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DRAGON is the SCOS journal,
s0 that it will deal mainly with the subject of Organisation Symbolism.

It will give priority to articles — case-studies or theoretical exposi-
-.tions — which consider the organisation as a human and social group

within which we see the development of phenomena outside the
precincts of classical systems analysis ; beliefs, myths, rites, heroes,
sagas, and so on. These new concepts usually coincide with the
introduction to organisation study of disciplines formerly remote from
it: Iinguistics, history, psychoanalysis, anthropology, etc.

DRAGON publishes working papers,

consconant with a research area that is constantly evolving and which
emerged simultaneously in several different conceptual “broths”. Its
aim is the rapid circulation of concepts and factual material. An
important goal is to assist in formulating a common approach to the
organisation enabling comparison between diferent cultural per-
ceptions. At a later stage, DRAGON will provide other services:
lectureship invitations, researcher exchanges (working and living
accommodations to accompany research assignments), and so on.

DRAGON is a vehicle for instant communication,

between members of S8CO8 and their associates. By publishing in
first-draft or working-paper form, the authors indicate that they will
welcome comment as to content, stvle, references, and so on.
Therefore, DRAGON should be used by contributors, readers and
commentators alike with this in mind. Increasingly greater space will
be set aside for readers’ letters and comments. Consonantly with
this, amended versions of earlier articles may be published at short
notice. It is also understood that contributors remain free to publish
revised versions of their papers in other journals of more established
academic reputation.

JOIN SCOS BY CONTACTING BARRY TURNER AT EXETER
Department of Sociology, University of Exeter
Armory Building, Rennes Drive, Exeter Ex 4 4RJ - (England)
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EDITCRIAL

Any researcher wheo has sufficient practise of empirical works
and has set up observation devices within companies is aware of the link
between these devices and the nature of their product.

DRAGON can be considered as a device "connected" to the acti-
vity of Research on Organisations.

What the characteristics of DRAGON?

- first, DRAGON is associated to the SCUOS network
which is, at this time, the most structured and the most important as con-
cerns research on Organisational Symbolism,

— then, DRAGON publishes quickly,

— DRAGON publishes working papers, in other words
parers which do not necessarily satisfy the standards of such and such a
Jjournal,

- DRAGON publishes abundantly, i.e., about a
hundred articles a year, whereas quaterly reviews edit around twenty at
the most,

How do they affect the content of DRAGON?

To my mind, there are two things which characterize the mar—
ket-appeal of DRAGON:

- authors can publish what can he called emerging
thoughts - in other words, what P.0. Berg called '"bold thinking” in the
call for papers for the Lund Conference — hypotheses which may be auda—
cious but which are nevertheless presented with rigoer,

— moreover, the same authors may explore subjects
in a form which, by its very nature, made their work difficult te publish
in more conventional journals (see, for example, the article by P. Shri-
vastava in issue n® 1 of DRAGON).

Thus, the content of DRAGON aims at being at the vanguard of
current research, to a certain extend fulfilling the role of the Physical
News Letter or other reviews of the same type in other disciplines.

These formal characteristics imply a new epistemological appro-
ach to the study of Organisations.

Firstly, what indicate the "value'" of a contribution in this
field, is the internal rigor in setting forth cbservations and’their con-
ceptual presentation, more than the operationalistic treatment of variables
through vast statistical surveys. To day, we know only too well the low
probative nature of statistics due to the impossibility of adequately mas—
tering variables in order to create worthwhile replicas. This does not
mean, in anyway whatsoever, that one should restrict cneself to leocal
surveys and clinical observations methods. But the generalisation of
results is based on their standing in the scientific community and on the
fact that appropriate concepts make the world intelligible.

Secondly, the subjects of our studies (companies, civil ser-
vices, various institutions, or their "transversal" components: profes—
sions, skills, structures, etc.) irreversibly evolve in time. Without
trying to find the sense of this history (with all the meaning of the
word "sense"), it must be recognized that it relativizes the "results",
unless tlese are integrated into a dynamic analysis accounting itself
for the emergence of new concepts (for instance 'corporate culture" or
"organisational symbolism™}, and thereby for the evolution of the view on
a given subject. This is the reason to recourse to various disciplines
which up To now have been of little concern to corporations. Not to borrow
their concepts without necessary precautions but because, in their time,
these disciplines have raised guestions which concern us (history, anthro-

pelogy, linguistics, etc.).

For these twe reasons, rallying the scientific community
appears to be a decisive condition for progress. But this increased
collaboration, over a larger gecgraphical area, leads to practices
somehow different to those sometimes recommended by the institutions
in charge of spreading results such are the “conventional" journals.

- first of all, it seems necessary to precise a certain num-
ber of concepts, not at the abstract level of their reification in a
paper, but at the level of .their implementation in empirical works.
There is no real usefulness in trying to create a pseudo-scientific
field by quoting notions with the only indication of a name and a date.
This leads to a quick dilution of the sense of these notions to which
heterogeneous observations are pilled up.

Thus, we take the standpoint of a return to sources, in
other words teo the definitions in the terms used by their authors (as
usual in more literary sectors of soclolagy).

— then, and we could say reciprocally, the abuse of "ritual"
quotatiors should decrease. We are all aware that different socio-cultu—
ral traditions exist in ocur various countries and this significantly
modifies the hierarchy and sven the meaning of the concepts we use. Thus,
it 'seems more judicious to define precisely the meaning we attach to these
concepts than to refer to an author who has written on the same subject.
This would be simple nominalism, blurring our writing.

In other words, we wish — but this is an open point for dis-
cussing - to take enough distance with:

— a paradigm derived from the sciences of the nature were
concepts have an unambiguous. meaning,

-~ a paradigm strongly oriented by the habits of North-american
publicatiers {as regards quotation, mainly).

We hope that our North-american colleagues will not be offended
by the last remark, which is not aiming the individual quality of their
works but rather the "production mechanisms" within the field of Organi-
sation studies. It is not because in a few countries the appointment to
accademic positions depends on obtaining a score in the Citation Index,
which is childish, that the presentation of scientific works should be
concerned. Refusing to enter this "system" could ultimatly benefits
the researchers and teatchers currently subjected to it.
= 2 oIf we want to progress in a discipline which has
accumulated a lot of observations, it seems necessary that researchers,
because of the norms imposed on them and that they have interiorized,
cease reassuring themselves by thinking they are all writing about the
same things only because they are using the same words. To reach the
level of Science, it is time to stop doing "as if" and acting like
"sclentists" (physicists, biologists, those who are confident in their
scientific-ness), even ifit turns to be less cenforting.

Vincent Dégot



SUSCRIBTIONS

Dear Reader,

now that you, can see how DRAGON locoks like, do you

intend:

0 to become a regular reader by subscribing to:

* gix issues (about each month) for 300 French Francs

* twelves issues for 600 F.F.

{ The next two issues will be mostly devoted t¢ the Antibes Conference
papers, the following three to the Trento Conference cnes. Of course
we will introduce "fresh" papers when they will begin to rsach us)

In either case, please do two things:

- if you are not French, send the amount either directiy
to V. Dégot or on the DRAGON banking account at the name of V. Dégot,
Account n® 000 5 05375 1 4, Socié&té Générale, Agence G Saint Michel
27 Bld Saint Michel 75005 PARIS (FRANCE)

- 5i vous étes frangais,envoyez un chéque au compte de
1'ADREG, au Centre de Recherche en Gestion de 1'Ecole Polytechnique,

1, rue Descartes, 75005 PARIS

- and send me a letter to informe me of your subscription
s0 that I can send you by return an invoice and adjust the nuiber of
copies for the next issues
0 to become a collaborator of DRAGON:

* by spreading its spirit around you, to colleagues, institu-
tutions, firms, ete. Tell these persons to contact me or send me their
names and addresses. )

* by becoming a reviewer for DRAGON; then contact me, I will
gend you & questionary and explain to you the rights and duties of

the DRAGON reviewers.

The role of Images in changing Corporate Culturs:
The case of A.T.& T.

Susan SCHNEIDER
Ellen POWLEY

bramatic envirommental cranpge often wecessitates a
Ffuncamental ohange 1n corporate stractegy. Suocoessful
implienentasian of tnat strateqgy reguires a comscatiblie
corporate culture. However, the old culture may be Do Ly
sted to the cemands of the envirorment. Zuch may pe tne
tase of ATET or American Teleshone and Telepgraon as it
attemcts to reconoile its 100 yaar olao corporate culture with
its new @nvironment. Ome year after deregulation of the
teleshove 1ndustry one can coserve mumsrous change sighnals
from tne foremost communicaticon niant as it presares to enter
& nEW Arena.

