture Public University 16.82 5.98 

 Private University 18.77 4.33 

Market Culture Public University 18.37 4.18 

 Private University 19.73 3.26 

Hierarchy Culture Public University 20.32 5.62 

 Private University 21.08 3.53 

Clan Culture Public University 17.34 6.20 

 Private University 19.60 3.87 
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In Table 4.3, descriptive statistics show some differences in the scores obtained by 

respondents in both public and private universities. For instance, with respect to learning 

organisation, the mean score for respondents in public universities is 30.94 (SD=9.22) 

and that of their counterparts in private universities is 32.84 (SD=8.25). For change 

readiness, the mean for public universities is 126.24 (SD=18.05) whereas the score for 

private universities is 130.45 (SD=14.16). For organisational culture, there were different 

mean scores on the various culture types, as obtained by the respondents in public and 

private universities. For instance, the means for adhocracy culture were 16.82 (SD=5.98) 

and 18.77 (SD=4.33) respectively for public and private universities; and those for clan 

culture were 17.34 (SD=6.20) and 19.760 (SD=3.87) respectively for public and private 

universities. 

It should be noted that the differences observed may not necessarily be statistically 

significant, and so to determine whether these differences are enough to warrant any 

decision as to support the hypothesis or not, a multivariate analysis of variance 

(MANOVA) was conducted, and the results displayed in Table 4.4.  
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Table 4.4: MANOVA of Type of Institution on: Culture, Change Readiness, 

Learning Organisation and Technology Acceptance 

Source Dependent Variable Sum of Squares III df Mean Square F Sig. 

Institution Learning Organisation 109.309 1 109.309 1.402 0.239 

 

Change Readiness 502.084 1 502.084 1.836 0.178 

 

Technological Acceptance 5.516 1 5.516 1.06 0.305 

 

Adhocracy Culture 112.605 1 112.605 3.928 0.05 

 

Market Culture 54.84 1 54.84 3.746 0.055 

 

Hierarchy Culture 16.896 1 16.896 0.715 0.399 

 

Clan Culture 150.284 1 150.284 5.245 0.024 

Error Learning Organisation 9357.814 120 77.982 

  

 

Readiness 32824.515 120 273.538 

  

 

Technological Acceptance 624.558 120 5.205 

  

 

Adhocracy Culture 3439.796 120 28.665 

  

 

Market Culture 1756.636 120 14.639 

  

 

Hierarchy Culture 2835.236 120 23.627 

  

 

Clan Culture 3438.24 120 28.652 

   

From Table 4.4, analysis shows that the hypothesis Private universities would show 

higher readiness for change than public universities is not supported [F(1,120)= 1.84, 

p=0.18]. This means that there is no significant difference between public and private 

universities in terms of change readiness. Eta square (.015) shows that type of university 

contributed about 1.5% of variance in terms of change readiness. Pillais’ Trace value of 

0.075 also shows that no significant difference in change readiness existed between 

public and private universities. 

 

It was further revealed from the data that there is no significant difference between 

public and private universities regarding the extent to which they are seen as learning 

organisations [F(1,120)=1.40, p=0.24]. Therefore, the data did not support the hypothesis 
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which states that there would be significantly higher tendency of organisational learning 

in public universities than in private universities. Eta square (.012) shows that type of 

university contributed about 1.2% of variance in terms of learning organisations. Pillais’ 

Trace value of 0.075 also shows that there is no significant difference between public 

universities and private universities on this variable. 

 

However, public and private universities were found to differ significantly on two types 

of organisational culture: adhocracy and clan cultures. It was observed that public and 

private universities were significantly different in terms of clan culture [F(1,120)=5.25, 

p=0.02]. Therefore, the hypothesis that Private universities will display significantly 

more characteristics of clan culture than public universities was supported. Eta square 

(.042) shows that type of university contributed about 4.2% of variance in terms of clan 

culture, and this is statistically significant.  

 

Similarly, statistically significant difference was observed between public and private 

universities in terms of adhocracy culture [F(1,20)=3.93, p=0.05]. This is an indication that 

the data support the hypothesis that Private universities will display significantly more 

characteristics of adhocracy culture than public universities. Eta square (0.032) shows 

that the type of university contributed about 3.2% of variance, in terms of adhocracy 

culture. 

 

Data analysis further reveals no significant difference between public and private 

universities [F(1,20)=1.06, p=0.31] on technology acceptance (that is, change 

implementation success). Eta square (0.009) shows that the type of university 
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contributed about 0.9% of variance, in terms of technology acceptance, and this does not 

support the hypothesis that private universities would succeed in change implementation 

as compared to public universities.  

 

As shown in Table 4.2 (that is the correlation matrix), a statistically significant positive 

relationship was observed between organisational culture and leaning organisation 

(r=0.648, p<0.01). Based on Cohen’s (1988) interpretation of strength of correlation, a 

significantly large correlation was observed between organisational culture and learning 

organisation. This correlation indicates 42% of shared variance, meaning that 

organisational culture explains 42% of the variance in respondents’ score of learning 

organisation. 

 

Further, it was observed that there is a significant positive relationship between 

organisational culture and change readiness (r=0.503, p<0.01), reflecting a significantly 

large correlation (Cohen, 1988) between the two variables. This supports the hypothesis 

which states that Organisational culture would significantly influence readiness for 

change in public and private universities. This correlation indicates about 25% shared 

variance, that is, culture explains about 25% of the variance in respondents’ score of 

change readiness. This indicates that the culture of an organisation could play a role in 

the extent to which people in the organisation are ready for change. It could also indicate 

that readiness for change can influence the culture of an organisation.    

 

Analysis further shows significant positive relation between learning organisations and 

readiness for change (r=0.491, p<0.01), reflecting a significantly medium correlation 
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(Cohen, 1988) between the learning organisation (as a variable) and change readiness. 

This correlation indicates about 24% shared variance, that is, readiness for change 

explains about 24% of the variance in respondents’ score on learning organisations. This 

shows that these two variables influence each other—change readiness could be said to 

have significant influence on the extent to which organisations learn, and vice versa.  

 

Again, it was observed that there is a significant positive relationship between change 

readiness and technology acceptance (r=0.217, p<0.05), reflecting a significantly small 

correlation (Cohen, 1988) between the two variables. This correlation indicates about 

4.7% shared variance. This indicates that the where readiness is created before the 

introduction of change initiative, such as the use of technology in work settings, there is 

the tendency for the people to accept such a change and work with it. It could also mean 

that where a people have accepted technology, it makes them ready for future change 

situations in organisations. 

 

To further explore the mediating role of change readiness and learning organisation, 

between the independent variable, organisational culture and the dependent variable, 

technology acceptance, a series of regression analyses were conducted, and the results 

displayed in Table 4.5 and Table 4.6. 
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Table 4.5: Summary of Hierarchical Multiple Regression for the mediating effect of 

Learning Organisation on Organisational Culture-Technology Acceptance 

relationship 

Model 

 

B Std. Error β  Sig 

1 (Constant) 11.024 0.834 

 

.000 

 

Organisational Culture 0.018 0.011 0.134 .103 

2 (Constant) 11.074 0.856 

 

.000 

 

Organisational Culture 0.02 0.014 0.153 .156 

 

Learning Organisation -0.008 0.028 -0.03 .78 

Dependent Variable: Technology Acceptance 

   From Table 4.5, the first model was not significant [F(1,148)=2.60, p=0.103] indicating 

that organisational culture did not significantly predict technology acceptance (β=0.134, 

p=0.103). When learning organisation was introduced, no significant relationship was 

observed between organisational culture and technology acceptance. Thus, learning 

organisation did not significantly mediate the relationship between organisational culture 

and technology acceptance (β=0.153, p=0.156). In terms of contribution, the mediator 

accounted for 0.1% (∆R2=0.001) of the variance in organisational culture and technology 

acceptance relationship. Thus, the mediation model was not significant [F(2,147)=1.38, 

p=0.255]. Therefore, the hypothesis that Organisational learning would mediate the 

relationship between culture and change implementation (technology acceptance) was 

not supported. 

In testing the mediating effect of change readiness on the relationship between 

organisational culture and technology acceptance, (see Table 4.6) a three-step procedure 

was followed as suggested by Baron and Kenny (1986). 
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Table 4.6: Summary of Regression Analysis for the mediating effect of Change 

Readiness on Organisational Culture-Technology Acceptance relationship 

Step Predictor Criterion B S.E. Beta Sig. 

1 Organisational Culture Change Readiness .488 .074 .503 .000 

2 Organisational Culture Technology Acceptance .016 .012 .123 .171 

3 Organisational Culture 

Change Readiness 

Technology Acceptance .001 

.032 

.013 

.014 

.007 

.231 

.946 

.025 

Note: Sobel Test for significant mediation shows: Z=6.25, p<0.00 

At Step 1, change readiness (the mediator) was regressed on organisational culture (the 

independent variable). Organisational culture was found to be positively related to 

change readiness (β=0.503, p=0.000). At Step 2, technology acceptance (the dependent 

variable) was regressed on organisational culture. At this step, organisational culture 

failed to significantly predict technology acceptance. Although the procedures suggested 

by Baron and Kenny (1986) require a significant relationship between the independent 

variable and the dependent as a condition for mediation analysis, other scholars have 

recently argued that such a condition is not necessary (Hayes, 2009; Rucker, Preacher, 

Tormala, & Petty, 2011). Hence, the analysis proceeded to the third step, where 

technology acceptance was regressed on both organisational culture and change 

readiness. At this step, change readiness (β=0.231, p=0.025) positively predicted 

technology acceptance, while the standardized beta for organisational culture decreased 

compared to the beta value at Step 2, which suggests the presence of the mediating 

effect. Sobel Test for significant mediation shows that the mediator, change readiness 

significantly transmits the influence of organisational culture to the dependent variable 

which in this case is successful change implementation (Z=6.25, p<0.00). Given that the 
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relationship between the independent variable (organisational culture) and the dependent 

variable (technology acceptance) was not significant at the final step, these results 

indicate that change readiness fully mediated the relationship between organisational 

culture and technology acceptance. These are displayed in Table 4.6. 

 

Therefore, the hypothesis that readiness for change would play a mediating role in the 

relationship between organisational culture and successful change implementation 

within organisations was supported.   

4.3 Empirical Study 2 

The interviews conducted with employees were analysed using the thematic analysis, 

and this constitute empirical study 2 of this study. The analysis of qualitative data 

proceeded in the six-phase outline guide for thematic analysis articulated by Braun and 

Clarke (2006), and these are explained here. First, there was familiarisation with data. At 

this phase, all the recorded individual interviews were transcribed verbatim, the 

transcripts read vis-a-vis listening to the recorded interviews so as to correct possible 

problems of omissions and typographical errors in the transcripts. The transcripts were 

read and re-read, and initial ideas were noted, creating necessary background for the 

analysis. In the next phase, the initial codes were generated. Here, the interesting features 

were coded systemically, collating data related to each code. Next, the researcher 

engaged in searching for themes, during which all the generated codes were collated into 

potential themes, and all relevant data brought together under each potential theme. Then 

the themes were reviewed. That is, the researcher verified if the themes work in relation 

to the coded extracts and the entire data set. This led the researcher to generate a 

thematic ‘map’ of the analysis. In the phase that follows, that is, defining and naming 
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themes, the researcher continued with the analysis by refining the specifics of each theme 

and the general story the analysis was telling, which culminated in the generation of clear 

definitions and names for each theme. The last phase as advocated by Braun and Clarke 

(2006) is for the report to be produced. With this, the researcher selected vivid and 

compelling extract examples, analysed the extracts and related the analysis to the 

research questions and literature. 

4.3.1 Summary of Responses 

The qualitative aspect of this study was sequentially carried out in order to provide 

confirmation (or otherwise) of some of the findings obtained in the data analysis 

resulting from the responses to the quantitative survey instruments. From the initial 

(quantitative) data analysis, it was observed that readiness for change plays a mediating 

role in the relationship between organisational culture and technology acceptance, and 

this was set to be triangulated by interviewing selected participants across all the 

participating institutions. This was confirmed after the interviews. For instance, it was 

found that where employees are made aware of a particular change initiative, there is a 

greater tendency for success in implementing this change, compared to situations where 

no awareness was created, and therefore the people to be affected by the change 

initiatives are not ready for the change. This was captured in the responses by some of 

the participants in both public and private universities. For instance, in a public 

university, it was found that readiness is created in the form of workshops organised to 

introduce change initiatives, by way of implementations.  

“Personally, for example … I know [that] workshops are organized for lecturers 

and administrators…on how to search for information… and based on that if [one 

has] any difficulty [they] can contact [the] coordinators [to be] told what to do. 
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…So the readiness [creation] is there [and] occasionally there are workshops to 

update [us]” (T3).  

