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Abstract

In an era shaped by globalization and digital transformation, organizations
must enhance their collective learning capabilities to stay competitive. Organ-
izational learning—now recognized as a critical strategic asset—relies on sev-
eral factors, among which organizational culture is particularly influential. Cul-
ture plays a pivotal role in shaping how knowledge is generated, disseminated,
and absorbed within organizations. Depending on its underlying values and
norms, it can either foster or impede the dynamics of learning. This study in-
vestigates how different organizational culture typologies influence learning
processes by integrating two complementary theoretical lenses: dynamic capa-
bilities (Teece et al., 1997) and organizational knowledge creation (Nonaka et
al., 2000). Culture is operationalized through the Competing Values Model,
which delineates four archetypal profiles—clan, hierarchy, market, and adhoc-
racy. This theoretical and typological synthesis enables the formulation of tar-
geted hypotheses about the distinct effects each cultural profile exerts on or-
ganizational learning dynamics.

Keywords
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1. Introduction

In the era of globalization and the dematerialization of exchanges, organizations

are facing new challenges that are disrupting their internal operating methods and
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influencing their positioning in an increasingly competitive environment. Leaders
have gradually become aware that the productivity and competitiveness of an or-
ganization is not based solely on the accumulation of material resources, but also
on intangible factors such as its creative capacity, its know-how, and its ability to
collectively solve problems through organizational learning.

In developed countries, organizational learning is increasingly regarded as a
necessity rather than a mere strategic option (Alsabbagh & Al Khalil, 2017). It
serves as a critical lever for driving organizational transformation and reform.
Moreover, contemporary management literature emphasizes organizational learn-
ing as a key strategic instrument for gaining competitive advantage and ensuring
long-term organizational sustainability (Saadat & Saadat, 2016).

Numerous studies have aimed to identify the key factors that influence organi-
zational learning as a driver of improved business performance. Among these fac-
tors, the literature underscores the significance of information technology, organ-
izational strategies, corporate structure, and—more recently—human resource
management and organizational culture. The latter two are particularly critical, as
individuals play a central role in the process of knowledge creation.

Organizational culture plays a pivotal role in fostering organizational learning
processes (Alsabbagh & Al Khalil, 2017). It is regarded as one of the key contextual
factors that drive the success of organizational learning. Culture shapes what is
considered valuable knowledge by members of the organization, delineates the
boundaries between individual and collective knowledge, and determines the
modes through which knowledge is shared (De Long & Fahey, 2000).

Furthermore, the values embedded within an organizational culture can serve
both as a catalyst and a significant barrier to the success of organizational learning.
Indeed, even when all other essential elements for organizational learning are in
place, the absence of a supportive culture can hinder its effectiveness (Tamer,
2021).

Given the substantial influence of culture on organizational learning, we found
it relevant and valuable to undertake a study addressing the following question:

What impact do different types of organizational culture have on organizational
learning?

To analyze the mechanisms through which organizational culture influences
collective learning, this study adopts a theoretical framework that integrates dy-
namic capabilities theory (Teece et al., 1997) with organizational knowledge cre-
ation theory (Nonaka et al., 2000). These perspectives provide a dynamic and sys-
temic understanding of learning, emphasizing the crucial role of organizational
culture in the generation of organizational knowledge.

To operationalize organizational culture and evaluate its distinct impact on learn-
ing, the Competing Values Framework—widely recognized as one of the most in-
fluential models in management research (Obenchain et al., 2004)—is particularly
well-suited for this purpose. This framework proposes a well-established typology

that identifies four culture types—clan, hierarchy, market, and adhocracy—each
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reflecting different organizational logic. By integrating this typology with the the-
oretical framework, it becomes possible to formulate precise hypotheses about
how each culture type influences learning dynamics within organizations.

This study is organized around four key sections. The first outlines the concep-
tual framework by defining the concepts of organizational culture and organiza-
tional learning. The second details the theoretical foundations, drawing on dy-
namic capabilities’ theory (Teece et al., 1997) and organizational knowledge crea-
tion theory (Nonaka et al., 2000). The third section focuses on the formulation of
research hypotheses and the development of a conceptual model, grounded in
empirical studies exploring the relationships between types of organizational cul-
ture and organizational learning. Finally, the fourth section presents a discussion

of the proposed hypotheses and offers corresponding recommendations.

2. Conceptual Framework of Organizational Culture and
Organizational Learning

2.1. Organizational Culture

The concept of organizational culture first emerged in the late 1970s, notably
through the seminal work of Pettigrew (1979). Since then, numerous academic
studies have sought to explore its impact on organizational performance across
both Western and Eastern contexts (Pettigrew, 1979; Hofstede, 2009; Schein, 1984).

However, despite the wealth of research on the topic, no consensus has been
reached regarding the exact definition and components of organizational culture
(Hatch & Zilber, 2012).