On Jaruary 1, 1284, ATET put into effect a fooeral canrt
order which geresaulates, 1n pars, tne compary’ s operations.
The eourt oroer s1onifies the end of an era -the Mmoo ly of
The Anerican domestic telephane servicoe. This momopoly had
arovided., avcording $o some, tne best service 1n the wonriag
uraer the mission of "Ore Sveten, One FPolicy, Urniversaij
Savrvice". Slowevar, tne Amegrican fres market mentality,
RKNTIErUst climats, suspicion of norepolies, orotests from

wanlo-a2 competitors ang A7

'z 1nmterest in giversifyving into
information systems wers some of the Forces dirrvang that

geores, Hs a result, seven regional teleonone commuricatiors



ORoanles were dismembered from ATRT in an cperation as
cainful to the employees as it was confusing to the public.
A family of 1 million emplovees was torn apart and sent to
cne of seven new regicnal combanies or remained wilth the
cdiminished parent. Employees rnct onliy suffered emctional
snocy out tne aftermath of divorce procoedaings. "Ma EBell"
doesn’t live hare anymore” orociaimed CED Charles Browm oriore
to the decision heraldivng a change wmot only an structure,
mission, ard strategy but also 1n corporate culture.

Eharngivg culfure would be no small feat with a.loO yaar
nistory and several pgererationg naving worked for mMma Bell

where org overriding vaiuve shaoed the culture: SER

above and peyond thne call. Liresmen testing cireuits in
blizzargs, reDairsern working to restore serviece in
hurricanes, and cpoerators resolving erises embeody fhe service
VALLE and were coroorate herces. The sopirit of service is
cenlctes 1n stowmies, rewarded in rituals, and physically
vimibie 1n naliway oortraits ang Statues. Thnis spirit
survived 1n a berign, protected, reoulated enmvirorment.  What

charnges are reeded to survive in the rnew comoetitive, nion

technolopy ernvironment? Is this change possible?

This paper will document the chnarnges or attempts to
change the corporate caltuwre throwoh analyzing changing
1mages. Tnese images will be aorganized by domain, i-e.the
company’ s view of itseelif or identity; the view of its

grvironment - government regulators, technology, combetitiorn,

customers and the financial commanity: and the view of its

lewagers anc anploveas. images, reoresentations of toe
arganizaticon, are expressed through sSymbols, savings
(siogpans), meEtanhors and similies, and descriotions. Trnese
tmages will pe plearneu from acvertisenents, internal
commurlcationsg anc rewsistiters, sSDzernes, medila reports arng
interviews to cenonsirate the cultural chanpe. The rols of
tmapeEs wili o evaluated angd tne mecrnanisms regqulrec Tor
culbure ehanpe ciscusses. {1s it merely a3 facage whnile the
ungerlying architecture remarins wnonanged?) Implications For
successful stratepy imolementation 1n rnewly gerepulated Firms
will oe Zrawn that are particuiarly relevant given the recent

trends in tne wnterwational talecommunicaticews ivnoustry.

Genaratioms have grown un tninking of Aperican Teleshcone
and Telegraoh simbly as Ma Bell" (Time, 7/18/783). AT&T . was
o@st Hnown to tne cunlic as tne Teiepnone Comparny or tne R=il
Svotemn, kWoille everyone could igentify the teieonore with
Be=li, reouesting tne identity of BTE&T  would mest lirvely have
grawhn Dlany stares from tnose asked, sxiceot oerbaps from tne
tmvestment community. Tne bell System was rnamed after
Alexarder Braham Bell. the inventor of the teieonone. Tnus
the emprnazis an invemition nag neer a long estaniisned
Tradiciocn. The readily l1dentified looo was a bell within a

cirnie (oicturs i). This linked the company witn U. S.

fistory arnd tragditicn 1v its associaticonm with the Liberty



Ealil whicn symoolizes L.5. inogspenoence and tne basic tenets

¥ the constitusiorn — 1ife. liberty, and the bpursuit of
hapoiress, in adaoting fnis symbol ATET was closely tied to
the U.S5. povervment and acted as a guasi—oovernmerntal apency
(Dusminess Week, 12/73/84). AT&T in fact patterned itself
aTter tne governmewntal structure with local/federal
resoonsibility. “The Bell Swvstem cortained all the nenessary
atfributes of a mation — tarritory, i1thiomatic lanpouaoe,
nigtory, culture and pgoverrment. " (Tunstali, 135840,

The domestic image was strengbthensg whern v 1925 Walter

%. Gifford f(then Dresicent?) cnose America over tne worid as
ne sold of Ff its International WEﬁtern.Electw1c Cio.
contvraiiing 47% of the worlid's teliephone eguloment business
cutside of the U.8. te a tnen small compbany., I.T.&7. The

basic solit remaired until 1984: BT&T ~Rwerican and I.7T.&T. -

iz2/139/83).

imternaticonal .
Two strong images are cormected to "American’: aopie Dle
and mother. AT&T, or the Rell System, was known as Ma Bell.
Motner of course was traditionally tawen care of by fatner —
Uﬂ:lg Sam - thne symhal of the United States government, and
n turn Sakes :are.af the crildrern; i.e. tne customers, wio
were to be treated Tairly. Everyene should have a phone,
whion snouic pe affordaole (the universal service d&ctwlne)
1h KeEDing With tne mational igeolopy tnat all men were
created equai, aave unaliemaple raights and ooportunities.
The competitors clalm row that ATET is acting iv an

anfmericar fashion by denyino them egual access to tne pnome

Tines’t

urcle bam took care of Ma Beli by giving her tne
movopoly (altooush not witnouowt many years of li1tigation aver
catents anc antitrust sdits). o m2ed for compEtition in
tnis D15 happy Family. (Rlthouph an the 19307%s Tather triec

to tamxs over and nationalize tos system. ) Tre houssnolo

m

busgeEt Wa 2% to reflect cosrating costs. Dad kept & tigpnt

fist as pay onone rates were apt to 10 cants for a local
calil for 32 vears. Mom had o aogt bv. Cost Tor services,

dike other uwtilities wasg wnsnown. Flat ratss o2r monih

regarciess of usage keot local

SHargeRs too 1ow and

wWare subsidized by hignsr long

negss

Waek, 3I/5/83).

Ma Bell krnaw what

oren neoced
regarcing teleshorns service — it should be reliablse,

aeoendablie ang last foraver. "Ma E2il was rod Just oa

ATET truly was a Ma

care of all aspects

Busine

foravar. ads now arvtest o that

conld alwavs count on & Gi&l fone anc an

talk to. Faney paboets, sophisticated

urmecessary Tor J4s piain Tolds. Just Hesn it ziain ane

simoie. Irn 19839 & coroorate identificstion

tnat ATET was viewsd as & L R al=

Bndlover.... LIT theyl were a portrald 17 woulg be ov

Ciwell, 1T & state, they would DeE migwestern -




ITowa — and 17 & tree, & ht asilivariar Dodgl

seguola and certainly not & cogwooc” (Vor Buw, 139837,

ected tne oioe

Doing one thing right menta

an 1gealistic neritape (Tunstalli, 1983, Ma Hrisw DEST and MNa

t fat and laxz

agvertislng Cakdalin T LOME CLETanoe Servioe WaES oruimari v
-

aimed at friewmas anc Tamiliies staying 1m L ouch.