In a different public university, a common response to the question about readiness 

creation and the relationship with change implementation was  

“…I’m aware that there are constant capacity building workshops organised by 

the ICT Directorate for certain segments of the university, like the secretaries, 

heads of department, [for them] to be able to use [ICT] for online admissions, do 

online result submission etc… If a workshop is not organized, a brochure or [an 

appropriate] template is prepared to show the procedure or an online forum is 

created and a number of emails are exchanged on the internet platforms to enable 

people understand [what to do]…therefore to that extent, there is some measure 

of preparation [prior to change introduction] (Interviewee : A Public University). 

 The response pattern is not different regarding private universities. In response to a 

question requiring a specific example of change readiness programme undertaken, the 

following was given:  

“I would talk about the ICT sector as an area for change. We used to process 

students’ results in excel, however, there is a system called “post” – a programme 

that a software developer was contracted to develop for us. So you key in the 

results, after which you press a button, then it goes to the head of department, 

then he also forwards it to the dean, then it is vetted before it is pasted. … before 

that was implemented, all staff [members] were taken through a training 

programme to get us to be familiar with the software so that there wouldn’t be 

complaints or there would be minimal complaints. … occasionally, members of 
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staff are taken through ICT training especially on how to browse in respect of 

research and publication, right? – where to get what and how to do it. … So there 

are a lot of programmes and efforts to really catch up with the world, yeah 

(Interviewee: (T6) A Private University). 

Moreover, between public and private universities, it was observed from the quantitative 

data that there were significant differences in terms of clan and adhocracy types of 

organisational culture. The interviews further confirmed these findings.  Moreover, 

following the qualitative data analysis, it was observed that culture has a role to play in 

technology acceptance.  

Table 4.7: Results from Thematic Analysis of Employee Interviews 

Theme Cluster Theoretical explanation of the 

clusters 

1. Indispensability of ICT in 

Universities 

 ICT and Nature of Work in 

Universities 

 ICT and learning in 

Universities 

Organisations (e.g. universities) 

need to change the way they do 

things, using advanced technology 

especially in this era: Burke (2011); 

Lewin (1947); Schein (1987). 

Technology Acceptance Model: 

Straub, Keil & Brenner (1997) 

2. Creating Change Readiness 

in Context 

 Role of leadership  

 Human Resource Readiness 

Armenakis et al., (2007); Salancik 

and Pfeffer (1978); Lam and 

Schaubroeck (2000); Principal 

support, role of opinion leaders in 

change initiatives could influence 

attainment of change goal 

3. University culture and 

change implementation 

 Perceived facilitating 

cultural factors 

 Perceived inhibiting 

cultural factors (e.g. delays 

by practice and procedures)  

Cameron & Freeman, 1991; Denison 

& Mishra, 1995; McKenna, 2012; 

Pettigrew, 1979; Schein, 2004; Van 

den Berg & Wilderom, 2004.  

Bureaucracy and performance  
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4.3.2 Descriptions of Major Themes  

Data analysis of the 60 respondents generated 3 major themes as described below.  

(i) Indispensability of ICT in Universities: 

 This theme reflects the awareness of the complex connection between ICT and the 

nature of work in the universities in contemporary times. The incorporation of ICT in the 

work of universities has become important so much that today, one of the key indicators 

for rating universities include penetration of ICT in the core organisational work 

schedules in participating universities worldwide. The awareness of this link by the 

workers interviewed provided an important premise for how they perceive their 

universities in readiness for change and innovation. In one excerpt, the interviewee 

explains: “…if you are not using ICT much, your programmes won’t be up to standard ( 

T4). Another excerpt captures this succinctly: “All the administrators of the universities 

certainly know that technology is something we cannot do without” (Interviewee: A 

Public University). “…. a university without well-functioning Internet connectivity—how 

would  you expect staff to conduct research?. Yeah, that is the backbone of what we do 

as academicians”. (Interviewee: A Private University).  

To emphasize the importance of ICT in facilitating all aspect of the nature of the work in 

the universities, another participant mentioned “Being an academic institution, majority 

of the systems and structures are enhanced by ICT infrastructure” (Interviewee: A 

Public University) 

(ii) Creating Change Readiness in Context:  

The awareness of the link between ICT and the nature of University work in the 

contemporary world is followed by a more important orientation towards creation of the 
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right context and setting to welcome this new paradigm of ICT inspired university work 

culture. The expression of views on the need for readiness creation is found in the 

extracts in the following perspectives: readiness in terms of physical ICT Infrastructure 

and Human Resource. 

Infrastructure: Readiness in terms of ICT infrastructure can be noticed in ICT 

architectures; laboratories, computers, laptops, projectors and internet installations as 

captured in these extracts: “Here we are with a laptop which is used to process 

examination results…..so you have your projector, you have your laptop, you prepare 

notes in PowerPoint, you deliver…… (Interviewee (T6): Private University). “We have 

student application for admissions online, student’s records, student’s results are 

published online” (Interviewee (T3): A Public University). “We have a modern lab with 

a number of computers all hooked online” (Interviewee (T8): A Public University). “We 

have modern computer lab, we are also about finishing a network installations in all 

offices”,…. (Interviewee (T7): A Public University. All these extracts describe the 

material efforts put in by university authorities in an attempt to get advanced technology 

introduced into the universities to ensure actualize the change vision but also practically 

demonstrate technology acceptance in the work culture. 

 

Human Resource: This subtheme describes programmes and actions that are geared 

towards increasing the capacities of staff; both academic and administrators in creating 

readiness for the ICT driven change. An illustrative voice emphasized “well, for us we 

have been having workshops. Recently we had a workshop on assessing information 

online or something [we were trained] by the librarian…Somewhere this year there was 
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also a workshop for assistant registrars, on presentation skills, how we can use 

PowerPoint and those things to deliver (Interviewee (T3): A private University). 

(iii) University culture and change implementation 

Perceived facilitating cultural factors: This theme looks at aspects of the 

organisational culture that supports the ICT driven change. Sub themes generated under 

this theme include democratic setting and welcoming worker initiative drives. The 

democratic setting is about what happens about the prevailing culture of the institution in 

terms of how decisions are made and the leadership style adopted by the top hierarchy in 

taking and implementing decisions. Democratic culture reflects openness, transparency, 

people centeredness and participation. The existence of such a culture was found to 

facilitate the needed change towards Technology acceptance. This democratic culture is 

further strengthened by ICT mediated platforms for sharing of information. For example; 

“I think in this university, because of our intranet systems, email platforms, things are 

always discussed. People encounter problems and raise them on this 

platform”…….(Interviewee: (T4), Public University). “There are, yeah for instance we 

have email systems that we use a lot and now for sudden information, we quickly pass 

them through the email system” (Interviewee: (T1), Private University). The democratic 

setting is also found to be aided by the use of committee system in decision making 

process where people get to participate at various level in the decision making and 

implementation process as captured by this illustrative voice. “You know the University 

is a committee system. So basically everything is based on committee decision and when 

the committee decides then the information is passed onto the departments and then the 

various heads of department, various deans would meet  to find a way of going around 

and how to implement those decisions” (Interviewee: (T1), Private University). 
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Regarding established orientation practice, the subtheme reveals the availability of 

institutional procedures that are formalized and aimed at orienting hired staff about the 

culture and practices of the school. Gleaning from this is the assumption that an 

organisation ready to accept technology in its operations would incorporate ICT 

prorammes and policies and programme underlying their operation into its orientation 

programmes. This view is elucidated clearly by some of the voices; Once we receive 

appointment letters for the teaching staff, the quality assurance unit of the university 

organizes a full week course during which the appointed teaching staff gets equipped to 

do his job. (Interviewee: (T5), Public University). 

 

It is worth noting however that such programmes also target current staff members when 

new programmes are being introduced as illustrated below.  

I know that the ICT Directorate...I am aware there are constant capacity building 

workshops organized for certain segment of the University like secretaries, heads of 

department to be able to use online admissions, online results 

submission….(Interviewee: (T4), Public University).  

Well I know my university organizes training for the teaching staff especially when they 

wanted to introduce Kewell software which was supposed to be used for outside lecture 

room, assignment and submissions and the like. (Interviewee: (T4), Public University) 

Welcoming worker initiative drives: This subtheme touches on aspect of the culture of 

the universities that encourage, support and encourage individual initiatives. That is in an 

era where technology has become the order of the day and individuals are being 

innovative in the use of technology to promote wellbeing, productivity, efficiency etc, it 
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was the view that existence of such a culture could facilitate the technology acceptance 

and implementation. For example a participant admitted; “ people are allowed, 

individuals are allowed to take initiatives so as to generate or come up with innovative 

ideas about how to do things” (Interviewee: (T6), Private University). 

One of the things that we do is to organize workshops, not only teaching, but organize 

workshops for people in industry so if you are an expert in a particular area, just put 

together a module to be advertised by the school after which you would deliver and have 

a percentage; you have a percentage from that (Interviewee: (T6), Private University). 

ii. Perceived Inhibitory Cultural Factors 

This sub-theme encompasses the perceptions of both academic and administrative staff 

of the public and private universities (involved in the present study) as to those elements 

of the organisational culture of the universities which inhibit successful change 

implementation. Specifically, respondents identified two main factors in this regard: 

undue delays in practice and procedures, and inadequate key performance indicators.  

Undue Delays by Practice and Procedures: Although the need for change is identified 

and planned, undue delays inhibit the successful implementation of the change. 

According to an informant, “sometimes there are delays in the way things are done: you 

have to wait for certain decisions to be taken and you have to go strictly by that. So 

things are not done as fast as it should be” (Interviewee: (T2), Public University).  As to 

the basis of this delays, another informant had this to say, “bureaucracy, I think that is 

the order of the day, everything here would have to go through a certain channel and we 

respect it a lot” (Interviewee: (T1), Private University). These assertions point to the red 

tape situation that is usually associated with bureaucracy in universities. Before an 

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



137 

 

organisational change is accepted and implemented, practices and procedures in terms of 

decision making, resource allocation among others must go through various levels of the 

organisational hierarchy. Consequently, undue delays ensue thereby inhibiting the 

successful implementation of change within time. 

Inadequate Key Performance Indicators: This refers to inadequate or the unavailability 

of systems of measurement on the basis of which workers can assess their own 

performance on an organisational change programme. “Sometimes workers themselves 

are not even able to assess their own performance because they don’t even know the 

indicators. So sometimes they try to work ... but then you’re not sure whether you’re on 

the right track” (Interviewee: (T1), Private University). The indication here is that when 

workers involved in an organisational change programme implementation are not aware 

of the key performance indicators (guiding the change of interest) with which they can 

fairly and meaningfully assess their performance, they become uncertain as to the extent 

of their individual contributions to the change implementation process. 

Differences between Private and Public Universities in terms of Change Readiness and 

Organisational Culture. 

Four subthemes naturally emerged from the data pointing out the differences between 

private and public universities in terms of change readiness and organisational culture: 

governance system, organisational structure, capitalization and alienation. 

Governance System: The subtheme of governance system covers the leadership and 

decision making process which exists in the private and public universities involved in 

this study. According to an interviewee in a public university: 
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“The university [operates] a committee system. So basically everything is based on 

committee decision and when the committee decides the information is passed onto the 

departments and then the various heads of departments and deans will meet to agree a 

way of going around how to implement those decisions. So it is assumed that if a head of 

department or a dean attends a meeting and a decision is taken he is supposed to be the 

spokesperson for management ... So if he comes down and the department has reactions 

they can write back to the chairman of the academic board and then the views will be 

taken again at the academic board committee meeting (Interviewee: (T3), Public 

University). 

Similarly, another interviewee in a public university mentioned that: 

“The university system is segmented into committees so that in whichever committee you 

find yourself or even where you do not belong to any committee you still have your 

department so that anything you see which you think needs to be improved upon, you can 

channel it to the central administration through your head of department. Then the 

central administration would identify the appropriate committee to look at it. So once the 

committee accepts it, normally they’ll even call you to come and throw more light on it” 

(Interviewee: (T1), Public University). 

That public universities operate on committee system implies that in public universities 

leadership and decision making processes are shared between top management and lower 

rank staff. Every staff is a member of a committee or at least belongs to a department and 

as such has a stake in participating meaningfully in the decision making process. 
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However, in private universities the leadership and decision making process appears to 

be the preserve of top management and unit heads. Organisational leadership and 

decision processes are not shared. According to an interviewee: 

“You know, we have classes: the management at the top and we the staff, down. It has 

always been from top to bottom and not from bottom to top. If it comes from top, it will 

work but if it is from down then it won’t work” (Interviewee: (T10), Private University).  