Among the numerous definitions proposed, that of Edgar H. Schein—a pioneer
in the field—appears particularly relevant to our study. According to Schein
(1984), organizational culture is “the set of basic assumptions that a group has
invented, discovered, or developed in learning to cope with its problems of exter-
nal adaptation and internal integration. These assumptions, having been validated
through experience, are taught to new members as the correct way to perceive,
think, and feel in relation to those problems.” This definition highlights the cen-
tral role of values and beliefs transmitted within the organization in shaping mem-
bers’ behavior (see Figure 1).

Indeed, the decisions made by employees and the choices they make in relation
to their roles are largely influenced by an organizational culture established over
time by the founders and initial leaders. However, the leadership style adopted
daily also plays a decisive role in shaping, reinforcing, or transforming this culture
by influencing behaviors, shared values, and organizational norms (Ali, 2019).
This culture is subsequently transmitted and internalized by newcomers (Schrodt,
2002). However, it is not limited to the value system imposed by the founders; it
is also shaped by external factors, including the professional values introduced by
new members (Hofstede, 2009) as well as contingencies related to the sector of
activity, specifically the industrial sector in which the organization operates (Ott,
1989).
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Figure 1. Edgar Schein’s cultural model 1986.

Moreover, organizational culture serves as a unique source of competitive ad-
vantage due to its implicit characteristics, which are difficult and complex for
competitors to replicate (Coyne, 1986). This distinctive nature helps to shape col-
lective behavior within the organization, aligning it with strategic objectives and
fostering optimal performance (Ojukwu et al., 2020).

Various conceptual frameworks emphasize several core attributes of organiza-
tional culture. It is commonly described as a collection of values, beliefs, rituals,
and assumptions, typically established by the founders and passed down to the
members of the organization. Organizational culture is also expressed through
distinctive behavioral patterns that differentiate one organization from another,
while serving as a guide that shapes how members think, act, and approach prob-
lem-solving.

These characteristics enable organizational culture to exert a significant influ-
ence on various organizational outcomes. Research has demonstrated its impact
on key areas such as economic performance (Hofstede, 2009; Kotter & Heskett,
1992), innovation (Cameron & Quinn, 1999), talent management (Violinda &
Jian, 2016), and internal control (Pfister, 2011). Additionally, organizational cul-
ture contributes to the development of strategic initiatives, including those rele-
vant in the digital era, the attainment of competitive advantages (Guldenmund,
2000), and organizational learning (Halid Hasan, 2023).

This impact is mainly explained by the ability of organizational culture to im-
plicitly structure internal processes and influence behaviors within the organiza-
tion. As Day (1994) has argued, organizational culture plays a central role in co-
ordinating operations and implementing internal procedures, thus enabling effec-
tive resource management (Jarnagin & Slocum Jr., 2007). It also contributes to
solving organizational challenges by providing shared frameworks for thought
and action (Schein, 1984). More generally, organizational culture is an essential

lever for achieving strategic objectives and ensuring the sustainability of long-
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term results (Denison, 1990).

As noted earlier, every organization possesses a unique culture with distinct
characteristics. Therefore, it is important to have models that capture the con-
struct and specific nuances of organizational cultures.

Hofstede (2009) model is based on a four-year study involving 50 IBM subsid-
iaries and over 100,000 completed questionnaires. The research aimed to assess
the influence of national cultures on management practices. Hofstede identified
six cultural dimensions that shape these practices: power distance, individualism
versus collectivism, masculinity versus femininity, uncertainty avoidance, long-
term versus short-term orientation, and indulgence versus restraint. Each country
is scored on these dimensions relative to others. These dimensions are statistically
distinct and appear in various combinations, although some patterns are more
prevalent than others (Hofstede, 2009).

Denison’s (1990) model, by contrast, centers on the relationship between or-
ganizational performance and cultural variables within organizations. His study
emphasized the significant influence of four cultural dimensions on organiza-
tional performance: adaptability, mission, involvement, and consistency.

The Competing Values Framework theory, developed by Quinn and Rohrbaugh
in 1983, is among the most widely used approaches in organizational culture re-
search (Yu & Wu, 2009). It originated from an empirical study examining factors
that influence organizational effectiveness (Botti & Vesci, 2018). The theory is
based on two main dimensions: flexibility versus control, and external orientation
versus internal orientation. These dimensions give rise to different types of culture

(as shown in Figure 2), including:

Competing Values Framework
Cameron & Quinn (1999)

Flexibility
Clan Adhocracy
Family Dynamic
Mentoring Entrepreneurial
Nurturing Risk-taking
§ Participation Values innovation g
o X
s 5
E -
S o
£ Hierarchy Market e
Structure Results oriented
Control Competition
Coordination Achievement
Efficiency Gets the job done

Stability and control

Figure 2. Cameron & Quinn’s competing values model, 1999.