Then on Novempsr Ei. (978 CTnarles Brawr, C=0 of —AT&7,

U

sald "rMotner coesy’d live nere anymore", to sigral s ohancs

1 its comfortable Ma Bell imace to that of a8 techrolo

driven Tirm. To Bell emsloyees, the symbolic anangonment of

Ma Beil meant tne aopclisnment of tne spirit of serivee (Von

Auw, 13383). The final cecres of givestituwre sent siock waves

throuph the system —trigdeErivg both pevsonal orisef, a sanse

of loss,oonfusion ang concery vot only in its one miilion

emplovees out 1in customers and stockboloers aiide

i

Times, LEZ/EZB/E3). "BeEll System oeonlE soode 1n metachors of

persomal griefd, aimost as ¥ they nad beer gesertsc or

=0

han been a ceath 1w the Family" {(Tumstail, 1288, 0.i7).
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madia stories refletted this image inm h=zadl

Ma Belil casses away in January., her stedo

Cormenticut may be too busy to atteno
lisi4/83).
By teceral oecree of Jugps Dresn, similar to fhac of

Mimo Saleomon, btrie comoany was Split into eloht DlsEceEs:

&l campariss,

coroarate neadawarters ang the severn

cividing %148 oilliocn 1m ms=sts and one million anslovess

11

(Busiress Week, 9/3/83). Mo hand staved tne sword.

atraermatn was wWritten anpout as divorce or

WD WeTnT

whare, Who wWawld be et po and who nad rights ©o whaid

Pt

orocoerties. Family work orouns waere colii, soms soni ocaciing

T Jo1lrn the regpiomals. obhers to =tay nome at headocdarters,

ALthough gives choicos rEOarcing woion ocarent o

often gerlsions HMad alveacy SSBR mate

i@ Emdloyeng

a

T

Townd Ut TOBLIT rEwW 5561 gAnenT &

S MBW pavrell oodes.

mLne—manapensnt incentive {(fo

Transfers, iaysffs. attrition, ™
leave or retire sarly) orograms -~ tnirmed £ns rar-s as all

ievaeis of the corooration (40, 000 1 40

08 SO0ar20.

nigner levels thouognt they

was reaused from 15,000 to DO0 were

rafirement, and 11,000 joos were cut at AT&T

(Buziness Weew, 13/3/84). Donfusion over job
rasponsibilitias ang oonocern over I0D seourity lag to a =
WEEH Strike in Rupust 1283 wherDin ona
aDuses ner kids" |

ime, 87827830, Thne

exceotion of ATE&T Communioaticrns) moved

e@statz 1n Basking Riope, hNew Jercsew, ¥a had To ogive uo hee

namz ang lopgo to thne mew.y gilvest=g oring(

According to tne chairma "Thoe orasr To gros

tne Beil name 15 the moss trcuﬁlegame pari, Dut im
MoTNLng We can do about it. He'll just have to Wit it
a new one, "{Tine, 7/7i8/833. fssets went ron k=
%4 Dillien amg alimowmy and ohild suppotrt nad to 5% oaic in
the Fform of nefty access charpes paid to thne Local o AVILES.
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B8/4/83) & woric symnoo

Oy @lEstronug

The divested repiomal companies were descoriceo as floumdaring
communicat ions {(Tunstall, 1985, Thus

ar
offsprinc: "A Bell Bystem stepcnilc cuts laoose” Tainding the
international 1centity, wmot only oLn

Beil rmame ang tradition & two etdged sword and l2arrning

Cormestion. Dut 4% a Key DuSinRSs slayor
pai1nful lessons the othepr cniideern couid orof
ventures witn Siivetty aro Prilliss, MNaW.

oW oone Dell baby strugpied wo i

Division has threasensc that 1nm oeger to

4
h

Faet" oeserioes it in terms of sibiing vivalry - a Cincerell

COHDEt1TIve 1T Wil cornsioern

e

as orilncess o SCculrery maid
nEresy at & ComDany oncCe Irauc oF iss

carrier in telecommunications(

emeroped Tram tne brEadup weto the “Family psweis''-Bell Labg, -
) Vel MI1SS1on was"to attain or retain lmafershis o in the
wEstery Electric anc —ong LimEs —these has litiie =parkis as
dniversal information marcetolace” (D, Browes, 9757335,

orofits nave falien snort oF Begk,
Thne new ATET moved from the o suburzs to micsown

LE/B/840.
MarnatTar. (pictures). The constraction of fhe new builcing
was oescribed as a masror Yurban evernt . AT&TT s mink pranite,
e ) . ~ 3 5 O . Y = . -~ Eore -
23 story sxy scrapsr with its Chipoencaie peciment on too ang
groung ievel triuamomnal Romas aron anc huge outdoor ouolic
Snarse was aesignec by Pnillio Johnsonm and Buroes
F200 millian,. This demonsirated the concevn witn identity

) and exXtTernal 1macpes. a iapo can
in tne same sopeecn tnat noted tne dewise of M Dell,

raflect tne bproadsr mission, tos Corporata SymDol

Chailrmarn Charles Brown oroclaimedi{in & mamnsr simiiar to that
can heln foous tne comoany’ = icensiiy. Steaniey W.  Smith,

af "The Buesn is dead!. Long live tne Guesen!'),
Fresident of 133 Bwoadway Corooration, STE7's construcsion

-

niew GELEDDINE CORDany 21 TOWM. . & R tEchndlopy DUSINEss

T a WILLD Exsress bo the

anolving atvarces mardesing strateniss o

: i . S
niomly sobhisticated custoner rRoulrements. 0L/
with & great sense of traditicn, vet as as 5o cate &z ary of

4 fmset v T ivieme Wik

old lagmn, the oell witnin a circle, =0 olosely linkec wita

tre hign Yy Ccomoani

1ol

WSS

comestic 1dentity anc represzsnting a

Duilolwg® ig ftnoupht T conmnate tre lmrnavat o

: 9 - " Sy g :
ooe orosset witn wiite wavy Lines” (hew

reslaced by a "aolue [
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comoiacent (Mew Yore

Thne largs oyramid, a

amd solidity yet was also seew as nignly risqy and

solid furcticnal oesign with staff direstion from tne Lo

chose the zafe route.

extravacant. reve, AT&T didg v o . . o
= ’ crumblied inte the separdte ooerasing crmpanles with staff

Howaver, witn the popuiar success of the building, ¥

BErVITE a5 a suodortive Toungation pElow (see Figurei). Wnat

. - = o - =
of e1SH ve oeern reglaced with feelivngs of orica. . o e . . . s
of Misk ha was ieft of ATAT iz a caivisional structure wita market

Withn weszent o the compeIiti AT&T and L.

—sepmented lires of Dusinsss, that are self contained andg

Koo i or Averue are "..nign oroflile owiloings )
pack on Madlson 104 = secentralizes, with e

resoonsioliity (B

ervalols2c in The SaMEn@Es o7 nSlr overmnohaslIed

Waak, 3/5/83) isee Fipure I). Withn ftnisE, toe old missiar

atbeEmMtlon Witnous establishing

ivioualitv. .. LTDEVE vie . . i . R
ina k - - statemert “Une system, one oolicy, universal servipse" withs

7 sense of community....Bulldings can be =0 comoasbitive

end to eng respomsibiiity reouiring ivtegrati ang

. - T
Fight with ong ancther. " (New S -
Tney = urnficasiorn, disinvegrased, "The two government mandates

will mean the disintsoracicorn of tne Fell Svstem as the naticon

1 5 — e
=or nted arcnitecturally. Yet one obssrvar commented. ) ]
e ’ nas Krnowr 1t. Thig, of courss, strikes at the meart of

"IEM is sleek and Tubturissic. HT&T 13 vight mext store bulb

Eell?s nistorical iepacy -~ its sense of unification over the

it iooms liwe a grandvather cleock (Bu

couwrse af a cevtury” (Tunstali, 1983, o.i17). However to

1 j T & 23 of history
T Chipoencale pediment atop attests to the sense o o o } , ) ) ]
ne ; reartirm the sernse of unity Charles Brown emphasigzed $hat
and tradition wnile “the mrand 35 shtory marnle staivcase and

"The mEw AT&T 1S one ousSiness. Wa have two sapitors, ssven

- ; on reinforces the facot that corporabts cower ; - : o ; .
foyeEr at tne tom v lires of business, a corporate headouarters, Western

"

rests at tne ton" (MNEw imgs, 1/20/850.

Slectric, Beil Laps., American Transtecr— whatever sise may

vevelas over time. But we are

f1E DUSIREs3. Wa may o8 in

many DUSINeSSSS DUt we arsg business, arnc wWs will oe

manapad as ong gusiness. " The marufacturing strenpibs

Or rational struckture and gesipn : ; , : .
uroang Sl = wWaestern tlectric and tne innovation cazacity of EBall Laos

The charges i1 the sxterral, architeEctdral stritture 8no i ]
- were mnerged to form ATET Techrologies in order to strencihern

nesigr were ancomparnied oy cnanges in interral,

trg R. & D. —-manufacturing line and to somed tne availanility

i : i cesipr. ATRT wiil pear listle
w}alvl zatiornal structure and GeESIOT. ATET will o .
FrEaTEEa e af mew orodusts to the customer.
resemniance to tne old ma Bell. The new ATET wiil bz laan

Wnere tnere had been a clear sorse of Mission . fne row

arg mean, Sleek and agpressive insteac of Tat, wastsful arno
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missi1on was confused and unciear due 1 Dart to its Droacer
sCcoDeE.  With rno clear igewtity, ATET had not gonveyeco a
ciearcut 1wmape to the outsice. market resgareh indicated
tmat the publig simnDly #new thnem at the tglgdhane comoany,
ot as a Tirm witn sepnncicoical or anternationsal capability.
Divestiture pv Creating cono@tition comoouncec Yne oroplen
bECcause ATAT was no Lomnper TRE terennond QOoany. ThiE lO=S
of the Bell rame arnc logs meant tnat tne souity inhsrent 1n
tne Bell System nad to be btranstTered to ATET (New York Times,
Li/26/84). Yet the new i1mage had to oe creates as well.