Another interviewee in a private university said, “…most of the people ‘up there’ who 

take the decisions are very old, yeah … most of our professors, very old and there is a 

gap” (Interviewee: (T6), Private University). It appears that on the hierarchy of private 

universities, workers (often constituted by young people with academic qualification less 

than PhD) occupy the base and are not permitted to contribute to or share in the 

leadership and decision making processes of the university while top management (often 

made of the relatively old with PhD qualifications and professorial statuses) occupy the 

peak of the hierarchy and are solely in charge of leadership and decision making 

processes. Therefore, unlike the case of public universities, the approach of leadership 

and decision making processes in private universities is non-shared and top-down in 

nature. 

Organisational Structure: Closely linked to the issue of governance system is the theme 

of organisational structure. Organisational structure in this context relates to the various 

formal procedures, pathways and channels through which information (regarding 

organisational change and change initiatives) are circulated within the hierarchy of the 

organisation. The absence of formal organisational structure and procedures for initiating 

change (especially by workers) appears to inhibit change readiness in private 

universities. A private university worker mentioned that:  
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“unfortunately we don’t have formal procedures for presenting ... ideas ... but the thing 

is that the ideas will work best if there are procedures to present them to the authorities 

or the board to analyse them. The truth is that sometimes we have innovative ideas and 

the ideas die in our heads because they don’t go far because we don’t have process for 

presenting them” (Interviewee: (T7), Private University).  

The foregoing assertion suggests that in private universities workers with innovative 

ideas are unable to channel their ideas to the appropriate quarters for consideration (and 

possible implementation) because formal structures and procedures for such purposes are 

non-existent. The implication is that such ideas are only discussed informally among 

workers or that such organisational change innovative ideas remain unshared between 

workers and the organisation.  

In contrast, another interviewee stated that, “when you go to the public universities the 

structure you see will convince you” (Interviewee: (T9), Private University). Formal 

structures and procedures are not a problem in public universities largely because they 

operate on the committee and decentralization system where formal avenues exist to 

welcome organisational change novel and innovative ideas of workers. 

Capitalization: This refers to how universities are able to fund organisational change 

(ICT) programmes. The emphasis is on internally generated funding and external 

financial support. According to a respondent,  

“For the private universities, in as much as they wish to have the architecture and ICT 

installation, they are also constrained by the cost involved. However, for the public 

universities because they are subsidised by the government, they have a better way of 

acquiring some of these things” (Interviewee: (T8), Private University). 
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Similarly, another interviewee lamented as follows, “our student population is not even 

up to 2000; it is about 1300 or 1500...our fee is also very low” (Interviewee: (T9), Public 

University). These excerpts appear to suggest that with regard to financing organisational 

change programmes, especially those related to ICT, public universities are able to 

achieve much success because they have government subventions and budgetary support, 

plus, they are able to internally generate enough funds through fees paid by their large 

numbers of students. However, meeting the financial cost of installing ICT facility and 

implementing an organisational change in the area of ICT in general is a challenge to 

private universities. Private universities are, to a large extent, unable to internally 

generate enough funds in addition to their inability to attract constant external support 

from government or other sources. 

Alienation: The theme of alienation is another basis for distinguishing public universities 

and private universities in terms of organisational culture and change readiness. 

Interviewees, particularly staff in private universities involved in this study, shared 

opinions on how they feel with respect to the relationship between top management and 

staff at the lower end of the hierarchy. According to an interviewee in a private 

university,  

“They are there! And we are here! We find ourselves detached from those at the top, so 

when it comes to issues like ICT and some other things, yes, avenues are created for 

them to listen but as to its implementation, problem” (Interviewee: (T6), Private 

University).  

The working relationship gap between lower rank staff and top management in private 

universities appears to have created a sense of alienation on the part of the lower rank 
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staff thereby making the lower rank staff further develop and express apathy with respect 

to taking initiatives at work. 

On the other hand interviewees at the public universities expressed more positive 

working relationship between top management and lower rank staff. In response to a 

question regarding the nature of the working relationship between top management and 

lower rank staff at public universities, an interviewee stated that:  

“...It’s cordial ... The system that we generally run here doesn’t even create that kind of 

separation. Although we respect the ranks, it doesn’t in any way create a division... So I 

can go to the prof at any time” (Interviewee: (T1), Public University). 

 

4.4 Empirical Study 3: Students’ Perspective 

The focus of Study 3 is on students’ views of what the cultures of their universities are, 

and how they see their respective universities as either being ready for change or not, and 

the extent to which the universities accept technology. This is set to leverage readiness 

for change among employees.   

4.4.1 Formalized Organisational Culture 

This theme is related to the lived experiences of students of the culture of their respective 

universities. Analysis of the various responses by students in respect of questions relating 

to the culture of their universities reveals that, generally, public universities are seen as 

organising and arranging their processes and procedures within a fixed, formalised 

structure. Thus, the university work environment can be described as a much formalized 

place where everything is done through particular procedures (which can take a lot of 

time to complete, sometimes). This type of culture prevails in most of the universities 
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and was characterized by a more formal interpersonal relationship guided by strict 

adherence to formal regulations. A number of the respondents in public universities 

(about 75%) gave the indication that “The university is a much formalized place so 

interaction among people is very formal” (Respondent: Public University, R 8). A 

student in another university describes the culture as “extremely formal and regimented” 

(Respondent: Public University, R 6). The suggestion here is that various segments and 

stakeholders within the university community are held together by formal rules and 

policies. This culture is found generally to be characteristic of most of the public 

universities and the influence of bureaucracy becomes very apparent in some aspects of 

school life as revealed again in one of the voices: “My school has a formalized culture, 

there is no free interaction among staff and students, there is undue delay in the release 

of examination results and preoccupation with emphasis on maintenance of the rules and 

policies of the school more than the people” (Respondent: Public University, R 190).  

 

In a related development, this type of culture was re-echoed by other respondents from a 

public university: “Ours is a formalized culture; life can be boring in school, internet 

connectivity is very slow, the only thing that sustains life and makes it exciting at times is 

academic and religious activities. There is more emphasis on rules than on people 

(Respondent: Public University, R 063). The demerits of such a culture was found to be 

degenerative to the relationship between the staff and students due to over reliance on 

rules, to the extent that people-issues are not given the needed attention, as illustrated in 

a voice that follows: “We have a formalized culture, there is increased gap between 

teachers and students, slow information dissemination and more emphasis on formal 

rules and not the people (Respondent: Public University, R 081). The implication, 
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however, is that due to the regimented nature and the ‘red tape’ associated with this 

culture, official processes (including communicating change initiatives) can be slowed 

down due to the various mandatory stages involved. Although relationships are 

established in an atmosphere of cordiality, undue bureaucracy militates against speedy 

and judicious exploitation of the benefits that come with the use of ICT. Where 

available, ICT and more especially internet connectivity is slow. As a result, information 

dissemination is also slow. For example, a student acknowledged that “getting official 

information is very slow as one has to go through a lot of pain before getting the 

information of interest” (Respondent: Public University, R 8). Another student puts it 

more vividly, thus, “getting hold of information is very difficult, for instance, when it 

comes to getting your result slip and other related academic documents as a student” 

(Respondent: Public University, R 7). “There are delays and problems associated with 

student results, transcripts and registration for re-sit examinations. It is just too difficult 

to get through all these kinds of problems, delays and pressure” (Respondent: Public 

University, R 11).   

 

Another interesting dimension is the observation that although formalized cultural 

atmosphere may exists in the private universities, it is quite open, more congenial with a 

focus on the people and not on rules as in the public. The following is an illustrative 

view by a respondent that captures it succinctly: “Yes we have a formalized culture, but 

it’s a free atmosphere, internet connectivity is sometimes fast, love is shared and there is 

a lot more focus on the people rather than rules”.( Respondent: Private University, R 

54). This is further buttressed by other voices in the private university category: “our 

culture is more personal, it’s a friendly environment and people-centred” (Respondent: 

Private University, R 159). Although some private universities are rule oriented, their 
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atmosphere nurtures positive interpersonal relationships. For example, this is reflected in 

the voice: “Our culture is formalized, it’s a free and peaceful atmosphere but focus is on 

the rules (Respondent: Private University, R 156).  

 

It can be gathered from the foregoing that by students, that culture of using ICT has not 

fully been deployed by many universities in dealing with students-related issues (e.g., 

results, certificates and other academic records). As mentioned by a student, “some 

things are still done manually” (Respondent: Private University, R 12) in some of the 

universities thereby resulting in undue delays in formal processes and procedures. As a 

solution, some suggested that universities should “use information technology for 

admission, sharing of information, and to change the administrative procedures so as to 

remove the administrative bottlenecks” (Respondent: Private University, R 4). This 

opinion suggests that some public and private universities have not tapped the full 

potential of ICT to manage the interface between students and university administration 

so as to minimize (or eliminate) the delays and other challenges associated with the 

completely-manual system. 

4.4.2 Change Readiness for Technology Acceptance 

Generally, the students interviewed affirmed the prime importance of ICT. They have 

also revealed their willingness and readiness to embrace ICT driven change. This is 

reflected in the positive attitudes even within the context of limited or no ICT 

infrastructure. 

This theme covers students’ assessment and appreciation of the readiness of their 

universities with regard to accepting technology, that is, embracing ICT and the change 
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and advancement it brings. The theme further touches on some indicators of ICT change 

readiness (i.e., existing ICT infrastructural context, the pace of ICT change process and 

the planning of ICT change initiatives). 

The Pace of ICT Change Process: In response to how people are willing and ready to 

accept ICT change in the university, a student responded that in her university, “they are 

willing to adopt ICT but at a rather slow pace” (Respondent: Private University, R 12). 

Similarly, a student in another university observed that in his university, “people are 

receptive to ICT change but very slowly” (Respondent: Public University, R 6). It can be 

inferred that the various universities appreciate the role and potential benefits the 

adoption of ICT can accrue to a university, thus, the need to change in favour of ICT. 

However, the universities’ response to the call for ICT change and the pace of the change 

response process are perceived as slow by students. Against this background, a student 

recommended as follows: universities should, “pursue ICT aggressively by fixing broken 

ICT networks on campus and employ only people with ICT background to man it” 

(Respondent: Public University, R 12). The foregoing assertion suggests that universities 

should put in place forceful action and strategies towards a sustained ICT change process 

by adopting a maintenance culture and by employing personnel with the requisite skills 

and knowledge to manage the ICT infrastructure and IT resources in general. 

Planning ICT Change: Students’ responses in respect of questions regarding how 

university authorities should go about introducing change initiatives pointed at a sense of 

alienation on the part of the students. The views of students are not solicited and as such 

excluded in the planning and initiation of ICT change process. The change initiative 

process is not shared (to include students). According to a student, university authorities 

should “take responses from students too in planning ICT change” (Respondent: Public 
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University , R 1). To another student, “broad-based consultations should be done before 

any ICT policy change is introduced” (Respondent: Public University , R 6).  

 Learnable but un-listening orientation 

Organisations have a duty to learn in order to be innovative and remain alive. This 

tendency orients organisations to be more responsive to the needs and concerns of its 

people as well as those outside. Respondents have indicated that there is regular 

communication among employees in the various universities. However, it is not 

translated into positioning the universities as listening organisations. That is, although 

there is an admission of good relationship between the universities and the outside 

constituents, the inward constituents, made up of the students are not listened to. For 

example, majority of student-respondents in 4 of the 5 participating public universities 

(about 63%) have indicated that: There is good communication going on between my 

university and outside, but the authorities continue not to pay attention to the concerns 

[we usually raise] about short duration for our examinations; a concern which we have 

repeatedly expressed” (Respondent: Public University, R 085). Another voice revealed 

that “although frequent meetings are held among staff, the school repeatedly commits 

the problem of delay in the release of our examination results” (Respondent: Public 

University, R 188). Another voice reveals further: “the staff work together and a very 

good relationship exists between the school and the outside people, but there is poor 

information management” (Respondent: Public University R 191), indicating a lack of 

learning and sharing of experiences among staff and with the students.   

The situation is not different in the private universities.  About 51% of the student 

respondents indicated that “proper communication channels exist for the staff and an 

excellent relationship exists between the school and the outside world [but] the 
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communication channels between staff and students is very poor” (Respondent: Private 

University, R 53). This is relational issues, and is a matter of concern in private 

universities. Another voice from a private university asserts that “communication is 

regular between staff and [there is] a very good relationship exists between the 

[university] and the outside, [but] our concerns for hostels [to be constructed] to 

accommodate students is yet to be given attention” (Respondent: Private University, R 

080) 

In summary, respondents have expressed concern about the repetitive mistakes the 

universities continue to commit in spite of concerns raised by students. The students 

have however indicated that there is regular communication among staff and an average 

good relationship with the outside world. The form of communication going on between 

staff could not be work-related. What form of communication goes on between the staff, 

and does not translate into sharing knowledge about what works well, and what does not 

work well? The conclusion that can be drawn is that though there is the tendency to 

become learnable, these features outlined from the voices detract from their potentials for 

being learning organisations. 