¢ Clan culture: characterized by loyalty, commitment, morality, tradition, and

strong emphasis on collaboration, teamwork, participation, and consensus. It
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also prioritizes individual development (Tseng, 2010).

e Adhocracy culture: associated with a dynamic, entrepreneurial, innovative,
and creative work environment (Cameron & Quinn, 1999; Tseng, 2010).

e Market culture: results-oriented, valuing competition, performance, stock
growth, and market leadership (Cameron & Quinn, 1999).

e Hierarchical culture: characterized by a formalized and structured organiza-
tion with clearly defined procedures and smooth operations. This culture em-
phasizes stability, predictability, and long-term effectiveness (Cameron &
Quinn, 1999).

Building on this theory, Cameron and Quinn (1999) developed the Organiza-
tional Culture Assessment Instrument (OCAI), an empirical tool designed to

identify the dominant or preferred type of culture within an organization.

2.2. Organizational learning

Due to its multidisciplinary nature, its application across various fields (Crossan,
Lane, & White, 1999), and its analysis at multiple levels—from individual to or-
ganizational—the definition and theorization of organizational learning remain
subjects of ongoing debate within the scientific community (Saadat & Saadat,
2016).

Amidst this diversity of approaches, Kim (1993) offers a comprehensive defini-
tion of organizational learning as a dynamic process facilitating mutual transfer
of knowledge between individuals and the organization, with the primary goal of
improving performance by leveraging experience (DiBella, Nevis, & Gould, 1996).

To further understand this process, Huber (1991) identifies four key stages: in-
formation acquisition, sharing and dissemination, interpretation, and storage in
organizational memory. These stages form part of a continuous learning cycle that
enables the organization not only to renew its strategies (Crossan et al., 1999) but
also to enhance its performance and competitive advantage (Bontis et al., 2002).

In this context, Taghreed Al Dari et al., (2021) highlight that organizations must
learn proactively, swiftly, and effectively to maintain their competitiveness. Ac-
cording to the author, embracing the learning organization model alongside a
strong emphasis on organizational learning enables organizations to adapt and
thrive in a constantly evolving environment and highly competitive market.

In line with this dynamic, Crossan et al. (1999) identify three levels of learning.
The first is the individual level, where a person gathers ideas and information from
their environment, assimilates and interprets them, and then applies them, ad-
justing their behavior based on the outcomes. The second is the group level, where
learning emerges from the sharing of individual experiences and interactions
among members. At this stage, knowledge is pooled, collectively interpreted, and
leads to the development of shared hypotheses. Finally, the organizational level
involves networking knowledge across groups, where the exchanged knowledge
becomes common guidelines that are adopted, evaluated, and utilized by all mem-

bers of the organization.
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This classification can be complemented by considering the depth of change
induced by learning. Argyris (2002) propose three complementary levels. The
first, known as single-loop learning, involves adjusting in response to deviations
or errors without questioning the organization’s underlying values or norms. The
second level, double-loop learning, entails questioning the guiding principles be-
hind actions, enabling more critical and transformative adaptation. The third
level, triple-loop learning, goes even further by reflecting on the learning processes
themselves. This meta-learning allows the organization to develop new ways of
learning, thereby enhancing its capacity to evolve in complex environments (Dun-
can, 1974; Argyris & Schon, 1978; Yahya, 2024).

To fully grasp how organizational learning manifests in practice, it is essential
to examine its underlying foundations. Two primary approaches are commonly
used to understand this dynamic: the cognitive approach and the behavioral ap-
proach. The cognitive approach emphasizes how an organization acquires new
knowledge, whereas the behavioral approach focuses on how it adapts to change
(Hoe & McShane, 2010).

In addition to these approaches, Calantone et al. (2002) suggest evaluating or-
ganizational learning capacity through four key dimensions: commitment to
learning, which reflects support for and appreciation of initiatives; a shared vision,
fostering alignment of objectives and internal communication; open-mindedness,
involving the acceptance of new ideas and the challenging of routines; and finally,
knowledge sharing, based on the dissemination and pooling of information

throughout the organization.

3. Theoretical Foundations of Organizational Culture and
Its Impact on Organizational Learning

3.1. The Theory of Dynamic Capabilities

The dynamic capabilities approach, initially conceptualized by Teece and Pisano
(1994) and further developed by Teece et al. (1997), was designed to address the
limitations of the resource-based view (RBV), as presented by Wernerfelt (1984),
Barney (1991), Dierickx and Cool (1989), Grant (1991), and Peteraf (1993). In
fact, some scholars, including Priem and Butler (2001), have criticized the RBV
for its static nature, arguing that it falls short in fully explaining how competitive
advantage can be sustained in an ever-changing environment.