This cauwsed confusion imstean of conmsclication as images
portrayed in ATET advertisements were divarse and ofiten
Fragumented. Witn arn aovertising budpet of 2200 million it
was proclaimed, "We're 1n the krowiedpe business. " "Reach out
ard touch somecne Y long distance campaipns became "We’re

e
reaching ot in new cirections”. Familiar famillal scenszs

faded out ang were repiaced by high feehnciogy, busine
criented ones. e£-5. knen vod ve oot o oe o rightt oand Ukatsan
watcn us row! ' Otner atds ran withoui referencs to a
particular orogucts in an attenot to build the coroorats
image ("wWetre into susictl. f full oage in the New Yore
Times (4/4/85) neaclines "Hsllo, ATET Douid You Give the

Statue of wipeEriy a Perm?" This was FToriowsd oY Qody o5 an

] p = e 3 T . L o et
STET covrosion sCientist WNo Was on loam $o she vhited State

Maticnal Fark Service every Prigay for six montns o

contribute to the exterior repair works
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It was recognized Ynat chnange inm structure

e wWogicl
ot accomplish The rgw mlsslorn. nat ali oervaziva yel
elusive concept of ooroorate Culiure wouwid hnisve €0 salfo ing
AR o 1MDiensEnt STrateEcies in linge wWiTh L S= 10, —ifeyima
Caraers, u4p From Toe rancs Nanagemnent SUCCRSS10h, empDhas:is on
coerational swkills, consersus managemert, Lovel COME0 L OUSMess

and tne overall matermnal pong woagld nave to crange (T

1983, "RTET stanns ready to mortgape its Fuburs

b
—+h
e

(23

aoesn’ t oresnane its culiure to MeEt the wew ComDetis

b
<l
B
<

t

o

Datties anead" (W

1 “Trie mrimary

taskw for ATET leagershis is tao redefine its Valugs. .. While
CErtain bedrock values would nave to oe oisparges, or at
least resnaped and redirected, ©ic vaiues need not be
apanconed whnolesale, Certairn asperis of cuiture rnesed to be
riurtured and protected: AT&T?s fnistorico vision of fairmess
T 2nplovess, owners and customers, 1ts dedication to bhe
service etnic, i1ts mutuaily reinforcing senss of iavalty and
unity, its operaticnal and techrnica: skiils and corcern For
sarfety standards. However values canrmot retaiv bSoeis
validity 1n the new snviromament uniess tney are reirnterpreted
1m tne context of tne customer and the marketolace.
(Pascale, A.T7.T.Mapazine, 12&4). For examsis, the bell
Systems’s devotion to customer service exempiitied in DiatES
arnd u;ctures nonoring the menory of Angus MacDorealc. a
Linesman wno tromoed throuph & Massachussetts 9. irzare 59

vyears apo looking for- coured onome Lines may have
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cammercial value in a competitive marset. The tracitionw o
treating all customers esuwally means wobhing to the suyer of
a million dollar PEX switch who demanas soecial service

(Fortune, 11/14/B3). But scme sympols don’t chanpe. The 19:7

Z L

vintage 1& foot Dronze sitatus — tne Soirit of Commmunicaticons—

was moves Trom atop tne old hneacouarters Lo the loboy of the

naw ouwilding a snarec svmpol of exceilie
Tutuwre(Tunstall., 1983) i(see picturel.

YA well entrevcned oulture is being sculoted into

/2883y, ATEY rneecs to be

i

sometning mew. " (New York Ti
market drivern as cooosed to service oriented. Cussomers
caliing the shots regulres an azgressive sales aoproach.
Archie MeBill who was alang witn many I.B.M.ers recruited to
make this switch had his doubts apout the degres to which
marxeting was embedded at tne time of his departuwe. Buccess
accorging to nim will bz getermined by the abll;%y zo =nift

culture (Bu F/EESBEY, "One cutsider likens ATE&T

to a giant oll tarnker: It takes 30 minutes to compete & 180

gegree turn, but one= it twns, everybody nad better pet out

of tne way " (Business Weghk, 12/3/843.

Yet according to Tunstall (1285), no formal wechianisns,

manager, committee or task Firce was charged directly with

addressing culture change. Fivally, in Decembdar 1383,

Crairman Brown charged thern ATET  Pres:dent Ellinocnaus to

reoport on the 1mpact of civestiture on tne culituvre and peoole

or Febraary 15, 1984, This sernt the sipnal that atstenticrn to

culture cnange was a nigh order Or1ority. The interviews

13

with top marnagement, ocutside consultants. internal surveys
vieldad "amazinp reoovce’. Eilinghaus enged his 44 vear
career on the cay he presentad his fincings to the boarc. A
fitting enc damonstrating his concerr for tne welfare o7 the
Deople., In summary there was an oVETWhNElning sense of shock

it 4 _ B
DTN physically anc emotiomally taxing, a concern Far tne

anility o aravice hign CU&LIITY Servite 11 the Tace orice
war competition, a collective eonficernce sharern as pEoAnie
3 S pEOsi
wars less secdre about 005 and cares:e opoortunities, covcsen
. raz=tai !

about ¢ bili o 7 i
d ne ability to compete, ¥et & recoamized ne22 For new

Dr}mr1tiss, [ u marget BERTESSIVENESE, Sephnoicglioal
irrovat ion, orafitanility, ard fast TRESHONSE o CcUusStonsr reegds
While there seemed to be a corporate 1centity corisis, there
WAS A pervasive exnitement and anticipation aoodt the “new
Ball pame". "We Go have the feeling of being & kid in a cantly
SN0D. .. .. WETre Lsed to being successtul ant we’re not qQoing

to pet cut of that Nabit " (C. Brawn, New ?Drm Times, FH/833.

avernment re oulaticon

Tie 107 yvear old culture was molcded by a rzgulated
mononolizstic envirornment which orctected the company Froom
compatition. At ome ooint v bime {122078) tne govermmernt
Was consicering naticnalizing the phone SYSvem similar teo
what was being dome in Europes, vet ATET convinsed Tne

o oo E
Eaverrmant to retain its indeserdercs. "ALlI monspoiies soald
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i Sule BeE an -y T o
be regulated. Governmnent ownersnin widlc be an unr wiatas

&), The wataonful =y of

e

monopDoly" (Armual Report, 510, o.
FCC would repulate interstate and intermnational
commanIcat lons (Dommunitcations Act of 12340, Meverthelses,
AT&T had a leng history of lepal battlss witn regulators(tne
Fegeral Commuvicatiorns Commission and the local oudblie
stility oommission) ang competitors, DvIr QAtEnts At First
and armtitrust suits later. For sxamole. thne Justice
Department of tne United States sued ATET anarging that
telgnnone rates were keot artificially high because RTET
required epuioment to be pweonased from foeir manufacturing
armnm (Western Electric) Dy the local teleDhong ComDanies. Thne
government sought to nave ATAT  aivest itsuelf of toedir
manufacturing arm. The suit was settised withowt divestituars

in 19%6 when it was agreed thnat ATAT would limit its

manufacturing coerations, would wst enter new markets, would
restrict itself in common carvier communications and grant
licenses to those wno appllsd Tor technical information.
(Comsent cecres, 13577

Price o 1968, ATAT as & monoooly carrvisre, held that no

F&T Ry o
cne could conmect ecsuioment o tne ATET network bDecadss o

= TRY -~ T e =
goterntial parm o tha rnetworx. Therefore ATEY providad tne

commurications service ars SGUuiDmeEnt. FaivEvar, i LHEB

ot

Tor derioed in Ffavor of Carter Electronics Coroorasiaon

Dailas 1m their oetition to comnect thneir souwioment o thz

ATET rietworik. The 13968 Carteronone decision thodgs y2aulired

. e —m  bmE b
tnat "orotective” souioment Se instalisd oeRtwesn the neEtwor
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ant tne nowm—Eelil gevice which by 1977,was wno lanper reauired.

This enabled Cconsumers to buy amd use telsohones Fron [kriy i3
supoliers tnan bell.

The above acticons begar an eresion oFf thne Seil mannDoly
that culminated inm divestiture =Ff ¢ne tweanty tTwo ooerating
teleonone conpanies as settlement of yet anotner antitrust
suit Droupht by the Justice cesariment in 1974 entding o
January &, 1362. The divestiture agreement wnion weBht 1wmto
effect on January 1, 1384 le¥t AT&T corporate and laong

distance (whicn remained regulatec cesoite the Tact toas

tneir competition wasn’t!, westerrs Electric (Manufacturing

and Bell _abs {(research and develooment).