4.5 Summary of findings 

Analysis of data shows that 5 of the hypotheses were supported, whiles 4 were not. The 

following summarises the results: 

4.5.1 Data supported the hypothesis which states that there will be a significant 

positive relationship between change readiness and successful change 

implementation.  
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4.5.2 It was observed that the hypothesis which states that private universities will 

show higher readiness for change than public universities was not supported.  

4.5.3 Data did not also support the hypothesis which states that public universities will 

display characteristics as learning organisations and this will be significantly 

different from private universities  

4.5.4 However, data supported the hypothesis that private universities will display 

significantly more characteristics of clan culture than public universities.  

4.5.5 Similarly, the data supported the hypothesis that private universities will display 

significantly more characteristics of adhocracy culture than public universities.  

4.5.6 It was further observed that data did not support the hypothesis that private 

universities will succeed in change implementation as compared to public 

universities.  

4.5.7 The hypothesis that organisational learning will mediate the relationship 

between culture and change implementation (technology acceptant) was also not 

supported.  

4.5.8 The study supported the hypothesis that  there will be a significantly positive 

relationship between organisational culture and change readiness 

4.5.9 Finally, the hypothesis that readiness for change would play a mediating role in 

the relationship between organisational culture and successful change 

implementation within organisations was supported. 
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CHAPTER FIVE 

DISCUSSION 

5.1 Introduction 

This chapter provides detailed discussions of the findings, and the implications thereof. It 

looks at the combined studies using surveys and interviews for employees, followed by 

the qualitative discussion of students’ responses, and then blends the two within the 

theoretical model of the study. It goes on to discuss the limitations and makes relevant 

recommendations for interventions, and for future research. The chapter ends with a 

summary and conclusion on the study.  

5.2 Discussion: Study 1—Employees’ Perspectives 

The present study investigates culture and readiness for change in public and private 

universities in Ghana. Specifically, the study explores organisational change readiness in 

universities (in terms of technology acceptance), and aspects of university cultures that 

tend to either encourage or inhibit successful change implementation. It further seeks to 

examine how change readiness mediates the relationship between organisational culture 

and technology acceptance as a measure of successful change implementation. Finally, a 

comparative assessment of differences in change readiness and organisational cultures 

between public and private universities was done, and the extent to which public and 

private universities can be said to differ from each other as learning organisations was 

also examined. 

In all, nine (9) hypotheses were tested out of which five (5) were supported by the data 

from this study, and the other four (4), not supported.  

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



151 

 

5.2.1 Discussing the Hypotheses 

 

H1: There would be a significant positive relationship between change readiness and 

successful change implementation.   

It was observed from the study that the first hypothesis was supported, implying that a 

positive relationship exists between change readiness and successful change 

implementation (measured as technology acceptance). This is in line with the 

observation by Lewin (1947) and Schein (1964) that it is important to have change 

readiness in place if change implementation is expected to succeed. In other words where 

the people to be affected by the change initiative are made aware and are prepared 

psychologically and behaviourally, there is the greater likelihood of success (Armenakis 

et al., 2007). It is also possible that when there is success in the implementation of 

change initiative, then the people affected by this success are likely to be willing and 

ready to accept future change proposals that can further influence the success of these 

initiatives. With this observation, the study supports the findings made by some scholars, 

to the effect that when employees are appropriately made aware before the introduction 

of a change initiative, there would be the greater likelihood of success (Burke, 2011; 

Lewin, 1947; Schein, 1987). This has the tendency of minimizing unintended 

consequences of non-readiness likely to be witnessed if they were not ready (Burke, 

2011; Lewin, 1947). It is a two-way phenomenon—the relationship could go either way, 

implying that in universities, and other organisations, the individuals and groups of 

people in the institutions are most likely going to be ready for future change initiatives as 

a result of history in achieving success in implementing similar change programmes. In 

the case of the universities, and for purposes of this study the change in question is 

technological change. Therefore, this observation, that the participants’ readiness for 
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change is positively related to technology acceptance is indicative of the possibility of 

accepting future technology-related change initiatives. It could also imply that in future, 

technology and the perceived benefits to be derived from using advanced technology in 

work and studies would make them ready for change, that is, the staff and students in 

future are likely to accept change. Acceptance to use technology is in terms of the staff 

and students using technology related devices and platforms such as computers, the 

Internet, and relevant devices (projectors, mobile phone applications, etc.) for purposes 

of teaching and administrative work, as well as using these as learning tools to achieve 

desired objectives. There is an element of motivation in this regard, as proposed by some 

scholars. There is the tendency for, people who are thinking of accepting technology to 

be motivated intrinsically or extrinsically. That is, extrinsically because of their intention 

to benefit from using this useful instrument, for performance improvement and its 

attendant benefits such as pay rise or promotion; intrinsically because of the comfort they 

may enjoy, or just for purposes of using the platform without any attached motive of 

gaining external reward (Davis et al., 1992).  

 

Being ready for change in itself could be seen as a form of motivation and commitment 

(Armenakis, Harris, & Feild, 1999; Herscovitch & Meyer, 2002) to accepting the 

proposals of leadership to introduce planned change initiatives, and this is likely going to 

elicit in the people the energy and resources they require to engage in acts and deeds that 

can reflect in the successful implementation of the change programme.      

H2: Private universities would show higher readiness for change than public 

universities. 
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In another development, it was observed that the study did not support the hypothesis 

which states that private universities would show higher readiness for change than 

public universities.  One factor that differentiates public and private organisations such 

as universities, is their profit-motives. Private universities are usually owned and 

managed by individuals (or group of individuals) and are run (sometimes) like private 

business enterprises for profit, or run as value-based organisations (e.g. religious-based 

universities), compared with public universities which are run on public purse to satisfy 

governments’ need for building the manpower of the nation. As a result, it was predicted 

that the employees of such private entities like private universities would display more 

readiness for change than public university employees especially where the change 

initiative has to do with work. However, data did not support the hypothesis.  

 

It is important and interesting to note that from the data, public and private universities 

(irrespective of their orientation) displayed relatively high levels of readiness for change, 

though without significant difference between the two groups. That is, they both showed 

willingness and readiness psychologically and behaviourally to accept technological 

change to the extent that no significant difference was observed between the two groups. 

For the public universities, the implications could be that the level of readiness could be 

as a result of individuals’ personal efforts at developing themselves especially in this era 

of globalisation and technological advancement, and the constant calls for the need for 

individuals to add value to themselves. Teaching and learning in universities, irrespective 

of their orientation, is now done mostly with the use of ICT devices such as the 

computer, and other platforms like the web-based learning and the use of the Internet for 

lesson preparation, course delivery and learning. Therefore, individual employees and 
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students in the various universities think they should be ready for the change that is 

taking place in the world of learning, hence the relatively similar levels of readiness for 

change observed in both public and private universities. 

 

H3: Public universities will display characteristics as learning organisations and this 

will be significantly different from private universities 

Furthermore, data did not also support the hypothesis which states that public 

universities will display characteristics as learning organisations and this will be 

significantly different from private universities. Learning organisations take the steps to 

share experiences in the things and procedures that work well. Even though there were 

some differences regarding the extent to which the various public and private universities 

could be described as being learning organisations, interestingly, the scores from data 

analysis show that this difference is not statistically significant. This implies that even if 

the two groups are seen as successful in their change implementation efforts, it would 

have been a little difficult for them to institutionalise and sustain the success because 

they were not learning organisations, which, as argued by some scholars (e.g., Marsick & 

Watkins, 2003) usually will share experience and knowledge in a manner that show 

support for growth. This finding implies that the things that work well are not 

strategically shared among members, departments and other units in a way that would 

move them towards achieving their goal of successful change implementation (Su, 

2006).  The lack of significance in the difference is indicative of the need for the 

universities to take steps towards consciously getting the people to share theory 

experiences in what works well and what does not work well. When this is promoted 

within the university setting, it could lead to avoidance of mistakes other might have 
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made, and also get those who have succeeded in their line of duties to share in the details 

for the benefit of other members within the organisation. Eventually, it is the 

organisation that benefits, and when this is replicated, it could ensure sustainable 

development. 

 

H4: Private universities will display significantly more characteristics of clan culture 

than public universities. 

Furthermore, the study supported the hypothesis that private universities will display 

significantly more characteristics of clan culture than public universities. Even though 

issues of culture in organisations are discussed not necessarily with the intention of 

indicating that one is better than the others (Martin, 1992), it helps bring out the unique 

differences that exist among organisations that facilitate the process of exploring the 

types of cultures that may promote successful change implementation, and those that 

tend to inhibit success when change initiatives are introduced. That is, it is possible to 

have organisations displaying differences in terms of culture types but overall culture has 

minor elements from all the four culture types (Birnbaum, 1988). Data analysis from the 

current study indicates significant differences between the two groups, public and private 

universities, in terms of clan culture but each may have little aspects of the other culture 

types. For a university to have dominant features of this type of culture it implies the 

environment encourages the interaction of members to reflect a sense of family, 

emphasising participation and shared values, to the extent that everyone knows a little 

about everyone else. The responses from participants in private universities are 

characterized by what has been described as the spirit that fosters affiliation likely to 

drive them towards achieving institutional goals (Smart, Kuh & Tierney, 1997). Within 

these universities, the tendency is to have members relating well with each other, and 
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this is likely to translate to higher levels of performance using internal morale as the 

basis (Cameron & Freeman, 1991). Employees and students alike engage in behaviours 

driven by the motivation to trust one another, and see members as belonging to one 

family. This might have been made possible because of the thinking that they agreed to 

work for an organisation with a particular value system and so the least they can do is to 

agree to be bound together by loyalty, values and traditions so they can achieve set 

objectives. For this study, four (4) out of five (5) of the private universities that 

participated are faith-based universities, and perhaps their orientation might have 

influenced the people (who are not necessarily of the same faith as the universities they 

work for, or study in). The responses suggest that the individual employees and students 

tend to feel they belong to the same family. It could also be due to the observation that 

physically there are ‘smaller’ sizes of the overall structures of private universities, with 

members likely to be physically seeing and meeting each other often, interacting and 

sharing office spaces and structures with one another, as compared with the relatively 

large sizes of the public universities. It could also be as a result of conscious efforts put 

in place by management to have members interact as much as possible, creating the 

collegiality needed in an environment that is conducive for effective academic exercises. 

Significantly, responses to the items that made up the survey and the interview guides for 

this study reveal that the participants in private universities are of the view that their 

universities can be described as personal settings of work and learning, just like the 

extended family where people share information, experience and personal details. Within 

the private universities, the responses further indicate that there is high cohesion and 

morale, which are very important features of clan cultures than there is in public 

universities. They also believe that their leadership represents various descriptions that 

reflect mentorship, maternal-caring and paternal-control system such as what happens in 
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clans/families in African setting. For the public universities, it was observed that the 

participants indicated low agreement with the statements which sought to describe their 

universities as a personal place like a family. The numerical sizes of the public 

universities, the varying areas and disciplines of study as found in public universities 

could have played a role in getting participants not to recognize their place of work and 

study as exhibiting characteristics reflecting clan cultures. For instance, in one of the 

public universities, the staff-strength is more than 2,000, with over 30,000 students. It is 

therefore realistic to consider the characteristic of the size as a major contributor to this 

observation.  

 

H5: Private universities will display significantly more characteristics of adhocracy 

culture than public universities. 

The study further supported the hypothesis that private universities will display 

significantly more characteristics of adhocracy culture than public universities. It has 

been found  that culture has a role to play in institutions’ attempt to engage in solving 

challenges that they confront in their response to external adaptation and attempts to deal 

with whatever pressure there is that emanates from within (Chaffee & Tierney, 1988; 

Schein, 1985). To show that an organisation has an adhocracy culture, is to indicate that 

the features of this organisation reflect descriptions such as dynamism and 

entrepreneurial tendencies, where the people display the willingness to stick their necks 

out and take relevant risks to ensure that the organisation achieves set goals. In this 

study, it was observed that private universities, having their orientation as mainly private 

enterprises, display attributes reminiscent of profit making organisations. They charge 

tuition fees, and engage in strategies that result in earning more than enough income to 

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



158 

 

be able to pay workers in those universities, unlike their counterpart public universities 

which receive government subventions, to cover cost of running the universities in the 

form of salaries, and related expenditures. The private universities in Ghana might be 

using business approaches and their leadership has been described in this study as 

displaying qualities of entrepreneurs and risk takers, in their effort to innovate for 

success in running the universities (Cameron & Freeman, 1991). For such an 

environment, it is possible the people see their work, learning place and management as 

facilitating commitment to innovation and development as a kind of glue that holds the 

universities together (Smart, Kuh & Tierney, 1997). It has been observed that it is also 

possible that because running public universities fall under public sector activities, they 

cannot be easily equated with productive activities in the private sector as a result of the 

inherent high levels of inter-organisational coordination that needs to be considered and 

sometimes the negotiation and conflict resolution that could be features of public 

orgainsations (Considine, 1990; Ramachandran, Chong & Ismail, 2011). 