Dynamic capabilities theory is defined as the firm’s ability to integrate, build,
and reconfigure internal and external competencies to effectively respond to rap-
idly changing environments (Teece et al., 1997). These capabilities are evolution-
ary and ongoing by nature (Teece, 2008; Eisenhardt & Martin, 2000; Winter,
2003), allowing organizations to continuously develop new resources and renew
their competencies to sustain a lasting competitive advantage (Wang & Ahmed,
2007).

At the core of this renewal process lies organizational learning, which produces
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new practical knowledge through experience, environmental observation, and the
interpretation of contextual cues (Bingham et al., 2007; Eisenhardt & Martin,
2000; Helfat & Peteraf, 2015; Zollo & Winter, 2002).

However, this learning process is not neutral; it is profoundly shaped by organ-
izational culture. As Zbirou et al. (2015) highlight, organizational culture plays a
crucial role in the creation of information by influencing behaviors, beliefs, and
practices related to knowledge management, collaboration, experimentation, and
openness to change.

Indeed, an organizational culture that is open to learning—characterized by
norms of cooperation, reciprocity, and dialogue—facilitates employee engage-
ment in experimentation, knowledge sharing, and the questioning of established
routines (Nahapiet & Ghoshal, 1998; Alshammari, 2020). Such a culture also fos-
ters creativity, initiative, and receptivity to change, which are essential elements
for the effective exercise of dynamic capabilities (Hurley & Hult, 1998; Tajeddini
et al., 2006).

Thus, dynamic capabilities evolve over time through accumulated experience,
mediated by organizational learning processes that are either activated or inhib-
ited depending on the characteristics of the dominant organizational culture. This
ongoing learning cycle enhances organizational practices and strengthens strate-
gic responsiveness (Eisenhardt & Martin, 2000; Zollo & Winter, 2002), while also
helping to prevent the development of “core rigidities” that may stifle innovation
(Leonard-Barton, 1992).

In summary, organizational culture plays a fundamental structuring role in ac-
tivating learning mechanisms (Schilke et al., 2018), thereby influencing the func-
tioning and renewal of dynamic capabilities. It profoundly shapes an organiza-
tion’s capacity to learn, adapt, and transform within an uncertain and constantly

evolving environment.

3.2. The Theory of Knowledge Creation in Organizations

The dynamic knowledge creation theory, proposed by Nonaka, Toyama, and
Konno (2000), provides a theoretical framework for understanding how organi-
zations generate, transform, and leverage knowledge. Unlike traditional infor-
mation processing paradigms (Newell & Simon, 1972), this approach highlights
the pivotal role of social, cultural, and cognitive dynamics in the creation of or-
ganizational knowledge (Teece, 2008).

The theory is based on three key elements: the SECI process, the concept of
“Ba,” and knowledge assets. Each of these elements is profoundly influenced by
organizational culture (Nonaka, Toyama, & Konno, 2000).

The SECI process (Socialization, Externalization, Combination, Internaliza-
tion) describes four modes of knowledge conversion between tacit and explicit
forms (Nonaka & Takeuchi, 1995). Socialization involves the direct sharing of ex-
periences and tacit knowledge. Externalization refers to articulating tacit knowledge

into explicit knowledge. Combination corresponds to the integration of explicit
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knowledge into more complex and systematic sets, while internalization reflects
the assimilation of explicit knowledge back into tacit knowledge. Organizational
culture exerts a strong influence on each of these processes. For example, a clan
culture—rooted in trust and cooperation—fosters socialization and internaliza-
tion by encouraging informal learning, mentoring, and rich interpersonal inter-
actions. In contrast, market and hierarchical cultures, which emphasize results
and formalization, tend to support combination and externalization processes, fo-
cusing on structuring and disseminating explicit knowledge (Cameron & Quinn,
1999).

Ba, according to Nonaka et al. (2000), is a shared context—whether physical,
virtual, or mental—where knowledge is created, exchanged, and utilized. Each
type of Ba corresponds to a phase of the SECI model: origin Ba (socialization)
facilitates the sharing of experiences and tacit knowledge through face-to-face in-
teractions; dialogue Ba (externalization) supports the articulation of tacit knowledge
into explicit knowledge via dialogue; systematization Ba (combination) involves
virtual exchanges that organize explicit knowledge; and exercise Ba (internaliza-
tion) enables individuals to embed explicit knowledge back into tacit knowledge.
Organizational culture significantly shapes the nature and quality of these know-
ledge-creating spaces. For example, an open and participatory culture fosters ef-
fective dialogue Ba by encouraging free expression of ideas and constructive con-
frontation of viewpoints—essential conditions for the externalization of tacit
knowledge. In contrast, a rigid and hierarchical culture may impede authentic ex-
changes and restrict the transversal interactions necessary for collective meaning-
making (Binkkour & EI Abidi, 2021; Nonaka, Toyama & Konno, 2000).