ATET was thus reguived throuachout ite Ristory to keap a
strong focus on regulatory matters. Regulation had been a
mixed blessing for while it limited compsfition i1t aisa
limited bDusSineEss expansior. Now wnile partially geregulated,
the oovernment 1s seen as controliing and regtricting. "Tha

FCC, Justice Department, and Corgress have made tne task a
riightmare. Pulling topEther business oiarns we are Caught
constantly in a tima waro implemanting a glan on o certain
set of assumntions and aevelooinn ancther pian on a different

set. "

(Busiress weegk. F/86/83). Now [T&T is tarino a “nard
nosed attitude towards reguiators" hy divect attack throuwgn
Tierce loboying to reduce limitatioms imposed

/5783 . Chairman Brown accuseg the FOD of

a]

sunsidizing of the comoetition
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Technoiony
Techrnology also pushed RATET into the ooen. ATAT was
Srenipited from entering the cata orocessing arena Following

Computer Imnguiry I, conducted from 1966 - 13971, wnich

= Were

getermined that cata Drocgssing and cata communicata
twa Gistinet functions. mowever, tenhnological irmsvation
recuoed this distinctiorn and as & resuit of Combuter Incuwiry
II concluged ir 1E80 ATET was alloweo to grnter the arena via
& separate sussiciary, Americarn Bell, krnown as Bavy Bell, on
January 1, 1983. AT&T already had the rew data Droc@ssing
technology available for in house use but Qould now
commercialize it. Thus before tne magor divessiture, pari of
ATAT had alreagy entered imto tne competitive envirconment.
The breakup of the giant ATRT set the stage for a

telecommuriications upheaval (Time, 11/25L/837. Thrz alsa

I

reastablished tne earlier driving forces of ATRT: fhe enpnasis
or irmovatiorn.  But then innovation resuited from bushing new
technaiody not the ouil of customer aseds.  Dell Leo=s har won
several Nobel prizes for oreating new technolopies, e.;.. the
transistor and ®1licon CRio. What was rnesded was to redguce
ttie time Eetween aevelooment and orocuction as weil ag to
foous on customer reeds rainer tnam Dure DAsiC rEssarch.
many lamgntaed tnis urmecessary constraint on Bell's

wiat

secientists’ freedom and thne restricbion on publishin
pefore was oubiic informabion but was now propristary

{Business Week 12/3/84).
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Comnetition

Prior to divestitwre, ATET zxisted in a reglsatorey
enviromment in which they were piven & moncpoly and drotected
from competition. VYail convincec oovernment regulators as
well as Nis marapenent and enmolovees that competitlion was
inefriciert, wasteful, and wouid not &iiow acmievament of
"universal service' . MAppressive competitior means
duplication of o.ant and invesstmert" (Bell Annuad rensrt, 1913,
n. 60, The couwrts defined R.T.&7.%s business and therefors
1ts comastitors, ATET was virtually witnout comastiticm
until 13e8 Cartesrohore gscision. Yet tne 13936 Corsent Decres
severely restricted ATET aoility to comoese outsicde a
narrcwly defined ranpe. The divestiture decree was & resylt
oFf competitors wanting & piece of ATT action aﬁd ATT warnting
a piepe of theirs.

The rnew ervirorment however is hignly competitive
altnough some parts of ATET remain reguiated whiise the
competition is not: teleoshone eouiocmert is completely
geregulated:; lono distance ATET wemains repulates while all
compEtitors are notj computers and obther aruaucté is
ceregulated. For exawmple, the lonp distance market is
currently a mixed bag of monoooiy and comosticive olavers.
ATET 15 supject to old monobaly reguiation wiile otners
ooErate witnout ressiriction. Compatitors, while Selmming the
cream, suDoord fheir position as uvrepuiates ant ATT as
regulated by fiting the powsr of ATT s huge market snarg (90%

they say) and vasi rescources whioh wouldc orusn vigdpling
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competltors. ATET orotestis a mare=t snare petween CO-835%
pleacivn to play tne pame by thne same s=t of rules as its
comnpetitors, Howsver, with BII having 3% maraet snare and
GTE Soraint 4% (kall Sireet Journai, S/3L1/7835); ore wonders
apolt the missing piece of tne pie. Reguliation constinues o

attemnt to balance this out by rulivmg to asoortion customers

that do not choose tneir long distance company Dased on

Hocording to renorts, ATAT  has lost markst share 1w

equiomernt and long distance while it has increased macket
share i1n 1ntErnatiional sales and avtomated office ecuwipment

(Busingss Week, 12/8/784).
The architects of divestiiure oromised that comoetition
1n the telecommurications industry would bernefit users
througn lower drices ang vew teonnolopies. The m;JDP issue
o corcer’ 15 RT&T’s ability o compete. "To pain the
attention of ohone users, the would-be Davids willi be

F marketinc weaocrs at SGoliath RTET. Y

fiinpivg & variety

(B sg Week, &/13/784). Their maior wWweEaHness 13 sSegn as

the lach =f oroven expgrisnce tn a comoetitive gnvirornment.
- 3 e
marketing under the old concent, "Welrvre the only one in tne

market and youve busiress with us", haz pot to

channe (Business

Customers

cf
m
u

T = = + = -~ "
Given comaetition, woe onanged from & servicoe

criented company to & market driven comgany. 2 DUSTomer
WNo Was orevicusiy tanen care af ( if rot somewhats passively)
was noww callivig the shots, marling denands. Yet for some
customeErs there is a gao in thne conmection betweenrn service
angd sabvisTaction. The array of cotions 2z DEwWlicering, avco
tney are refusing To cnoose (New York Times, &/8/85). Crne

customer sais, "we've got ail this choice, but I'm wot sure I

wanted it" {(Wall Strest Jouwrnal, (2/17/84).

"It nas already peer li months sinece her Dassinp out
Americans still miss Ma Beil" (Busingss Wesk, 15/5/784), af
Thase surveyed, 64% compared with S5 tnounht the divestiture
was a bad idea — & classic examnpie of Tiding something that
wasn®t orokern. Comfusion reigned as thousangs of oustomers
waltked into ATT offices thinking that they had to veturn
rerted phones. Up to 285,000 wallers a gay dialed RTT toll
frea rnumber tn find sut “what's napoening?"  Waiting ceriods

for service were up to Ffour months.

rrwWorking oDnones oosed
anptner oraoblem as customers wewe expected to Kinow wngtnew'
the oroblem was im the Dhorme {and thewef&re ATT) or in thes
lines (trne local campanies? domaingd . The customers, 1ike
kids 1n a divarce, were confused as to who was to take care
of wnat and were often caudht in the middle of hostile
exchanges (e.p0. "well they are suooosed to take care of that”,

o

ano “It’'s not my Jap! "), Tne psyensleogical impact

phone Zervice which had peen taken Tore granted rarnpges from

arixiety to parie ang isclatior — maot Deing anle to raach or
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be reachnec.
most rustomers see tne cost of service as more

expensive. Cost of local service doubled as lono distance

rates v lonpger subsidized it Thne cost of tne preakun, 1.9
niilicor 16 exoerted to De Dassed to tNe oonSdmer. Reverues
Wwili alan decrease with eoual access and the abniliity to
pypass ATT and iocal Facilities { B.p. vis smatseliite olishes)
FeEsUiTiwg ikm Nigner rates to consumers, Tne finmal costs have

mot vet oeen talilea. Lervice SREMS WOrsE and 1t COSTS MOve,

50 whevre is customer satisfacgtion? {(see proturel.

The Fimancial Community - Investors & Stockholoers

THE investment community, investors and stockholders
were alsoc comfused and coneerned. The stockholders in
particular liked Fa EBell as she was. Besides, the rew
mutfits did not scung lide a ohone Ccanpany ( Whdt"s ﬂvaX?L
The once comfortable, minimum riss stoock characterizad Dy
predictable earninos was known as the stook of Wilcows anc
megnans.  Even im tne Breat Desression ATET comtinued to pay
*3 glrvidends. This imape of stability and reliability meant
ciassic stook of wirdows

trat “When it comss o trading, toat

and ovohars nasn®t been & solashy oseformer. " (Egriune,

L 1/268/7B83). Given divestiture Chalrmarn Brown conceded,
fLLLOTET will likely mever again be the reliabie stock that
it was for much of tNis century...as iong as the company
enters mew, volatile business and faces an uncertain

renulatory envirorment {(New York Times, LB/ET/BAY. Ir fact,
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thne civestied regional compbanigs row divectly comaste FTor
investment and are seprn as “nood places o Sars the winows
and oronans funds tnad v lomger pelong at high-risk ATET!