 

H6: Private universities would succeed more in change implementation as compared to 

public universities 

Data analysis show that this hypothesis was not supported. The responses show that there 

is no significant difference in terms of the level of success in change initiatives between 

public and private universities. What this means is that in the first place, there was no 

success achieved in change implementation, that is, there is low level of technology 

acceptance in both groups of universities (i.e., the means are 12.45 and 12.02 for public 

and private universities respectively). The responses show that given the current 

situation, both public and private universities are yet to succeed in achieving the aims of 
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technological change, perhaps because of several reasons, including the observation that 

ICT infrastructure is yet rudimentary in most of the universities, and not having the right 

culture that could create the environment for success. Even though there was some 

readiness registered in both public and private universities, and there are indications that 

readiness to change is related to change implementation success, other factors could be 

accounting for the lack of success in change implementation. The result also implies that 

the difference observed in both public and private universities was not significant 

perhaps because the relationship observed between change readiness and successful 

change implementation is correlational, it does not necessarily mean that readiness for 

change will cause technology acceptance. This observation of failure to succeed in 

implementing the change is supported by earlier findings by some studies that it is not 

always the case to think that universities have what it takes for success in change 

implementation given their expertise in handling challenges. That is, it is not always the 

case, that universities will all the time achieve success in handling change initiatives 

(DiMaggio & Powell 1983, Kraatz & Moore 2002). It takes more than readiness to 

succeed; other variables could be implicated. For instance, leadership and inter personal 

relationship are possible factors especially when dealing with people in organisations. 

 

H7: Organisational learning would mediate the relationship between organisational 

culture and successful change implementation.    

The results from this study do not support the hypothesis which states that 

Organisational learning would mediate the relationship between organisational culture 

and successful change implementation. That is, the proposal that organisational culture 

could exert some influence on successful change implementation through learning 
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organisation as a middle variable was not supported. It was evident from the analysis that 

there was no significant relationship between learning organisation and successful 

change implementation, which implies a lot. In the first place, it was found that 

respondents representing their various universities did not show their universities are 

learning organisations, and this could be one of the reasons.  

 

Hypothesis 8: There will be a significantly positive relationship between organisational 

culture and change readiness 

The study supported the hypothesis which states that there will be a significantly positive 

relationship between organisational culture and change readiness. This means that in 

situations where organisational culture is conducive and provides the right environment, 

the people within a particular organisation are most likely going to be ready for change, 

which has the potential of influencing how successful the change initiative will be. For 

instance in a culture where the people see the organisation as a family setting, and see the 

leadership as parent-figures, where there is emphasis on people, such as found in clan 

culture type (Cameron & Ettington, 1988), there is the likelihood that the people and the 

organisation would be psychologically and behaviourally ready for change on the basis 

that the leadership and significant others are likely to show concern and support in the 

process of introducing the change (Armenakis et al, 2007). The thinking processes and 

the consideration that go into the decisions to be ready for change at the individual level 

to some extent can be influenced by one’s environment, and cannot be separated from 

that of the organisation (Hatch, 1993). And because one of the key elements of 

environment is cultural setting, issues of culture, the norms, values, and beliefs directly 

or indirectly have the tendency of influencing the readiness for change of a people and 

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



161 

 

the organisation as a whole, which is likely going to lead to successful change 

implementation. 

 

Specifically in educational terrain, culture has been observed to be influential to the 

extent that it has the tendency of influencing almost everything, including the willingness 

to change (Deal & Peterson, 1994). So the implication is also that where there is 

‘negative culture’ or what Peterson and Deal (1998) describe as poisonous or toxic 

cultures, there is the tendency for behaviors in educational settings to be negatively 

influenced. This study focuses on technology acceptance, and therefore with a university 

that has priorities of introducing and implementing technological changes, the culture of 

innovation would prompt them to create the necessary readiness for the change which 

then would have the potential of generating the desired outcome, technology acceptance 

to mark success in change implementation. 

 

H9: Readiness for change would play a mediating role in the relationship between 

organisational culture and successful change implementation  

The hypothesis which states that readiness for change would play a mediating role in the 

relationship between organisational culture and successful change implementation was 

supported. One of the key assumptions in this study was that appropriate cultures would 

serve as conducive environment to get people ready for change, else if the people who 

are to be affected by change initiative are not ready, it can negatively affect success in 

the change programme. This informed the formulation of the hypothesis, and this was 

supported, meaning that organisational culture through readiness for change, would have 

effect on successful change implementation. The implication is that with the appropriate 
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organisational culture type in an institution, appropriate readiness would be created prior 

to the introduction of a change initiative, and this increases likelihood of successful 

change implementation. This finding is consistent with what has been observed by Jones 

et al. (2005) who noted in their study that change readiness may be one variable through 

which organisational culture could influence the success of change initiatives. That is, 

readiness for change can be seen as a variable that plays a mediating role when 

considering strategies to understand the effectiveness of change initiatives such as 

implementing a new information system. In this case, the individual to be affected by the 

change initiative needs some form of readiness in the form of one’s perceived capability 

of implementing the change initiative, or the belief a person has that they are capable of 

executing the new behaviours required by the change initiative (Armenakis et al., 2007). 

Readiness could also be established in the form of belief that the introduction of the 

change in question (technology in the universities) is the appropriate and corrective 

measure taken to help eliminate the discrepancy identified, and to solve problems 

associated with the absence of technology. Moreover, this finding lends support for the 

observation that culture plays a role as a control mechanism that is potent in regulating 

individual and organisational behaviour (O’Reilly, 1989; O’Reilly & Chatman, 1996; 

Ouchi, 1980). In this case, with the appropriate culture, the thinking is that the right 

platform can be created for creating change readiness which will then influence the 

extent to which success would be achieved. The role of culture as an environment cannot 

be emphasised, in terms of the pivotal role culture plays when it comes to creating 

readiness for change (Schein, 2004) with the intention of achieving set goal for the 

change initiatives in organisation. Readiness in itself is influential in achieving success in 

change programmes (Armenakis, Harris, & Mossholder, 1993; Bartunek, Rousseau, 

Rudolph, & DePalma, 2006; Lewin, 1951; Schein, 1964) and so with the appropriate 
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culture, readiness will act as the medium through which the effect of culture can be felt 

on change implementation, in this case, technology acceptance. 

 

5.3 Discussion: Study 2—In-depth Interviews with University Employees 

The analysis of quantitative data reveals that change readiness mediates the relationship 

between organisational culture and successful change implementation measured as 

technology acceptance among in the various universities.  It should be mentioned that 

data from the in-depth interviews, qualitative data, confirmed this observation, pointing 

to the critical role that change readiness can play when success is the target of change 

agents, and promoters. The implication is that in situations where within an organisation, 

the employees are involved, in an attempt to make them prepare their minds before the 

introduction of change initiatives, the tendency is for them to be willing and committed 

to the implementation and this can result in success in the implementation. This is the 

observation across universities, irrespective of their orientation. For instance, for the 

respondents, readiness creation in their respective campuses come in the form of 

organising workshops to brief people on the intended change, and they believe that when 

this is continued, and done properly and constantly, it would impact the change outcome 

positively.  

 

For others, readiness creation in the form of capacity building is a right step with the 

potential of getting employees to be able to handle future change challenges. Specific 

mention was made of using ICT for online admissions and submission of examinations 

results by academic staff, among others. It is interesting to note that some of the 

respondents even mentioned the extent to which they need constant updates given the 

speed of technological advancement, and the benefits to be derived when one is ready for 
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change. For instance, if the use of ICT would relieve workers of the challenges involved 

in processing students’ examinations results in Microsoft Excel, and printing out for the 

notice board, then it is to the benefit of the workers.  

 

Moreover, using data of responses from the quantitative analysis, it was observed that 

public and private universities differ significantly on two important cultural dimensions, 

clan and adhocracy cultures. This was confirmed from the qualitative interviews, that, in 

private universities, perhaps due to the small size structurally, and the numbers in terms 

of human resources, there seems to be closeness, cohesion and feeling of being a family, 

a clan, and the assumption that the authority figures there represent parent figures, and 

having all the attributes as found to relate to clan culture (Cameron & Freeman, 1991), 

compared with what pertains in public universities.  

 

Even though the quantitative data suggests that private universities display 

characteristics of clan culture and adhocracy culture, this observation does not translate 

into making them different compared with public universities in terms of successful 

change implementation. Therefore, the hypothesis which states that private universities 

would succeed more in change implementation as compared to public universities was 

not supported. The lack of support could be accounted for by the fact that it takes more 

than having the appropriate culture to succeed; several other factors could account for 

achieving the objectives of change initiatives, including readiness, availability of 

required resources, support from change champions and the timing of introduction of the 

initiative. Issues of technology acceptance (representing successful change 

implementation in this study) can be seen as on-going processes. It is possible to indicate 

readiness for acceptance, and have the environment conducive for implementing 
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technology-related change but if the motivation is not there, it becomes difficult to 

achieve any meaningful success. In any case, success can be measured at the end of a 

programme but in the  case of technology acceptance, as conceptualised in this study, 

success is measured in accepting, using and having the intention to continue using the 

technology platforms provided as a result of the change initiatives (which themselves are 

on-going).  

 

It is important to further note that there is no contradiction in the observation that private 

universities display more clan culture tendencies than the public universities. For 

instance, the hypothesis   which states that  Private universities will display significantly 

more characteristics of clan culture than public universities was supported, and one of 

the attributes of clan culture is cordiality among between members; one would expect 

that with this attribute, the findings would paint a different picture regarding public 

universities, but this was not the case.  Rather, the data from qualitative data indicate that 

there is cordial working relationship between lower rank staff and top management in 

public universities largely. This could be due to the committee (Daniels, 1996) and 

decentralized system of governance adopted by the public universities, in which there is 

consultation, and sharing of information at meetings both at the faculty and departmental 

levels.  Further, it appears suggestive from the data that the governance system in public 

universities allows an open-door policy practice on the part of top management and high 

ranking staff in their interaction with lower rank staff members, hence the basis for 

cordiality, not necessarily clan culture in public universities. 
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5.4 Discussion: Study 3—Students’ Perspectives 

Form students’ perspective, the culture in universities is crucial for academic life. For 

public universities, the observation is that they seem to organize and go about their work 

behaviours in a framework that can be described as fixed and formalized structure, where 

almost every activity, in terms of decision, disbursement of funds and interaction with 

lower level constituents like students are dictated by a formalized system, with little 

flexibility, depicting attributes of hierarchical culture or bureaucratic culture (Cameron & 

Ettington, 1988). That is, a more formal interpersonal relationship is what obtains in 

public universities, compared with their private counterparts. This is the case to the 

extent that some would describe the culture of public universities as extremely formal 

and regimented. Probing further, the indication was that the environment in which 

specifically lecturers deal with student-related issues is too formal, perhaps because of 

the concern about rewards and punishments. Students on their parts also have the feeling 

that they would want to avoid being victimized, and so respond appropriately, staying in 

their shelves, but respond to a few academic staff who are outgoing and wiling to engage 

in some form of ‘socialization’ (going for drinks, and occasional visits for guidance, 

etc.). This clearly indicates that to a large extent, the glue that holds the various units and 

stakeholders together is that of formal rules, policies, sanctions, and all the attributes 

associated with a hierarchical culture as described in Cameron and Ettington (1988). This 

has the tendency of negatively influencing social life on campuses, as indicated in the 

data, that because the culture is formalized, life can be boring in school, and coupled 

with the slow internet connectivity, the frustration is high and so some of the students 

decide to take to other activities that could make life a little entertaining or rewarding, 

such as religious activities. The fact that rules are made to guide behaviour cannot be 

overemphasized in public universities, but the views of some students represent the need 
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for some flexibility in dealing with people. Another dimension is the actual work 

processes in the public universities. There were concerns that due to the hierarchical 

nature of the systems and formalized procedures that one needs to follow, the demerits 

associated with bureaucratic tendencies are likely to dominate the good side of this 

process. For instance, it is a good thing to be organized, planning-oriented, engage in 

monitoring and controlling of behaviours and performances using the appropriate 

cultural background and laid down procedures as found in hierarchical culture. However, 

the concern of most of the students is the possibility of and reality of ‘red tape’ 

associated with this culture. It affects speed, and generates failure of official processes. 

For instance, communication can be slowed down due to the various mandatory stages 

involved is sending information. It is therefore a good sign that some public universities 

have realized the implications of slow communication and have started using the internet 

as a platform for sending students’ examination results, information about admission, 

reopening and sending academic schedules such as examinations time-table, etc. 