The third element of the model concerns knowledge assets, which are organi-
zation-specific resources that simultaneously serve as inputs, outputs, and mod-
erators of the knowledge creation process. These assets are categorized into four
types: experiential assets, representing tacit knowledge gained through experi-
ence; conceptual assets, consisting of explicit knowledge expressed in symbolic or
conceptual form; systemic assets, encompassing organized explicit knowledge
such as manuals, databases, and documented processes; and routine assets, related
to tacit knowledge embedded in everyday organizational practices. According to
Nonaka, Toyama, and Konno (2000), organizational culture plays a crucial role in
managing and developing these assets. It functions as a filter that determines
which types of knowledge are valued, prioritized, and transmitted. For instance,
an adhocratic or innovative culture tends to promote the creation and sharing of
conceptual knowledge and encourages experimentation, whereas a hierarchical or
bureaucratic culture is more likely to institutionalize routine knowledge, empha-
sizing standardized procedures and conformity (Binkkour & El Abidi, 2021).

Thus, organizational culture not only supports learning mechanisms—it fun-
damentally shapes them. It guides interpersonal interactions, frames interpreta-
tive processes, structures the norms governing knowledge exchange, and influ-

ences the shared representations of what constitutes valuable knowledge. Conse-
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quently, any organization seeking to enhance its learning and innovation capacity
must strategically cultivate a culture that promotes values and practices such as
trust, open communication, collective reflection, and active engagement. Encour-
aging these cultural elements facilitates knowledge sharing and continuous adap-
tation, both of which are essential for sustained organizational development.
Through the lens of these two complementary theories, organizational culture
emerges as a foundational pillar that structures both organizational learning and
knowledge creation. It shapes how the organization acquires, shares, and exploits
knowledge, as well as how it engages in learning processes that support adaptation

and innovation.

4. Hypotheses and Conceptual Model of the Research
4.1. Development of Research Hypotheses

Organizational culture plays a fundamental role in shaping organizational learn-
ing, as it influences four critical dimensions. First, it affects employees’ percep-
tions of which forms of knowledge are valuable and worth managing, and which
can be disregarded. Second, it guides the transformation of individual knowledge
into collective organizational knowledge, thus facilitating knowledge integration.
Third, it governs the processes through which new knowledge is created, legiti-
mized, and disseminated across the organization. Finally, culture serves as the so-
cial context that defines the norms and standards for how effectively knowledge
is created, shared, and applied within the organization (De Long & Fahey, 2000).

However, for organizational learning to be fully leveraged, it is crucial to culti-
vate a dynamic and adaptable organizational culture. Indeed, a culture that evolves
around learning is fundamental in supporting employees throughout their trans-
formation process. Such a culture fosters a flexible and open environment where
mutual trust is reinforced, thereby promoting collaboration, knowledge sharing,
and continuous learning.

In this perspective, a learning organization does not merely absorb mistakes—
it extracts explicit lessons from them to inform future actions. A culture that re-
frains from stigmatizing errors and instead views them as opportunities for growth
constitutes the cornerstone of a genuinely learning-oriented organization (Akha-
van & Jafari, 2006). Indeed, an organization that embraces this vision of learning
demonstrates the capacity to self-reflect, revise its strategies, and adapt proactively
to evolving market conditions.

Therefore, for an organization to genuinely evolve into a learning organization,
it is essential to cultivate a culture that actively facilitates and supports this trans-
formation. A robust and well-anchored organizational culture that promotes
learning across all levels constitutes a critical lever for achieving this evolution
effectively and sustainably (Halid Hasan, 2023).

To concretely illustrate the influence of organizational culture on organizational
learning, we rely on the typology proposed by the Competing Values Framework
(Cameron & Quinn, 1999), which distinguishes four predominant types of culture:
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clan culture, hierarchical culture, market culture, and adhocracy culture. This
model, widely adopted in organizational research, offers a rigorous and nuanced
means of operationalizing organizational culture and analyzing its effects on learn-
ing dynamics.

This typology complements our theoretical framework, which is grounded in
the dynamic capabilities’ theory (Teece et al., 1997) and the knowledge creation
theory (Nonaka et al., 2000). It enables a detailed analysis of how different cultural
profiles shape an organization’s capacity to learn, adapt, and generate new know-
ledge.
¢ Impact of clan culture on organizational learning

The specific effects of values associated with clan culture on organizational learn-
ing remain a topic of debate, with theoretical perspectives and empirical findings
showing some divergence.

Some researchers highlight that a work environment dominated by clan culture
provides a favorable framework for individual development and significantly fos-
ters organizational learning. Indeed, characteristics inherent to this culture—such
as trust, loyalty, flexible social interactions, and strong employee commitment—
play a key role in promoting knowledge acquisition and sharing within organiza-
tions (Chan, 1997).

