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Introduction

Organizational culture is more than a buzzword; it is the invisible force that shapes employee behavior, 

decision �making, and overall performance. When leaders seek to understand and influence this culture, one of the 

most reliable tools at their disposal is the Competing Values Framework (CVF). A competing values framework 

sample questionnaireprovides a structured way to capture the nuanced dynamics of an organization’s culture,

revealing which values dominate and which are in tension. This article offers a deep dive into the CVF, explains why

a sample questionnaire is essential, walks you through designing a robust assessment, presents a full example

questionnaire, and shows how to interpret and act on the results. Whether you’re a researcher, consultant, or

internal HR professional, mastering this framework will empower you to diagnose cultural strengths and gaps with

precision.

Understanding the Competing Values Framework

History and Origins

The Competing Values Framework was developed by Robert E. Quinn and John Rohrbaugh in the early 1980s as

part of the University of Michigan’s research on organizational effectiveness. It emerged from a need to move

beyond simplistic, single �dimensional models of culture and to capture the inherent tensions that drive organizations

forward. By situating culture along two orthogonal axes—flexibility versus stability and internal versus external

orientation—the framework creates four distinct quadrants that represent different cultural archetypes.

Core Dimensions

•  Flexibility vs. Stability: Flexibility emphasizes adaptability, creativity, and risk �taking, whereas stability prioritizes 

order, consistency, and efficiency.

•  Internal vs. External Orientation: Internal orientation focuses on internal processes, collaboration, and 

employee development. External orientation looks outward at customers, markets, and partners.

Quadrants

1.  Placing the Quadrants: The intersection of the two dimensions yields four quadrants: 

Clan (flexible &amp; internal)

2.  Adhocracy (flexible &amp; external)

3.  Market (stable &amp; external)

4.  Hierarchy (stable &amp; internal)

Why Use a Sample Questionnaire?

Benefits for Researchers

For academics, a well �constructed questionnaire is the primary instrument for collecting data that can be statistically

analyzed. It enables researchers to operationalize abstract cultural constructs, test hypotheses, and compare

findings across different organizations or industries.



Benefits for Organizations

From a practical standpoint, a competing values framework sample questionnairehelps leaders identify which

cultural strengths are driving performance and which tensions may be hindering progress. The insights can inform

strategic initiatives, leadership development, and change management plans.

Common Misconceptions

Many practitioners mistakenly believe that culture is static or that a single survey can capture it entirely. In reality,

culture is dynamic, multi �layered, and influenced by context. A questionnaire should therefore be part of a broader

diagnostic toolkit that includes interviews, focus groups, and observation.

Designing an Effective CVF Questionnaire

Item Development

Start by translating each quadrant’s core values into clear, behavior �based statements. Avoid jargon and ambiguous

language. Each item should reflect a specific, observable action or mindset that employees can easily evaluate. For

instance, “I feel comfortable taking calculated risks in my work” captures the essence of an Adhocracy culture.

Response Scales

A 5 �point Likert scale is standard: 1 = Strongly Disagree, 2 = Disagree, 3 = Neutral, 4 = Agree, 5 = Strongly Agree.

This range balances sensitivity with simplicity, allowing respondents to express nuanced opinions while keeping the

scoring process straightforward.

Pilot Testing

Before full deployment, pilot the questionnaire with a small, representative sample. This step uncovers confusing

items, identifies response biases, and ensures the survey length is manageable. Use feedback to refine wording

and eliminate redundancy.

Validity and Reliability

Ensure content validity by aligning items with the theoretical constructs of the CVF. Conduct factor analysis to

confirm that items load onto the intended quadrants. Calculate Cronbach’s alpha for each quadrant to assess

internal consistency; a value above 0.70 is generally acceptable.

Sample Questionnaire: Full Example

Below is a comprehensive competing values framework sample questionnairethat includes 30 items, evenly

distributed across the four quadrants. Feel free to adapt the wording to fit your organization’s context.

1.  Clan (Flexible &amp; Internal)

2.  I feel that my organization encourages collaboration among team members.

3.  Open communication is valued in my workplace.

4.  There is a strong sense of belonging among employees.

5.  Team members support each other in achieving common goals.

6.  Employees are encouraged to share ideas freely.

1.  I am encouraged to experiment with new ideas, even if they might fail.

2.  My organization rewards creativity and innovation.

3.  We are quick to adapt to changes in the market.

4.  Risk �taking is seen as a positive trait.



5.  We frequently launch new products or services.

1.  Customer satisfaction is a top priority for my organization.

2.  We set clear performance targets and hold ourselves accountable.

3.  Competitive advantage is pursued through efficiency.

4.  Sales and revenue growth are regularly monitored.

5.  We respond promptly to market trends.

1.  Clear rules and procedures guide my day �to �day work.

2.  Decision �making processes are well defined.

3.  Consistency in how tasks are performed is valued.

4.  Employees receive detailed instructions on their responsibilities.

5.  Compliance with policies is strictly enforced.

Interpreting Results

Scoring

Calculate the average score for each quadrant by summing the responses to its items and dividing by the number

of items. Higher scores indicate stronger alignment with that cultural archetype.

Present the scores in a table or radar chart to visualize the cultural profile. For example, a high Clan score coupled

with a low Hierarchy score suggests a collaborative, flexible environment that may lack formal structure.

Some analysts compute an overall culture score by averaging all items. However, this can obscure quadrant �specific

insights, so it is usually better to focus on the relative strengths and weaknesses across quadrants.

Compare your organization’s scores against industry benchmarks or peer groups. This contextualizes findings and

highlights areas where your culture is either ahead or lagging relative to competitors.

Applying Findings to Organizational Development

Strategic Alignment

Align strategic initiatives with the dominant cultural strengths. For instance, if your organization scores high on

Market and Adhocracy, you might prioritize agile product development and customer �centric innovation.

Leadership Development

Use the cultural profile to design leadership training that reinforces desired values. Leaders in a Clan culture should

foster teamwork and mentorship, whereas leaders in a Hierarchy culture should emphasize process compliance

and risk management.

Change Management

Understanding cultural tensions helps anticipate resistance. A strong Hierarchy culture may resist rapid change;

therefore, change plans should include clear communication, training, and incremental milestones.

Common Pitfalls and How to Avoid Them

Cultural Bias

Surveys can inadvertently favor certain cultural expressions, especially if language is not neutral. Engage diverse

stakeholders during item development to capture a balanced view.



Low Response Rates

Low participation skews results. Mitigate this by communicating the survey’s purpose, assuring confidentiality, and

providing incentives or reminders.

Over �Simplification

While the CVF offers a clear framework, real �world cultures are more complex. Combine questionnaire data with

qualitative methods such as interviews or ethnographic observation for a richer picture.

Frequently Asked Questions

Annual or bi �annual assessments are common, especially after major organizational changes or strategic pivots.

Yes; online surveys increase reach and simplify data collection, but ensure that the platform preserves anonymity

and data security.

Balanced scores can indicate a well �rounded culture, but they may also mask underlying tensions. Further

qualitative inquiry can help uncover hidden conflicts.

Pilot testing and cognitive interviews help identify problematic items. Revise wording for clarity or replace items that

consistently produce low reliability.

Conclusion

A competing values framework sample questionnaireis more than a set of survey items; it is a strategic

instrument that bridges theory and practice. By thoughtfully designing, administering, and interpreting this

assessment, organizations can uncover the hidden forces shaping their culture, align leadership actions with

cultural strengths, and navigate change with confidence. Remember that culture is a living entity—continuous

measurement, reflection, and adaptation are key to sustaining a healthy, high �performing organization.
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