 

Furthermore, it is interesting to note that in terms of private universities, they have some 

focus on people, unlike the public universities. Students in private universities perceive 

their settings as quite open and more congenial atmosphere as described by most 

participants, the key response line being that: private universities do have a formalized 

way of doing things, but it is an atmosphere of friendliness, and care; there is a lot of 

focus on the people. So, the key features here reflect a clan type of culture, which to a 

large extent regulated by rules, but appears to provide warmth for generation of shared 

love among staff and students due to the orientation towards people instead of formal 

rules. Most private universities have a kind of atmosphere that provides conducive 

environment for good interpersonal relationships. It is therefore not surprising that such a 
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culture prevails in a private university because as a faith-based institution, their belief is 

that life would be governed by tenets that touch the very core of the religion and doctrine 

upon which the school was founded. Although free and peaceful atmosphere may persist, 

the general culture certainly cannot be too different from the religion and basic principles 

that govern the establishment of the institutions.  

 

Change Readiness for Technology Acceptance among students 

Participating students from both public and private universities endorsed the prime 

importance of ICT in education delivery and learning. The indication from them was that 

they are willing and ready to embrace ICT driven change because it is a fruitful process 

that can minimize the challenges they face as students, and they also believe that it 

would enhance efficiency among the teaching and non-teaching staff. Their readiness for 

technological change is notwithstanding the challenges of slow internet connectivity, 

poor ICT infrastructure on the various campuses and the mounting pressure to be good 

students to reflect current global standards.   

Students have a way of doing their own assessment of the existence and utilization of 

ICT infrastructure in teaching and learning, and for administrative work in their 

respective universities. It was observed that they base their assessment on several 

elements, such as the availability of ICT centres to serve the students and lecturers, 

taking on-line courses, accessibility of internet facility (both wireless and 

broadband/cables), the use of computers and internet facilities in teaching and 

communicating the results to students, accessing the library for assignments preparation 

and submission, sending e-mails, among other things. These assertions are indications 

that in recent times, the use of ICT has become an integral part of the teaching and 
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learning activities, and administrative work in universities as students are desirous of 

living that experience of using advanced technology in their studies and work life in the 

future.  

 

The application of ICT appears indispensable in modern university administration, as 

well as teaching and learning as all the universities involved in this study seem to direct 

their change drives towards ICT related change initiatives.  

 

There is also a concern about the slow pace nature of ICT change in the universities. 

Students get frustrated when there is somewhat slow pace of ICT changes in the various 

universities. It was evident that among students, there is positive spirit and attitude 

toward ICT initiatives, they indicate willingness and readiness for accepting technology 

related changes, but they would prefer that there should be some sense of urgency 

attached to the ICT introduction and implementation. When it comes to planning that 

relates to the use of ICT, students indicated they feel left out. They feel alienated, with 

the conclusion that their views are not solicited. The implication is that the final intention 

to introduce ICT-related change may not necessarily be what the students think they 

need. It has further implications in the sense that when they are not part of the planning 

process, there is the tendency for them to minimize their involvement and commitment 

that would have been there if they took part in the decision to introduce the change. 

Psychologically, participation in setting such goals could produce results better that 

exclusion from the decision making process.   

In their assessment of their respective universities as learning organisations, students 

indicated that they are not listened to by the authorities (management and employees— 

lecturers and non-teaching staff). Usually, organisations have a duty to learn in order to 
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innovate and remain alive. This tendency positions organisations to be more responsive 

to the needs and concerns of stakeholders. That is, there must be systems for encouraging 

communication between management and staff and people outside of the institutions, 

and students should not be left out of the process. The indication is that the universities 

take the steps to have cordial relations with outside community and individuals, but not 

with the students who are part of the internal constituents. Respondents have indicated 

further that there is regular communication among employees in the various universities. 

However, it is not translated into positioning the universities as listening organisations, at 

least not with the students. The common thread of responses from the students in this 

study was that members of staff could be seen working together on daily basis, indicating 

cordiality and cooperation among them but disregarding students indicating a lack of 

learning and sharing of experiences with students, and between students and staff. The 

same can be said of private universities. Perhaps due to their strategy to get attention 

from outsiders, the universities listen to them (i.e., outsiders), foster proper 

communication channels between the staff and an excellent relationship between the 

school and the outside world, to the neglect of students. 

 

The implications are usually expected, that is, they (staff) continuously commit 

avoidable repetitive mistakes. The conclusion to be drawn reflects the tendency for 

universities to become learnable, sharing information especially about what works well 

and what causes failure. 

5.5 Contributions of the Present Study 

The study has made findings that have implications for theory and methodology in the 

areas of change readiness, organisational culture and change implementation success in 

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



171 

 

organisations. In the literature of organisational change, and specifically in the area of 

change readiness, the tendency has been to consider readiness as a variable that can be 

manipulated to achieve desired results in implementation of change initiatives. It is 

therefore critical to understand the role change readiness plays with respect to getting 

individuals within organisational setting to be ready enough to accept change, as 

suggested by scholars in the area (Armenakis et al., 2007; Burke, 2011; Lewin, 1947). 

Given this background, and the observation that organisational culture is a very 

important variable that has influence on certain behaviours in organisation (Deal & 

Kennedy, 1982; Tichy, 1982) the main assumption was that a relationship could exist 

among these variables: readiness, culture and success. That is, it was proposed at the 

beginning of the study that where culture provides a facilitating atmosphere, there is the 

tendency for the people in organisations, in this case universities, to be ready for change, 

which then becomes pivotal in achieving success in change initiatives. In other words, 

readiness would mediate the relationship between organisational culture and change 

implementation success. The findings reveal that this proposal was supported, when 

change readiness (the mediator) predicts the relationship between organisational culture 

and successful change implementation as independent variable and dependent variables 

respectively. The implications are presented in the observed model that follows.  
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5.6 Observed model of the relationship between organisational culture, change 

readiness and successful change implementation 

 

The observed model is presented in Figure 5.1 that follows, detailing the relationship 

among the key variables of interest in this study. 

 

        
     

             

  

 

                                  

     

 

Figure 5.1: The Observed Model: Change Readiness mediating the relationship 

between organisational culture and successful change  implementation 

 

In Figure 5.1, it was found that the key positions of the main variables in the 

hypothesized model were sustained with slight modifications. The hypothesis that 

readiness for change would play a mediating role in the relationship between 

organisational culture and successful change implementation within organisations was 

supported. The model shows that change readiness fully mediated the relationship 

between organisational culture and successful change implementation. This means that 

change readiness is necessary for organisational culture to have impacted successful 

change implementation. The implication is that without change readiness, organisational 

culture in itself would not have influenced successful change implementation because 

there is not direct relationship between the independent variable (organisational culture) 

β=0.50 

 
β=0.23 

 

University of Ghana          http://ugspace.ug.edu.ghUniversity of Ghana          http://ugspace.ug.edu.gh



173 

 

and the dependent variable (successful change implementation). For the dimensions in 

organisational culture, it was clan and adhocracy cultures that were highlighted in the 

model because it was found that public and private universities differ significantly on 

these variables (i.e., clan and adhocracy cultures).  

Learning organisation as a variable did not mediate the relationship between 

organisational culture and successful change implementation as hypothesized in the 

present study, and so it is not part of the observed model.  

Moreover, the hypothesis that there would be significant difference between public and 

private universities in terms of change implementation success was not supported, just as 

the two groups do not differ significantly on the extent to which they could be described 

as learning organisations. As a result, the model details the linkages that were found to 

be significant from data in the present study.  

Responses from students also confirm the usefulness of readiness for change if change 

initiatives would have to be successful. 

In terms of practical relevance, this study contributes knowledge by drawing attention to 

the importance of creating the necessary readiness prior to the introduction of change. 

This would be beneficial as a step towards building research data base in the area of 

change management in tertiary education especially in Ghana, from psychological 

perspective. The study can be considered as one side of contributions from academia and 

scholars toward finding solutions to challenges facing university education in Ghana. For 

instance in their study, Manuh et al. (2007) recommended among other things, that there 

is the need to have sustainable systems in place that could facilitate the use of advanced 

technology for the improvement of Ghanaian universities, in a manner that contribute to 
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national development. Therefore, the observations made in this study serve as ground 

breaking in the area of psychology, available for use in organisations especially by 

institutions of higher learning in Ghana and beyond.     

 

5.7 Limitations of the study 

The study reveals general findings which cannot be tied to a particular university.  

It should also be mentioned that readiness for change in an ideal situation should have 

been commenced prior to specific change initiative. However, since this is an academic 

exercise and the researcher has no opportunity to have foreknowledge of university-

specific change initiatives, a general assumption was made, basing it on the observation 

that all universities are undergoing a kind of change or the other, and therefore qualified 

to be studied. This notion would have been taken care of in a practical research situation 

(had it not been the limited time frame within which the study was to be conducted). 

These limitations notwithstanding, the study has made insightful revelations, which are 

worthy of sharing. The following paragraphs detail recommendations for university 

management effectiveness and for future research. 

 

5.8 Recommendations for Practices in Universities  

The study has explored the area of organisational culture and change readiness in 

universities, and how these two important variables relate successful implementation of 

change initiatives.  

The empirical objective was to start with a study that breaks the ground by drawing the 

framework for universities to consider in implementing change initiatives. The findings 

are general, such that interested universities could arrange for a university-specific study 
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to be conducted for them. This objective of coming with a ground-breaking finding was 

achieved and based on the findings of the study, the following views are shared in the 

form of recommendations, first for practical use in university administration, and then 

for future research direction in the study areas. 

 

Using Readiness Barometer before and during change implementation saves resources. 

The observation that there is a positive relationship between change readiness and how 

change would succeed tells the need for universities to engage in measuring readiness 

and awareness creation, especially taking the steps that would inform (and involve in the 

planning stages) the people who would be affected by change initiatives, prior to the 

introduction of any major change. This strategy serves as a control mechanism for 

starting, monitoring and completing change programmes in a manner that brings or 

generates involvement and commitment to the achievement of change objectives. The 

finding discourages the practice whereby leadership of organisations sometimes plan to 

introduce change initiatives without thinking about the steps involved in getting the 

affected people well psyched up for the effects. Readiness creation and gauging change 

readiness even in the middle of programme implementation saves resources in terms of 

having to spend money and precious time dealing with avoidable resistance to change. 

Moreover, it is important to minimize power struggle before, during and after 

implementation of change initiatives. The process of planning and implementing change 

initiatives should not be focusing on ‘showing people where power lies’ (i.e a Ghanaian 

perception of leaders who think they are the heads, and have all the power vested in them 

to take the decisions without being challenged). Planning should rather take advantage of 

the opportunity to achieve change objectives by putting in place strategies that can 

motivate people to accept and be committed to change implementation. 
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Related to the above point is the need for culture profiling prior to introduction of change 

initiatives in organisations including universities. It is important for organisations to 

leverage on their strengths in the kind of culture types they have before implementing 

change initiatives. It was observed in this study that readiness for change mediates the 

relationship between organisational culture and successful change implementation; this 

tells universities the critical role that change readiness can play, and the importance of 

some elements of culture for change implementation success. This would require a 

culture profiling as part of planning the change, to determine which environmental 

factors are likely to facilitate the success of the intended change. Therefore, the 

recommendation is for the individual universities to constantly gauge the type of culture 

by having in place a culture profile, and readiness barometer. The culture profile can be 

conducted specifically for the individual universities and would usually involve the key 

stakeholders of the institution, preferably a cross-section, instead of limiting contacts and 

deliberations to top level discussions. 

 

The change readiness indicator is necessary and can even be incorporated in recruitment 

and selection systems such that before employment, the human resource system would 

be sure to have individuals who are willing and ready to go by the institution in attaining 

set objectives.  

 

Moreover, the findings imply that generally, university administrators should encourage 

the practices and behaviours that reflect cohesion and generate closeness between the 

people as constituents of university education. For instance, the observation that private 

universities exhibit clan cultural characteristics is a good sign for private universities, 
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and so they could consider benefiting from the positive sides of this kind of culture. This 

would be very practical if given the atmosphere, the individual universities take steps to 

encourage learning within the organisation, the culture of learning would bring out the 

strength that could be harnessed to achieve success. Those things that worked well could 

be replicated in other units, and the aspects that do not work well taken care of so that 

mistakes could be avoided.  

 

It is further recommended that the public universities should get ready to develop a type 

of culture that helps in streamlining their systems and cultural settings in a manner that is 

people-centred. That is, they could engage the necessary levers that will get them to 

bring about the needed cohesion in their institutions for effectiveness in implementing 

change programmes in the future. This is necessary because in this era of globalization 

and fast-paced technology advancement, coupled with managerialism in universities, 

there is the tendency for leadership to want to focus on running universities as private 

business enterprise, and as such it is vital to know the type of culture that could facilitate 

the achievement of such objectives, and to take note of other inhibitory tendencies likely 

to emanate from certain cultural tendencies. 