(Business Week, 12/3/84).

For the investment community, Sivestitir= was the

iargest covoorate event in nistory, likened ta Ben o

A5

the preatest divestiture story ever told. Soowhile ATET
Stook Was approacned with caution and ancertainty in its
apility to perform, it was alsc ceen as creativn tewrific
coporturnzty Tor aritrage ang investme2nt barkers o share in
the financial feast proupnt by divestliture. Special trading
o0sts were coreated to nandle tne artimioated trading
activityv. Sperial trusts anc mutual funds {humoty Dumpty
funds) were created to out the pisces back together again —
to mave it emasier on stookholders to marags the panerwork as
they now held steck in BT&T and the regionals as well
{(Cgrtune, 11/26/83¢ Time, 11/82i783).

Thus the legertdary siability was reolaced gy tne rneed to

prove hish earnings growth (New York Times, 12/4/83), “"Earn

13z

wall to serve well" bpelonged to tne past — it was mo lorgar
sufficient. "Now the aim is to maximize long term value of
SUr Share owners assets via stable growbh, increasivg asset
turnover, reducing aebt, lowering Dreak =vern points by making
nard onoaces re market opboritunities? (O FBrown, 9/1/83). The
"street” was unceritain about ATET?s apility to aciust to the

neWwly deregulated comoetitive snvironnent. AT&T last fricie

A ratings From Moody afters vears oecanse of the perceived
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risk of mamaging tne solit up and antering rew markets (Wa

nal, 3/11/783).

Aithcuogn financial resalts were disangointing for 1984,
Ffuture prosoects are thouwoht to be pood due to the end of tne
disruntive effects of divesiiture, nupe economies of soale
affording efficiencies, styovp firvancial resources and an
L

N

assumption tnat wegelatory barriers snould be removed (kg
Street Journal, LE/13/84). Analysts are hopeful. Thay were

pleasec by oay Treeszes, eaployees layoffs and plarnt closings —

signs that the excess Tat was to be trimmed. Chairman Brown

summarized the rnecessary sieps taken in the 1984 Armual
Regort:"One of the orinicipal adiustments we have nac to make
is to lower ouwr cost structurs and improve ow margins.

We had to come to orips with the fact tnat not all the

wWork dove wnen we were "the telesnone company” has

a place 1m this mew business enviromnment - and that we

could coerate with a much smaller manapemernt foroe. Fis

a result, jobs have been eliminated throuoh atLrition,
voluntary and involunfary layofis.™ The steos necessary to

Formulate a new positive fimamcial 1mace weres ctark.y at oddis

with the former bemign image of the naternalistic employer.

Emplovees
"The essence of this crpanization is not found in

corporate names oF bouncaries. it 1s founmd in the people and
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the spirit of the agoregation...as vital ang dvramic as
ever. " (Charles Brown, 2/83). Over ong million employees had
to adapt to a new external ang internal enviranmens. Ail

ennloyees were divided among ATET and the seven

ComDanies. Those remainivg with ATRT saw the o
their culture orack and the walis ocome tumblivg cowrn. Every
cnange in the five's external posture affected tne emploves
from the hipn tech image presented to the Finarmcial
community. to the market driven competitor oorsrayved to
customers in advertising camzalons. Zmployees saw joo
stability vanish with layoffs, plant closings, salary Freeres
and inducements to retire. The spirit of service eroded as
work groups Dreviously highly interdepevident in facilitating
customer transactions were no longsr pnermitted ta talk to one
arpther by rules of divestituwe. Bewildered customers wapre
told that ﬁhey hac to deal with the sther groups themselves.
Care taking was reolaced by riskitaking -"And as we beélﬂ To
move the enterorise in new directions, there has emerned
within the conpany a soivit af managiﬁg more aggressively and
of coming to decisions faster —— a spirit of being on the
move M {ATAT Avrmual Report, 1984). Corsensus and deliberate
gecision making were discouraged as a oias for acticon was
oromoted.

Those valued opreviously were enginsers with operating
arnd techviical skills. The rnew company meeded Hioh Dowered
markaters and sales skills. The conpany reeded to recopnized

and reward enbreprensurial tyoes. Dut of the Bell System
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sernse of family, salesmen had been promoted from the ranks
and assigred rew Jobs bassd on seriarity (on union semand).
The results were disastrous (Fortune, 117147835, Us from the
ranks oromotion was confronted with accelerated hiring of
marketing ang salies peoble at management level Trom tne

ot side. Imitiating a tougn néw national sales school and
reaguiring both old and rnew sales peoole o pass &
certification test weeded out the nonperforsers. The imace
of tne Bell shnaped parson, a conformmist, 8% in Tne oomoany
WaysS. wearing Qolyester ielsure SULTS Was a ocoMbany Mman .
They were team olayers not streeifiphters, not Gamesmaen —mign
risk/niph reward individualists (Maccoby, 1978). The dowdy
order taker was replaced by the professional saies
consultant, imitating the IRM iook down to dark suits, white
shirts and wingtips. The recrpanization has oreated
political infighting — a dop eat dog enviraonment - where

there hac besv before ong big hapoy family (Business beei,

F/E26/83).

The ground rules, the old cultuee had changed, renlacad
with amoripuity amd urncertainty. At a recernt rewnion, Former
ATET emoloyees compiained that manapement by andication
segmed to De the fulen the new direftlon Was unciear;
uricertainty was delegated; there was an overwhelming
1mability to ceride amd a lack of accountability. teadership
was missing —'"re lacocca feeling! — as the chalrmidan Was s=aen

; . - ~ -
as a siient rnot charismatic leader. mMary Teit that they wsre
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daivg the company a Favor by leaving. Bomecre asked, “is ail

this B.S. cwr rew culturg?!

Leaders and heroes

Ari impertant ard clearly visible image for aralvsiz is
the firm's corporate hewa.r Rewarding, idolizing and
encouraging the maverick entreorearnsur = the straignt and

naArrow bureaucrat reveals much about the firms values and

beiiefs and provides wale models Fore EMpIoyees to To

Faw] )

(Deal & Hennegy, 1584)., The imape of the ATAT hero has almost
come Tull circle —frow entreorensurial heers to pureauveratic
nerc to seeking (put rnot yet fully accep¥ing) entreEprensurial
heroes again. ATET was born thrcuoh the efforts of an
entreorengaur Rlexander Graham Bell and the survival af the
firm today may very well depend av ATTET's anility to apain
aceept an entreprensurial hero, Recent efforts at
establishing one failed as Mrohie MeGill wecruited from RN
was offered uo as an idol but ieft as a fallen ool The
SEPDEQ netweern Bell and MeBEill were buréaucratz.

Thneodore Vail jcined 1w 1878 leaving the U.5, Fost
Uffice. Vail provided the reemded husiress divection o
mission as & matural monanoly Focussing on service, hioh
ouality, low cost, easily accessibie telephonss and an
extensive telsohons retwork, Others saw a firancial missiomn

Fooussing on returns to stoagkn

Lters rather than reinvestment

Tor EXOANSLON. Vall ieft n 18687 bubi returred in 1907

FAtiating tne six word mizzion stalbement “Ire Sveten, Srne



Policy, Urniversal Service'. Much of the buweaucratic

tructurg orior fo Civestituwrs bzars Mis shamo. The soirit

aF BEFVIDE wWas Nils contribution a3 well. Duraing this time,

this spirilt energen. NoTman

mltiale Reroos

ROTHW®ll wWas oomnis John S Toolan, &

-
T

e ooridraih

lingaman at work on the feleohone pule.

we Maolowsid &% L& Dlipzard i anothsr examnsie.

=i

1w fne oomoany wells, i

SErVLIE AB LA

the Teleonone Pioneers, whs conbinmag to

¥ service as voluntesrs.

The hiring of Archie MeBill in the 15970°s was a clear
sigrnal of tne uesire to resorect an entresrereurial
nEro Shousnt nEeessary to ready ATET for the rew comoetitive
arvivarment ant to break the bureaucratic crust. His 10 year
terire entell when he was removed as head of ATET Agvarced

Tion Systems, & nEwly tompetitive ventuwre, Altnougn

mozition he lefi. His temise is attributed

& Lovaat to the guard”. MmeBili was

& "oompative, adversarial

titnesis of the traditicrmal Bell snaoed man”

Q/ET/80Y. e was an innovator, an

s Wesk,
argnaur, not a tzam olayver. Desoite managewent's stated

voooman Trom DEing bureadcrat: o eEntreprereurial,

FRW Baboulture hesded by MeoBGill was not strong enough to

avErCane bop nidcen apeEnga,; or the uncerlying assumobions
wiLoDn ramained bureausratic.