In contrast, other studies suggest that a culture overly focused on disciplinary
codes may limit the flexibility necessary to fully support organizational learning
(Jabeen & Al Dari, 2020).

Furthermore, research by Lee et al. (2016) finds that clan culture has no signif-
icant impact on organizational learning, underscoring the complexity and contex-
tual variability of this relationship.

H1: Clan culture has a significant impact on organizational learning.
¢ Impact of hierarchical culture on organizational learning

The formal controls, norms, and policies that govern hierarchical organiza-
tions, combined with their focus on stability, predictability, and long-term effi-
ciency (Alexakis, Platt, & Tesone, 2006), are often perceived as barriers to organ-
izational learning. This is mainly due to the excessive formalism and rigid controls
they impose, which can stifle flexibility and innovation (Alsabbagh & Al Khalil,
2017; Oh & Han, 2018; Al Dari et al., 2021).

In contrast, other research highlights a positive effect of hierarchical culture on
organizational learning (Alavi et al., 2006; Shao et al., 2012). These studies argue
that the clear, well-defined, and structured mechanisms typical of hierarchical cul-
tures facilitate effective information processing—a key element in organizational
learning. Therefore, these authors conclude that in certain contexts, the values
inherent in hierarchical culture can support and even strengthen organizational
learning.

H2: Hierarchical culture has a significant impact on organizational learning.
¢ Impact of market culture on organizational learning

Market culture, characterized by its rational orientation and strong focus on the
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external environment, aims to achieve competitive advantage by optimizing
productivity and maximizing profits (Prajogo & McDermott, 2005). This culture
encourages the acquisition of information and knowledge from the competitive
landscape, which can enrich internal practices and stimulate organizational learn-
ing (Dajani & Mohamad, 2017; Sanz-Valle et al., 2011).

However, some researchers, including Lee et al. (2016) and Alsabbagh and Al
Khalil (2017), contend that market culture does not significantly impact organiza-
tional learning. They argue that this culture prioritizes explicit assets, such as data
and codified knowledge, often at the expense of tacit knowledge, which requires col-
laborative and reflective learning among organizational members (Suppiah &
Sandhu, 2011). Consequently, its strong orientation towards short-term objectives
might limit its capacity to foster deep, transformative organizational learning.

H3: Market culture has a significant impact on organizational learning
e Impact of adhocracy culture on organizational learning

The adhocratic culture, characterized by its external focus and emphasis on
flexibility, innovation, and risk-taking, strongly fosters organizational learning.
By prioritizing the acquisition of new knowledge and the development of innova-
tive products or services, it creates an environment conducive to experimentation,
adaptation, and the continuous renewal of organizational capabilities (Shepstone
& Currie, 2008).

These distinctive values encourage the integration and sharing of knowledge
within the organization, thereby enhancing collective learning capabilities. Re-
search indicates that an adhocratic culture, with its focus on agility and creativity,
enables organizations to effectively explore new opportunities, anticipate environ-
mental changes, and transform acquired knowledge into sustainable competitive
advantages (Sanz-Valle et al., 2011; Alsabbagh & Al Khalil, 2017).

There is a broad consensus among researchers regarding the highly positive
impact of adhocratic culture on organizational learning. Its openness to change
and relentless pursuit of innovation make it a critical lever for enhancing organi-
zational resilience and sustaining competitiveness in an ever-evolving environ-
ment (Dajani & Mohamad, 2017).

H4: Adhocracy culture has a significant impact on organizational learning.

4.2. Conceptual Model

The proposed conceptual model draws on the theoretical foundations outlined
earlier, notably the dynamic capabilities theory (Teece et al., 1997) and the organ-
izational knowledge creation theory (Nonaka et al., 2000). Its purpose is to analyze
how different organizational cultures distinctively influence learning dynamics
within organizations. To capture this cultural diversity, the model adopts the
Competing Values Framework (Cameron & Quinn, 1999), which identifies four
main culture types: clan, hierarchical, market, and adhocracy. Based on this ty-
pology, the research hypotheses are developed by linking the defining character-

istics of each culture to specific organizational learning mechanisms (as illustrated
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in Figure 3).

Clan culture
f7
Hierarchy culture H2
Organizational Organizational
culture B H3 learning
Market culture
\)\D«
=1 Adhocracy culture

Figure 3. Conceptual research model.

5. Discussions and Recommendations

The analysis of the four hypotheses formulated in this study, grounded in the lit-
erature review, has revealed several key insights into the relationships between
types of organizational culture and the dynamics of organizational learning.