 

It is also recommended that universities should take steps at pursuing ICT aggressively 

by professionally upgrading the systems, fixing the infrastructure and broken down 

networks on their campuses, to help take care of the frustration that users go through 

when using the facilities. This will also contribute to having a strategy with a sustained 

ICT-base change, and a mindset that would be oriented towards the culture of 

maintenance. Perhaps when students and other stakeholders are involved in decision 
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making towards planned change initiatives, it could move the universities towards 

achieving desired results. 

   

Lastly, from the study, it was clear that universities in Ghana are ready for change, only 

that there is no significant difference in terms of the comparison made between the two 

main groups of public and private universities. What this means is that the universities 

are on track of succeeding in implementing change initiatives, with a conscious effort. It 

is important to note that even though there are different models scholars have proposed 

for use as guide when discussing organisational change and culture, this study is of the 

view that universities should avoid using existing textbook responses for solutions; there 

are experts in the area of culture and change who could be of use to the universities, that 

is, if they want to be helped. Psychologists who specialize in the area are available, and 

could be contacted for consultation and implementation of programs especially because 

of the human behavior elements involved in the process of diagnosing cultures and 

implementing programmes that relate to culture and change.   

   

5.9 Future Research Direction 

Studies of this nature could incorporate the views of university management if they are 

available. Attempts have been made to contact university management but due to their 

busy schedules it was difficult to get them to participate. 

In future, attempts could be made to do a longitudinal study and focus on less number of 

universities, instead of using many universities. The use of smaller number of 

universities has the potential of getting the university administration to practically use 
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the research finding as it is, but this will lead to low external validity, the extent to which 

the finding can be generalized to other universities. 

Future studies may benefit from specific change case-studies in specific universities and 

collaboration is needed in similar research areas. 

 

5.10 Overall Conclusion 

This study sought to examine the extent to which organisational culture will have 

influence on change implementation success of public and private universities when the 

people to be affected by the change initiative are ready. It further compared public and 

private universities on the extent to which they can be said to be ready for change, 

learning organisations and have unique cultures that have the tendency of influencing the 

how successful they can be in terms of implementing change initiatives.  Of the nine 

hypotheses tested, five were supported, and four were not supported. Key findings 

include the observation that private universities have significant features of clan and 

adhocracy cultures, compared with public universities. Moreover, it was observed that 

readiness for change mediates the relationship between organisational culture and 

technology acceptance as a measure of successful change implementation. These are 

reflected in the observed model of the study. The use of technology in universities cannot 

be downplayed in terms of the contribution this continues to make in reducing the burden 

on employees, and students who use it. It is therefore necessary to introduce and 

implement changes that will boost the extent to which universities will continue to 

deliver value for their patrons. In the process, all relevant factors such as cultural 

environment and readiness for change should be considered among other things, if such 

initiatives are expected to succeed. A very important psychological variable like 
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readiness for change could release some form of energy in the individuals, putting them 

in the mood to be ready to work with improved ways and tools. Moreover, given the 

appropriate culture, people would like to identify with their organisation to the extent 

that their thinking and behaviours could be influenced by the prevailing culture.  

It must also be noted that because of individual differences, and differences in 

perceptions, readiness could vary from person to person considerably. This important 

factor should not be downplayed when getting involved with change readiness creating 

and profiling organisation culture. 

 

It is expected that the findings will help contribute to successful university 

administration in Ghana and beyond. 
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Questionnaire 

Dear valued Participant, 

You are invited to participate in an academic research project being conducted by Inusah Abdul-Nasiru, a Lecturer 

and PhD candidate at the Department of Psychology, University of Ghana. Broadly, this study is focused on exploring 

organizational culture and change readiness in universities in Ghana, and is set to explore the extent to which 

organizational culture provides the context for change readiness, and how this influences successful change 

implementation. It will bring out elements of organizational culture in public and private universities in Ghana that are 

amenable to change, and those that tend to inhibit change implementation success. This study will contribute to the 

researcher’s effort at meeting the requirements for the award of PhD in Industrial-Organizational Psychology, at 

University of Ghana. 

 

PARTICIPATION: Your participation is important but voluntary. It will take about 20 minutes to complete the 

questionnaire. There are no right or wrong answers to the statements provided; please respond independently and do 

not write your name or any code that could be linked to your name. You may decline to participate without any 

penalty. If you decide to participate, you may withdraw from the study at any time without penalty. If you choose to 

withdraw from the study before data collection is completed, your data will be destroyed at your request. 

 

CONFIDENTIALITY: Your responses will be treated with utmost confidentiality. Only the researcher, Inusah 

Abdul-Nasiru (and approved research assistants) will have access to the individual data you will provide. The results 

will be reported in an aggregated format (e.g., as averages, etc.), and under no circumstance will any individual 

participant be identified in a publication or presentation describing this study. 

 

POTENTIAL BENEFITS: This project will hopefully benefit you by giving insight into some of the methods and 

procedures used in the field of Industrial-Organizational Psychology for research purposes. You will receive no 

compensation for participating in this study. The final project output in the form of a completed dissertation will be 

made available to University of Ghana, and copies could be accessed for references in future research and/or practical 

application for relevant solutions. 

RISKS AND DISCOMFORTS: There are no known risks/discomforts associated with your participation, and there 

are none foreseeable. 

CONTACTS: For further questions/comments, or need for clarifications on the study please contact the researcher: 

Inusah Abdul-Nasiru, PhD Candidate, Industrial-Organizational Psychology, Department of Psychology, University 

of Ghana, Legon. Or through E-mail: abdulnasiru@ug.edu.gh  OR: nainusah@gmail.com and your concerns will be 

addressed. 
 

A Very Important Notice: 

If you have been in this university for 2 YEARS OR MORE, please indicate your consent to take part in this study 

(by ticking) below: 

 

YES, I have been working in this university for 2 years or more, and I am willing to take part in this research.  

[If you responded YES, please proceed to the next page.] 

If you have been in this university for Less than 2 years, please do not continue, and thank you for your time. 
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SECTION A: 

This section seeks information on the biographical details of participants, for reporting purposes only. Please tick the 

relevant responses or write (where necessary).  

1. Gender:  Male       Female  

2.  Age:   30 years and below 31-40 years 41-50 years 51-60 years 61 years and above 

3. Your institution falls under:   Public University    Private University 

4. What is your role in this institution? (Please select ONLY ONE): 

a. Teaching and/or Research  

b. Non-Teaching (Administrative, Managerial, Clerical, Library, Maintenance, Support, etc.)  

c. Other (Please specify) ___________________________________________ 

5. Position on the Job: Lecturer/Research Fellow (including Asst. Lecturer & Asst. Research Fellow) 

 Snr.  Lecturer/Snr. Research Fellow   Professor    Jnr. Asst. Registrar  Asst. Registrar       

 Snr. Asst. Registrar  Other (please specify) _______________________ 

6. Employment status: Full-time             Not Full-time Other (Please specify) _____________________ 

7. Section:  Sciences (Physical, Biological, Mathematical, Engineering, etc.) 

  Humanities (Arts, Social Sciences, Business School, etc.) 

  Other (Please specify) ____________________________________________________________ 

8. Number of years with this university: 2-6 yrs    7-11 yrs    12-16 yrs    17-21 yrs    22 yrs and above 

9. How often do you have department/unit meetings? Daily   Twice a week  Weekly  Biweekly 

Monthly  Bimonthly  Once a Semester/Trimester  Once a year  Other (Please specify)___________ 

SECTION B:  

Guidelines: Think about your institution, and using the response options below, provide your opinion to reflect the 

extent to which you agree with each of the following statements. Remember, IT IS ABOUT YOUR INSTITUTION.  

Item 
Strongly 

Disagree 

Disagree Slightly 

Disagree 

Neither 

Agree nor 

Disagree 

Slightly 

Agree 

Agree Strongly 

Agree 

1. This is a personal place. It is like an extended 

family. People seem to share a lot about 

themselves. 

       

2. This is a very dynamic and entrepreneurial place. 

People are willing to stick their necks out and 

take risks. 

       

3. This is a very formalized and structured place. 

Bureaucratic procedures generally govern what 

people do. 

       

4. This is a service-oriented place. A major concern 

is with getting the job done. People aren't very 

personally involved. 

       

5. Our leader is generally considered to be a 

mentor, a sage, or a father or mother figure. 
       

6. Our leader is generally considered to be an 

entrepreneur, an innovator, or a risk taker. 
       

7. Our leader is generally considered to be a 

coordinator, an organizer, or an administrator. 
       

8. Our leader is generally considered to be a 

producer, a technician, or a hard driver. 
       

9. The glue that holds this institution together is 

loyalty and tradition. Commitment to this 

college runs high. 
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Section B (cont) 

Item Strongly 

Disagree 

Disagree Slightly 

Disagree 

Neither 

Agree nor 

Disagree 

Slightly 

Agree 

Agree Strongly 

Agree 

10. The glue that holds this institution together is 

commitment to innovation and development. 

There is an emphasis on being first. 

       

11. The glue that holds this institution together is 

formal rules and policies. Maintaining a smooth-

running institution is important here. 

       

12. The glue that holds this institution together is the 

emphasis on tasks and accomplishment. A 

service orientation is commonly shared. 

       

13. This institution emphasizes human resources. 

High cohesion and morale are important. 
       

14. This institution emphasizes growth and 

acquiring new resources. Readiness to meet new 

challenges is important. 

       

15. This institution emphasizes permanence and 

stability. Efficient, smooth operations are 

important. 

       

16. This institution emphasizes competitive actions 

and achievement. Measurable goals are 

important. 

       

 

SECTION C: 

Please NOTE: “Learning”, as used in this section, IS NOT about “learning a course for Grades.” The term 

“Learning” here operationally refers to: a process by which your university as an organization continuously 

transforms itself through sharing information and experiences, alongside normal working schedules. 

Indicate the extent to which you agree with each 

of the following statements 
Strongly 

Disagree 
Disagree  

Slightly 

Disagree 

Neither 

Agree nor 

Disagree 

Slightly 

Agree 
Agree 

Strongly 

Agree 

1. In my organization, people are rewarded 

for learning. 
       

2. In my organization, people spend time 

building trust with each other. 
       

3. In my organization, teams/groups revise 

their thinking as a result of group 

discussions or information collected. 

       

4. My organization makes its lessons learned 

available to all employees. 
       

5. My organization recognizes people for 

taking initiative. 
       

6. My organization works together with the 

outside community to meet mutual needs. 
       

7. In my organization, leaders continually 

look for opportunities to learn. 
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SECTION D: 

Guidelines: Thinking about your university, select from the following items (1-4), a description of change initiative(s) 

undertaken by your institution within the last two (or more) years. Assume they have reached a stage whereby you can 

comment on their success or failure. Select as many as apply to you: 

1. The use of computer system and the Internet in teaching and learning efforts, as well as for administrative work; 

2. The use of computer system and Internet for Admission, sharing information within (and outside of) the institution; 

3. Using information and communication technology to change administrative procedures so as to remove “administrative 

bottlenecks” (e.g., regarding procurement, promotion/tenure procedures, salary issues, etc.). 

4. Using information technology for expansion of university’s overall objectives for wider coverage and strategies reflecting 

income-generation (e.g., Distance Education, Weekend/Sandwich programs, Short-Courses for ‘non-academic people’, etc.). 

With  the above in mind, indicate the extent to which 

you agree with each statement that follows: 

Strongly 

Disagree 
Disagree  

Slightly 

Disagree 

Neither 

Agree 

nor 

Disagree 

Slightly 

Agree 
Agree 

Strongly 

Agree 

1. In this university, most of my respected peers 

embraced the change. 
       

2. I believe the change initiatives have a favorable 

effect on our procedures of doing things. 
       

3. I have the capability to handle the changes.        

4. I believe that we need to change the way we do 

certain things in this university. 
       

5. With the appropriate changes now in my job, I 

experience more self-fulfillment. 
       

6. The university management has really acted in 

accordance with their words during the change. 
       

7. The changes in our procedures have improved the 

overall performance of our university. 
       

8. I can handle whatever change there is in my job.        

9. We need to improve the way we do things in this 

university. 
       

10. I will earn higher pay from my job now that these 

changes have taken place. 
       

11. The university management was in support of the 

changes. 
       

12. The changes implemented are appropriate for our 

situation. 
       

13. I am capable of successfully performing my duties 

with these changes now in place.  
       

14. I am of the view that we need to improve our 

effectiveness by changing our operations. 
       

15. The changes in my job assignments/responsibility 

have increased my feelings of accomplishment. 
       

16. The majority of my respected peers were dedicated 

to making the changes succeed.  
       

17. When I think about the change, I realize it is 

appropriate for our university. 
       

18. I believe we have successfully implemented all the 

major changes in my university. 
       

19. This change was needed to improve my 

university’s operations. 
       

20. My immediate superior was in favor of the change 

in my university. 
       

21. Current and previous organizational changes prove 

to be best for our situation. 
       

22. We have the capability to successfully implement 

changes in this university. 
       