Ancther example of & Failed attemsd te orovics

entresreneurial ieadorsnio is taat aoF Wiildam EBeunler, amn up
from the ranks 13 year ATET veterar. Insnired by In Searchn

EBrunler replaced the

"sairit of servies" with "The customer is Hing ", "roaward

rasulis : sE . ant "keep it simple”. Ooersilng urnoer o

mEAnL cuttivg toroush red taos, MAHLTIO

SECLRIONE WIthowt uno te.ay Beunler slimirated ... Beli's

ig of gndiess

Memnss. interminanle m=etings and straict

chain of Dommand. ...l discarded plarming marndale, threw
out emaloves tests, Sut salezoscolie ok the highest commission
pased comoensation oilan in ATAT isztory amd Fired those who
coulan’t meet his tougn ouotas” tWall Street Journal,
LE/16/83). RAlthough he oproduced sales far irn excess of
ao1Ectives and was described as "the Kand of guy you’d want
to kKiil For! py hnis endioyees, wWwithin 12 nonths ne was
VransTarred to an obssure corporate PLanNmINE Doslt i, Ty
TEASONE TOr N:iz gemiss ciroylated: a nECESSary nonsolidation

oF startf ang his being a movace to the E@ll cultura, Az a

NEk coragrate culture thet be crreated has been

fa

=

%e5iIl and EBeunler bucked tRe malnstrean culturs, The

NAWLY BEOOUSED VALUES and oBliefs wers incongruent with tne

anaEr Lvi ABBUMDT 1aong, Althoucn tolerated as a minoe

subtu.ture. ornce they orossed the invisible boundaries of the

ro foRy were snot down, YFor y=Rars ATRAT hatd developed

an orpganization of almoss COMSCLOUSlY averaps, Low HEy,
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le callied Be2ll snabed men. "{Deal & renrneoy,
132820, Medililoand BeRunler were neither averace nor low key.
Wrilz simultansousiy clincing to tne burgaucrat and soivit of
srVILCe nero ang searching Tor a new entreorensur, ATET lacks

& shyanD ColEsive hero imape dooay. This vaid may be

syantomatic of the wroerlving assumotions or valuss in Flux.

AY RTAT, =sarting in 1876, tne cultuwre tnat was pLanted

has cevelsooed and Seer oassed alonn to cenerations creating a

EX vig, Con@sive culture. AlYnougn some consistently 1imi

-

strong culture with success (Feters & Waternan, 1984), it wmay
ot be correlated witnh effectiveness (Scoein, 1984). The
strong culture that sevved ATET o well prior to divestiture,

adhlock to future success. It

is now & acstential
successful strategy implementation reguires matching tne

wartz & Davis, 1981; Davis, 1283y

a
%

tner Yhe culture that facilitated

-1
=

Ui

b
o
o
.
i
o
[&]]

im a ragulated envirvonment may become a

Barrisr to impleasertsiion in & comsetitive environmant.
Culiure ohancs: 1% a difficult and lencthy orocess
resuiring onanges in oDsliefs not aust behavior ta achisve

19835, ETE&YT rescs to phanps Trom a

LINE TErR
comforsasis, arotecied ang orotective, benibn orpanization
P financial reaturn (Ma Bell iwmape) to an

aking, mrofit oriented orpanization (2

gasy task to cnangs attitudes, beliefs
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ans actiarns Sthat fave been Dasses on For pereratives of ATET

According to Schein’s (1934) model, culiture can be
analivied on multiple interrelated lsvelis: artifarts. values

ant Dasic assunptions. Fasic assumptions represent the

Woric view, the manmer of perogiving and

e srvaronment, THey are difSicult to verpalize

&5 they pEcoms btadsaen For grartec. Prtifacts are toe most

culiure and irvclude dress, architectura,

28, Sohavior and inages., Unberstandine the svmholic

=f images carn reveal a Firm’s values and belisfs arid

LEan v the bazic assumbticons. The ocurrent images

Aare not cornsistent witn th2 basic assunoations of the old
culture. The chance 1n iwmages before and after are shown im
Table 1.

Tne essential guestion remalvs as to whethes change i

cultiure can be created by changing imapes or

Ffacilitate culture charnce by creatinn new

o RRTQERs, new visions ard by veinforcing thnis in

internal ant external camurications,

ements, eic.  Th

mages could serve the same

ich can o8 created to Pacilitate chanoe

anc Car D2 ciainostin of TAas change orocess ltself (Bojge es.

1% &1So oo

=

sible, howsver, tnat wnile the images have

facaoe aliteres, the underiving assumnpticns bave
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oy Trnis i3 similar to tne arogument that wnile benaviors

. : I [ . ¥ ochanaing tne culture at ATET is
carn changeE tarouch compliancs, the underiying beliefs and
2xRIECtan v be a slow DroCess.
vaiuss wsmain stavic (Bathe, 13263, Thig issde was railsed at
Thef@ remnains nowaver tne lurwing susoicion tnab

year?s conference in tne case of BRE - did inereased

sghaviar may change in terms of performnance at tne

signlfTy that $tne culiuwre hac cnanped? mow is 1t

wEll as organizaricnal ievel, change in cuiture

to neasure whether rnew valuss and beliefs, or

e ceEmonsirated. Carn ome ant differently vet
Ld and

otio

= ragarding views of selfy, ws

unonanned?

Cauld AV

) . i _ ) N gain mardet snare, ceveion rew
others have truly been ircorporated? Thne Hilmanyw & Saxton
IracuovE and markets, perfd

orm soectacularly and still be Ma
Culture Bas Survey (13284 coes not resolve The issue as its '

orowWlil tnere indeec be s vew company arisen From the

Toous is behaviorals It also measures what is and what
asnes? The benaviorists ard the nsychoanalysts nave heen

vattling this one cut For tne last century. d

@@= change in

Tne resszarch orogect planved by the author (2. Powiey!?
character structure orecede behavioral chanpe or vice versa?

imternds to develsp a culiuwrs rating to measwre what was, what
Whnat 13 real changa?

iw and what shouwid be in order to inciude some measurs of
c

N ‘ . anging images is most likely imoortant But mot
change, ailbeii perceived. nis metnod however also relies on
. . . ) ) sufficiert - "...a olossy rnew imace is ovily a thin vereer
ranort sard does nod accdress the issue of cwiture chawnos 2

ovar the mass ©F orodlews' {By

o

ce —~complianese or wishful thninking - as opposed

GV

- chamze to ooouwr, other mechanisms are NECESSary. Reward
tx reality. Other indications are necessary such as market

Systems nzed To 22 résyvructured (Bsthia & Vorm Glinow., 1383).
saare, Tirancial oerformances, numoer oF rnae oroducts o
FAr - - - e ~ P = i .

At ATAT salariss are Mow DAsED onm 2 COMMISSicr-tyvoe structure

markets entersc and supcesz of strategy implementation. This

i.ng., tred to

Part of salary nas been

wely Wil measzure btne gag betwsen those marwst stratepies

‘ - made "at risk", i.e. carn De @arned back only by oerformance.
slarmed and 1mplememtec — tne internded and the emergent

‘ ) - ives gxist as moras car be sarved beyond btnat level.
1T7Ry, az rvelated to the operceptiorns of culiure

[ . =
ZTork ootion the first time

orn whether trhe

Thig hopefully will sned some 1ip

. - . i wngo tne orevious
ing assumntions mEcessary Fot dBailvg in a new

Livili service sveben.
srwvirarment — hichly comopetitive and techrnolopical - have
i . Arrlmg ana firivg are other machanisms (Gatne, 13&83),
ey ol vad. Crier car sucoose bhat the amouwnt of rasistance
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Mo Fill and otner ex—IBMers o bring 1n néw biood

yet tne asyvstem initially rejected the "foreign oodies”.
Contirnued mew niring s Giffieunit piven the oresent efrorts

Yo oout costs fhrodgon iavafis, attrivion anc milips. Turnover

the “"geadwooc"

can resuit in pood beosple Lsav
FERSLNS OAVYING nowngre b gow S=veral wno had ieft have

rETUCREC a5 COMBUITAants at rapher pay

LT7/B4Y ., TRz oLo osternaslism expressed as puilt over

respited 1n MGre COars ar nigoer

leaveis (too mary chiefs), shelving pogitions, and peonie

assicrmed to work that tney nave no oacAgrond or training

o, Midole mawnapers compzailn that $hey were bsivg asked to
o wWhnat uwooper manageEment wasn®it doing — laying off.  Thus
oroblems Firirng interfere with ngw hiring. Marketers are

s1tioned 1nm hiopn oliaces to

reeded to be deveicoed anu
influence strategy. T bring iv a marketing oro from o a high

parny (Trom tne outsice) as CEQ or COD is

tachnology Cf
ag ATET 1s rotoriously irnored. YIY the company

LrtisLa )

wotke tads some telephone operators and

wanted ballerinas

srain them” Z/zB/ B4 .