Regarding the first hypothesis (H1), the literature highlights that clan culture—
centered on solidarity, loyalty, and human relations—generally fosters an envi-
ronment conducive to the sharing of tacit knowledge. It particularly supports the
socialization and internalization phases of the SECI model (Nonaka & Takeuchi,
1995) by encouraging informal exchanges, mentoring, and interpersonal knowledge
transmission.

However, this culture can also lead to conformity or resistance to change, par-
ticularly when collective norms become rigid. This paradox is evident in NGOs or
certain family-run organizations, where strong social cohesion may limit open-
ness to innovation or external learning. Therefore, for clan culture to serve as a
true lever for organizational learning, it must be complemented by openness to
diverse ideas and constructive dialogue.

The hierarchical culture, based on formalization, respect for rules, and control,
facilitates the effective structuring of explicit knowledge by promoting standard-
ized procedures, thorough documentation, and traceability of information. Con-
sequently, it supports, to a significant extent, the combination phase of the SECI
model and the organizational memorization of knowledge. However, its emphasis
on rigidity and stability may sometimes inhibit the flexibility and experimentation
necessary for deeper learning processes.

However, hierarchical culture tends to hinder experiential and adaptive learn-
ing due to its constraints on autonomy, experimentation, and risk-taking. Such
limitations often lead to rigid decision-making processes and reduced employee
engagement in participatory innovation activities.

Market culture, with its strong focus on results, competitiveness, and produc-
tivity, can foster strategic learning by promoting active environmental scanning
and the rapid adoption of successful practices from competitors. This culture is

particularly relevant in high-pressure contexts, such as large export-oriented firms
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or publicly traded companies.

However, in some organizations, market culture tends to prioritize financial
indicators and immediate performance, often at the expense of collective learning,
error capitalization, and continuous improvement—elements that are essential in
today’s volatile economic environment. The challenge lies in reconciling short-
term performance demands with cultivating a culture that values deep organiza-
tional learning, especially in dynamic sectors such as manufacturing, banking, and
logistics.

The adhocracy culture, characterized by innovation, flexibility, and risk-taking,
is the most conducive to organizational learning. It actively engages all phases of
the SECI process, particularly externalization (articulating tacit knowledge) and
combination (reconfiguring explicit knowledge), while fostering creativity and
cross-functional collaboration within teams (Cameron & Quinn, 1999).

This culture is beginning to emerge in developing countries, particularly within
technology startups, incubators, innovation hubs, and agile service companies.
These organizations, often led by young entrepreneurs, tend to adopt fluid organ-
izational models and knowledge management practices that emphasize experi-
mentation. However, the broader diffusion of adhocratic culture remains con-
strained by rigid external factors such as limited access to financing, institutional
inertia, and a lack of culturally supportive venture capital. Thus, fostering this cul-
ture requires not only political support but also a shift in managerial mindsets and
a societal recognition of failure as a valuable source of learning.

In short, a cross-analysis of the four types of organizational culture reveals their
distinct—and at times ambivalent—influences on the dynamics of organizational
learning. Each culture appears to offer specific levers, but also limitations, sug-
gesting that the impact of culture on learning is strongly shaped by the organiza-
tional context in which it unfolds.

It is therefore relevant to examine the types of organizations or sectors in which
this model finds its most effective application. This conceptual framework appears
particularly well-suited to complex environments where multiple cultural logics
coexist. This is notably the case in hospitals and healthcare institutions, which
often combine a hierarchical culture (based on rules and compliance) with a clan
culture (centered on cooperation among healthcare teams) and, at times, adho-
cratic elements linked to medical innovation and research.

Similarly, universities and higher education institutions frequently blend a clan
culture (collegial collaboration), an adhocratic culture (focused on research and
pedagogical innovation), and a hierarchical culture at the administrative level.
Banks and financial institutions, historically shaped by hierarchical and market
cultures, are increasingly incorporating adhocratic logics through digitalization,
along with clan-oriented practices in certain services.

Large multi-site or multinational companies also provide fertile ground for the
application of this model, due to the cultural diversity that may exist between sub-

sidiaries, departments (e.g., R&D vs. production), or geographic regions. Lastly,
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evolving public administrations—though still deeply rooted in hierarchical cul-
ture—are beginning to integrate adhocratic dynamics (through public innovation
projects) and clan dynamics (promoting collaborative work), while also being
subject to performance-driven market logics.

Thus, this model is particularly well-suited to organizations in which multiple
organizational cultures coexist and interact, offering a relevant analytical frame-
work for examining their influence on organizational learning.

The conclusions drawn from this study enable us to formulate several strategic
recommendations aimed at public policymakers, business leaders, and human re-
source managers:
¢ Promoting reasoned cultural hybridization:

Organizational cultures should not be considered fixed or mutually exclusive.
It is beneficial to intelligently hybridize cultural logics—preserving the structuring
strengths of hierarchical culture, such as efficiency and rigor, while integrating
adhocratic practices like experimentation and autonomy. Similarly, blending clan
culture’s solidarity with market culture’s responsiveness can create a more adap-
tive and resilient organization. This hybridization should be approached as a grad-
ual and deliberate process of organizational acculturation, allowing the integra-
tion of complementary values and practices over time.