23. The outcome of the change in my university will 

benefit me. 
       

24. My immediate superior encouraged me to support 

the change initiatives in my university. 
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SECTION E: 

Referring to the change(s) in SECTION D: What do you think about technology in the university? 

Indicate the extent to which each statement below is true: It’s 

your view, there are No RIGHT or WRONG Answers 

Never 

True 

Rarely 

True 

Sometimes 

True 

Usually 

True 

Always 

True 

1. Using the new technology enables me to accomplish tasks 

more quickly in my university. 
     

2. Using the new technology improves my performance in 

the university. 
     

3. Using the new technology increases my productivity in the 

university. 
     

4. Using the new technology enhances my effectiveness.      

5. Learning to use the new technology is easy for me.      

6. I find it easy to use the new technology to do what I want 

to do in the university. 
     

7. My interaction with the new technology does not require 

much effort. 
     

8. It is easy for me to become skillful at using the new 

technology. 
     

9. I find the new technology easy to use.      

10. People who influence my behaviour think that I should use 

the new technology in the university. 
     

11. People who are important to me think that I should use the 

new technology in the university. 
     

12. When I encounter difficulties in using the new technology, 

a specific person is available to provide assistance. 
     

13. When I encounter difficulties in using the new technology, 

I know where to seek assistance. 
     

14. When I encounter difficulties in using the new technology, 

I am given timely assistance. 
     

15. Once I start using the new technology, I find it hard to 

stop. 
     

16. I look forward to those aspects of my job that require the 

use of the new technology. 
     

17. I like working with the new technology.      

18. I intend to continue to use the new technology in the 

future. 
     

19. I expect that I would use the new technology in the future.      

20. I plan to use the new technology in the future.      

21. The changes are having the desired results.      

22. The costs resulting from the change program are more than 

the benefits. 
     

23. The changes made are consistent with the reasoning 

behind the whole change program. 
     

24. The change initiative has contributed to the achievement of 

objectives of the change program. 
     

25. There is sufficient evidence that attitudes are changing in 

significant ways as a result of the change program. 
     

26. There is improvement in the quality of delivery by 

academic and administrative staff as a result of the change 

initiative. 

     

27. There is evidence of improvement in students’ academic 

performance and development because of the change. 
     

28. There is improved efficiency in administrative processes 

and procedures as a result of the change. 
     

THANK YOU VERY MUCH FOR YOUR TIME! 
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QUESTIONNAIRE—STUDENTS ONLY 

 

Dear valued Participant, 

You are invited to participate in an academic research project being conducted by Inusah Abdul-Nasiru, a Lecturer 

and PhD candidate at the Department of Psychology, University of Ghana. Broadly, this study is focused on exploring 

organizational culture and change readiness in universities in Ghana, and is set to explore the extent to which 

organizational culture provides the context for change readiness, and how this influences successful change 

implementation. It will bring out elements of organizational culture in public and private universities in Ghana that are 

amenable to change, and those that tend to inhibit change implementation success. This study will contribute to the 

researcher’s effort at meeting the requirements for the award of PhD in Industrial-Organizational Psychology, at 

University of Ghana. 

 

PARTICIPATION: Your participation is important but voluntary. It will take about 20 minutes to complete the 

questionnaire. There are no right or wrong answers to the statements provided; please respond independently and do 

not write your name or any code that could be linked to your name. You may decline to participate without any 

penalty. If you decide to participate, you may withdraw from the study at any time without penalty. If you choose to 

withdraw from the study before data collection is completed, your data will be destroyed at your request. 

 

CONFIDENTIALITY: Your responses will be treated with utmost confidentiality. Only the researcher, Inusah 

Abdul-Nasiru (and approved research assistants) will have access to the individual data you will provide. The results 

will be reported in an aggregated format (e.g., as averages, etc.), and under no circumstance will any individual 

participant be identified in a publication or presentation describing this study. 

 

POTENTIAL BENEFITS: This project will hopefully benefit you by giving insight into some of the methods and 

procedures used in the field of Industrial-Organizational Psychology for research purposes. You will receive no 

compensation for participating in this study. The final project output in the form of a completed dissertation will be 

made available to University of Ghana, and copies could be accessed for references in future research and/or practical 

application for relevant solutions. 

RISKS AND DISCOMFORTS: There are no known risks/discomforts associated with your participation, and there 

are none foreseeable. 

CONTACTS: For further questions/comments, or need for clarifications on the study please contact the researcher: 

Inusah Abdul-Nasiru, PhD Candidate, Industrial-Organizational Psychology, Department of Psychology, University 

of Ghana, Legon. Or through E-mail: abdulnasiru@ug.edu.gh  OR: nainusah@gmail.com and your concerns will be 

addressed. 

 

A Very Important Notice: 

If you have been studying in this university for 2 YEARS OR MORE, please indicate your consent to take part in this 

study (by ticking) below: 

 

YES, I have been in this university for 2 years or more, and I am willing to take part in this research.  

[If you responded YES, please proceed to the next page.] 

If you have been in this university for Less than 2 years, please do not continue, and thank you for your time. 
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SECTION A: 

This section seeks information on the biographical details of participants, for reporting purposes only. Please tick the 

relevant responses or write (where necessary).  

1. Gender:  Male       Female  

2. Age:   Below 18 years 18-22 years 23-27 years 28-32 years 33-37 years 38 years+ 

3. Your institution falls under:   Public University    Private University 

4. At what LEVEL are you studying?: Non-Degree   BSc/BA  Masters      PhD Level  

5. Section:  Sciences (Physical, Biological, Mathematical, Engineering, etc.) 

  Humanities (Arts, Social Sciences, Business School, etc.) 

  Other (Please specify) _____________________________________________________________ 

6. Number of years with this university so far:  2years   3years      4years  5years 6 years+   

 

SECTION B:  

Guidelines: Provide your opinion (as a student) about your university.  

 

1. I see my university as (PLEASE CHOOSE ONE):  

i.   a much formalised place where everything must go through particular procedures (which can 

take a lot of time to complete). 

 

ii.   a personal place where people interact freely. 

 

2. What is the environment like, in terms of how students, lecturers and administrative workers interact? 

________________________________________________________________________________________

________________________________________________________________________________________

_____________________________________________________________________________________ 

3. How fast can one get official information or a document worked on, in your university (e.g., information 

about registration, exams results, complaints of omission of exams results/student ID, etc.)? 

________________________________________________________________________________________

_____________________________________________________________________________________ 

4. If there is something you have observed about your university, what would that be, in terms of: 

i. What holds the people together (lecturers, administrators, students)? 

 ________________________________________________________________________________ 

_________________________________________________________________________________ 

 

ii. What does your university predominantly care about? (Choose one):  

i.  People  

ii. Formal rules and policies  
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 SECTION C: 

 

1. Do you see anything in your university which points out to you that workers in the university (lecturers and 

administrative staff) communicate with each other, concerning the things that ‘work well’ and those that ‘do 

not work well’? Yes  or   No? 

Explain your response: 

________________________________________________________________________________________

________________________________________________________________________________________

________________________________________________________________________________________

________________________________________________________________________________________

_____________________________________________________________________________________ 

 

2. Are there any mistakes that have been repeatedly occurring in the university, which you think should not have 

been the case?  Yes or  No?   

Explain your response: 

________________________________________________________________________________________

________________________________________________________________________________________

________________________________________________________________________________________

________________________________________________________________________________________  

 

3. How would you describe the relationship between people in your university and those outside? 

Poor  Fair  Good  Very Good  Excellent  

 

4. What are some of the positive and negative things that you think have contributed to the current relationship 

that exists between people in your university and those outside? 

Positive:_________________________________________________________________________________

________________________________________________________________________________________

Negative:________________________________________________________________________________

________________________________________________________________________________________ 
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SECTION D: 

Guidelines: Thinking about your university, provide responses that reflect the extent to which your university is ready 

for change, and provides a conducive environment for innovation to take place, especially in the area of: 

i. Using computer system and the Internet in teaching and learning efforts, as well as for administrative work; 

ii. Using computers and Internet for Admission, sharing information within (and outside of) the institution; 

iii. Using information technology to change administrative procedures so as to remove “administrative 

bottlenecks” (e.g. to improve the process of academic registration, viewing statements and examination results 

online, etc.). 

 

1. With respect to any of the above, how do you see the university as a whole in terms of how people are willing 

and ready to accept change? 

________________________________________________________________________________________

________________________________________________________________________________________

________________________________________________________________________________________ 

2. If you are to compare your university with other universities in the country, what would you say about 

people’s behavior and attitudes towards using computers and the Internet in their daily activities in the 

university setting? 

________________________________________________________________________________________

________________________________________________________________________________________

________________________________________________________________________________________

________________________________________________________________________________________ 

3. If you were to advise your university authorities about how they should go about to introduce change 

initiatives in the university to achieve the set objectives, what steps would you recommend they take (which 

they have not taken in the past)? 

________________________________________________________________________________________

________________________________________________________________________________________

________________________________________________________________________________________

________________________________________________________________________________________ 

4. Is your university well-prepared for the future, given the advanced technological changes taking place in the 

world? 

Yes   or   No 

Explain your response: 

________________________________________________________________________________________ 

________________________________________________________________________________________

________________________________________________________________________________________

________________________________________________________________________________________ 
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SECTION E: This is about Information and Communication Technology in your university. 

Guidelines: The following describe new technological change initiative(s) undertaken by your institution within the 

past few years. Assume they have reached a stage whereby you can comment on their success or failure: 

1. The use of computer system and the Internet in teaching and learning efforts; 

2. The use of computer system and Internet for Admission procedures, sharing information within (and outside) the 

institution. 

Indicate the extent to which each statement below 

is true: It’s your view, there are No RIGHT or 

WRONG Answers 

Never 

True 

Rarely 

True 

Sometimes 

True 

Usually 

True 

Always 

True 

1. Using the new technology in my university 

enables me to accomplish learning tasks more 

quickly. 

     

2. Using the technology in my university improves 

my performance. 
     

3. Using the new technology increases my ability 

to learn so many things within a short time. 
     

4. Using the new technology enhances my 

effectiveness. 
     

5. Learning to use the new technology is easy for 

me. 
     

6. I find it easy to use the new technology to do 

what I want to do. 
     

7. My interaction with the new technology in this 

university does not require much effort. 
     

8. It is easy for me to become skillful at using the 

new technology in the university. 
     

9. I find the new technology easy to use.      

10. People who influence my behaviour think that I 

should use the new technology in the university. 
     

11. People who are important to me think that I 

should use the new technology in the university. 
     

12. When I encounter difficulties in using the new 

technology in my university, a specific person is 

available to provide assistance. 

     

13. When I encounter difficulties in using the new 

technology, I know where to seek assistance. 
     

14. When I encounter difficulties in using the new 

technology, I am given timely assistance. 
     

15. Once I start using the new technology in my 

university, I find it hard to stop. 
     

16. I look forward to those aspects of my learning 

tasks that require the use of technology. 
     

17. I like learning /working with technology in my 

university. 
     

18. I intend to continue to use the new technology 

in the future. 
     

19. I expect that I would use the new technology in 

the future. 
     

20. I plan to use the new technology in the future.      

 

THANK YOU VERY MUCH FOR YOUR TIME! 
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INTERVIEW GUIDE: UNIVERSITY EMPLOYEES: AT LEAST 2 YEARS WORKING EXPERIENCE 

Begin with: Personal introduction and consent seeking procedures, permission to record 
voices, confidentiality issues, duration of interview, etc. 

Purpose: The focus of this study is to explore how culture within organizations can influence 
the extent to which people will be ready for change, and how this relationship can influence the 
success of change that is introduced in organisations. 

1. What would you say is the culture in this university, generally? ( I mean the critical 

behaviours or issues defining the way and manner people do things in this university) 

2. Given the culture you just described and the way ICT/IT is advancing everywhere, how 

is the university ready to embrace any technological changes? (that is using ICT for 

teaching, administrative work, etc.). 

3. In your opinion, how different is the story, in terms of other public universities? What 

about Private universities? 

4. For the number of years that you have been working here, what  specific readiness 

programme has been carried out by university authorities, prior to introducing change 

programmes (like ICT use etc)  

5. In your opinion, how different is the story in other public universities? What about 

Private universities?  

6. To what extent do the people in this university share experiences about what works 

well OR what does not work well for them? Please explain your response. 

7. How does the university see innovative ideas (methods, strategies, etc) generated by 

individuals working here? Are they encouraged? Discouraged? Please explain your 

response. 

8. In your opinion, how many people, what percentage (%) of university workers, share in 

this view you just expressed about the university?. 

9. Please remind me of the motto of this university? Vision? Mission? 

10. Please share any final comments on this interview. 

Thank you very much!! 

Inusah Abdul-Nasiru (PhD Candidate), Department of Psychology, University of Ghana, Legon 
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