Concrete examples illustrate this logic: Toyota combines hierarchical discipline
and participatory innovation through practices such as kaizen and jishuken (Liker,
2004), while Danone integrates clan-based social values with the performance de-
mands typical of a market culture, through its “dual economic and social project”
(Davoine & Ravasi, 2013). These approaches demonstrate that a deliberate cul-
tural hybridization can simultaneously enhance efficiency, innovation, and organ-
izational cohesion.
¢ Supporting the ecosystem of innovative businesses

Young companies embracing an adhocratic culture—such as startups, innova-
tive cooperatives, and entrepreneurial associations—should receive targeted sup-
port, including administrative simplification, improved access to financing, stra-
tegic mentoring, and greater institutional recognition. These organizations repre-
sent future models of organizational learning, where innovation and collaboration
lie at the core of their operations.
¢ Developing a knowledge-based HR strategy

HR departments in both public and private sectors must integrate knowledge
management into their policies by implementing experience transfer programs,
recognizing informal learning, supporting cross-functional projects, and fostering
skills networking. This approach requires institutionalizing learning beyond for-
mal training through the cultivation of a culture that values and encourages
knowledge sharing.
¢ Promoting transformational and facilitative leadership

Since organizational culture is largely influenced by leaders, it is essential for

managers to adopt a transformational leadership style grounded in a shared vision
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and intellectual stimulation. Such leadership fosters learning behaviors and culti-

vates an organizational climate that promotes trust, autonomy, and innovation.

6. Conclusion

Organizational culture is a coherent system of values, beliefs, norms, and practices
that guide the behaviors of members within an organization. These cultural ele-
ments, passed on to newcomers, deeply shape the organization’s internal pro-
cesses. Consequently, culture can either enhance performance or become a barrier
when it is misaligned with organizational goals.

As a key lever, organizational culture influences every function within the or-
ganization, from operational tasks to strategic decisions. Consequently, the pro-
cess of organizational learning is deeply shaped and modified by the dominant
culture.

To analyze this dynamic, we draw on the organizational knowledge creation
theory (Nonaka et al., 2000) and the dynamic capabilities theory (Teece et al.,
1997). These frameworks help us understand how organizational culture struc-
tures and activates learning mechanisms, profoundly influencing an organiza-
tion’s capacity to evolve, innovate, and transform. More specifically, organiza-
tional culture shapes interaction norms, guides collaboration patterns, and deter-
mines shared representations of knowledge.

To operationalize the relationship between organizational culture and organi-
zational learning, this study draws on the Competing Values Framework devel-
oped by Cameron and Quinn (1999), which identifies four primary culture types:
clan, hierarchical, market, and adhocracy. An analysis of empirical research on
the influence of these cultural types on learning dynamics reveals several key in-
sights. Clan culture promotes knowledge acquisition and sharing but carries the
risk of normative conformity that may impede learning. Hierarchical culture sup-
ports the structured processing of information, though its emphasis on formalism
can restrict adaptive learning. Market culture demonstrates strong potential for
performance-driven strategic learning but tends to undervalue collaborative and
reflective learning processes. Finally, adhocracy culture stands out for fostering
innovation, cross-functional collaboration, and knowledge transformation, mak-
ing it the most conducive to organizational learning. Based on these findings, we
hypothesize that each type of organizational culture exerts a distinct and signifi-
cant influence on organizational learning mechanisms.

Considering these findings, several strategic recommendations emerge. First, it
is essential to promote a reasoned cultural hybridization that combines the unique
strengths of each organizational culture type to enhance the learning capabilities
of organizations. Second, targeted support should be provided to young, innova-
tive companies embracing an adhocratic culture by easing their access to financ-
ing and offering tailored mentoring. Concurrently, human resource strategies
must be designed with a strong emphasis on knowledge management, fostering

informal and collaborative learning to build a culture that values knowledge shar-
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ing and recognition. Finally, since organizational culture is largely shaped by lead-
ership, it is crucial for leaders to adopt a transformational leadership style centered
on a shared vision and intellectual stimulation. Such leadership fosters behaviors
conducive to learning and cultivates an organizational environment characterized
by trust, autonomy, and innovation

Although this theoretical study underscores the impact of organizational cul-
tures on organizational learning, several questions remain unresolved. Empirical
research is therefore essential to deepen our understanding of these relationships,
particularly across diverse organizational contexts and sectors. Such investiga-
tions would enable the testing and validation of the hypotheses proposed in this
article and provide greater insight into the actual mechanisms underlying organ-

izational learning.
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