zation oractices 1noiuce soecialized training

NEW

ANE neEw Gress coges - fron oolysster leiswre suits bo IEM

P AacTtlon and Rands on

Tor SUCCESS BN TOrmsS. Bias T

manarenent is cemonstrated by Rancall Tobias, oresident of
ATET Towmsumar Products Division. At a consuner electronics

=noW NE DUSneEd onto the salesflioor a cirertor of engineering,

a product manager and an A&7 Lawver (W
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SR/ BEY .,
Zhange 1n gtractarg can alsc Tacilitate culture chanpg.

he Former Furetiomal stroectare with its rigid hierarchy,

strict chain of command anc centralized decisiom making nas

ceen replaced by divisional lings of ousiness witn oroafit and

MESIONS1I01 I iy, "ATET must ousn gown geCision maKlng to
Five more peobie and iceas a charcg snd then reward For saecn

trout

LELBalase, Former arnd riow CED of Bl A lantic

2/2a/B4) . Tnese mechanisms wilil

orimary tas< ~ AT&T leacersnip

will he to redefine its

<

‘Alugs anc awk them- Strorng

cnas atio TolE nEcessary yvet tneve is an apparent

VAaruium a5 tne rmext TED is in tne wings.

W will ATET manage tne change? The Chinese svmool T
Srigis sigrnifiss poth dengeEr ano opportunity. The ability to

Ty toraat into ooooriturity is the mark of & successful -

fasgns

TEHanyY Strateny. RT&&*'s apility to imtegrate bDast stremotns

Wit riew Danability ang s<iiis whniie it limits 1ts weRarKnesses

s

CoavIid pIitfalis wiil getermine fow tne DAoeTix arises.

[ - Sm 8 e - . = <
Wnen one goor closes, ansther comns. But we so oTter Ioow

BC Lo &nd rorERretvully upon the closes doorv that we co

ot see ftne ome wolch nas been cosned for ous. {(Alexarnder

pell in Bell

2u@ ngoazaineg, 1983, #3740,
Lrivan recent frenos in the internatiomal arena ©owards

CEreERuiation E/10/85) and

ivatization (& i Hoaf tne pnone svstem, OTET s oainful

iBESCNS sSNOUlD SEFVE as a warnivg and as ar example. Witn
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COMDRTITION the major concern in the internaticrnal arena as
iz the case 1n the U.B, 18 the Trapmentation of services.

Yiosmoine oounTtraes 1 Africa 1t 1% ampoossible to call Trom one

the other pecause the teiepnones

TOE OOURTYY

BYSLEMS are rot 1ntarconnesteo. Tnis warns of potential

inefficiency ang irefiectivensss, Barriers to inmtegration
Ex15T A% NOST CIUNTRISS are concerngd about national

¥o personal information discloswee and profit draineo

Tner countries. Tnis has resuited in restrictions on

irternaticonal catae transfers, and profectionism. Arother

suE 15 raised in the transtar o logy to

ceve.oping Ccountries without tne necessary SKiils and

<D LSCHE Tor use. International Jjoint ventures and
cooneraticon raise the noterntial Tor symergy and the hopes for

¥ ounlversal service, rnew oroctucts and technology fnat can

Ty

arimg the world the coporituniity for cetter communication.

CHANGING - IMABES

identity

T

strategy

structure

imn

iranpent
goverrimemt

technology

compet it ion
customers

financial
commun ity

emgloyees

cimacgers

Table 1
from
Mz Eail
Fami ly
tdependanle/

reliable
Bell within circle
(domestic)
servige wrientec

care taking
functional
burgaucratic

reguiated
arotected
tech oush
pure rasgarch
academic
public infa
Guliath
MOYioDomly
nassive
taken vare of
stock of widows
and orphans
stable/reliaple
Earm toa serve

ball shaoed
cornformist
COMRANY M
picnesrs
team plavers

operatioms/technical

engingers
bureaucirats
ua from the ranis

41,

Hi tecn
Business
aggressive
lean/mean
Globe
(internaticnal)
market/tech
driven
risi takirng
divisional
adaotive

daregulated
restrictive

need pull
oroduct develop
competitive adv
pProprietary
David

cut throat
demanding

to be satisfied
trading opot

rigly
maximize value

risk takers
irmovators
gamesmian
street fiphtaer
individualists
sales skills
mariheters

entresreneurs
outsiders
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ORGANIZATIONS, IMAGE AND SUBSTANCE: SOME ASPECTS ON THE
CULTURAL CONTEXT OF CULTURAL MANAGEMENT RESEARCH

Introduction

Neediess to say, the management and organization research of the 80's express a
tremendous interest in cultures, symbols, symbolic operations, myths, stories, organ-
isation's images and identities and similar phenomena, concepts and aspects.

The focusing on these aspects and the broad gathering of scholars and other interested
persons in the culture/symbolism fleld{s) has led to some interesting illuminations of
new phenomena or phenomena earlier studied but far from extensively understood and
aspects of organizations and life in organization. It has also contributed to some
development of metheodological/metatheoretical nature while pointing at the short-
comings of quantitive research for a number of problems and aspects of organizations
and showing the appropriateness of qualitative methods.

In this sense, the culture/symbolism orientation might be seen as a part of the
theoretical development of organization analysis and a contribution to the ongoing,
neverending academic work with the creation of more and more advanced theoretical
models for the understanding of reality, This is a reasonable view, but to understand
the current vogue of culture/symbolism studies, externalistic aspects must be in-
cluded, These concern the societal context of these studies. Researchers in the field
seerm 10 view their work solely as governed by internal scientific determinants (in
opposition to non-scientific, i.e. societal factors) and as a part of a trend towards
more and more elaborated, complex, deeper, broader and more accurate and (perhaps)
usetul models, descriptions and theories (e.g. Berg, 1982 b, Dandridge et al, 1980). This
is a too simple and a too idealistic view on how the "progress" of science takes place.
Disciplines like the sociology of science and knowledge, theory and philosophy of
science have shown that the development of theory is much more complex. External
determinants for not only what is being researched and how this is done, but also for
the content of theorjes are considered very important (e.g. Brante, 198G, Elzinga &
Jamison, 1984). The external factors are probably particularly important when a
certain research area or tradition very rapidly is growing and gaining academic
respectability, which is the case for the orientation and research field here being
discussed, Thus, culture/symbolism research and theory can be assumed to be heavily
infiuenced by the particular societal context around it {(Alvesson, 1984 a).

People engaged in social research (and probably other types of research as well)
provide a better contribution to theory and knowledge if they in their theoretical work
take into consideration the context of the intellectual situation they are in, and
account for this in terms of its implications for the understanding of the chjects under
study, This means that the research texts should express an awareness of how the
social level provides a background and force of impact on what empirical data and
theoretical analysis brings about. A problem is of course that most researchers, in a
field, are not aware of the overall frame of reference and the origin and the
determinants of this. That insight is perhaps the most important from the debates on
“paradigms". However, reflection on these matters and ambitions of researchers to
look net only at their theories and the empirical objects being studied, but also at the
social and cultural context of themselves and their works, should increase that
awareness. Through that, a better understanding of theories and results could be
achieved. The characteristics of "a critical theory" might be seen as an ideal for how
this aspect could be treated:
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nCritical theories ... are claimed te be reflective’ or 'selfreferential's a critical
theory is itself always a part of the object-domain which it describes; critical
theories are always in part about themselves. ! (Geuss, 1981:55)

It seems reasonable to expect that research on organizational culture should express a
particular high degree of awareness of the social and cultural conditions in its context,
affecting the intellectural work being done and the present popularity of the research
orientation. However, such an awareness do not normally characterize texts on
organizational culture/symbolism and similar topics.

In this paper 1 try to coniribute to such an awareness, and to the interest for self-
reflection within that field {and indirectly to organizational analysis and similar
disciplines in general. More specifically, my purpose is 1o illuminate how the recently
ndiscovered” theoretical views on organizations and life in organizations could be seen
as not primarily or at least not solely part of science's progress, but as theoretical
responses "triggered off" by problematic features of present society, culture and the
type of psyhology characterizing man of today. In doing so, 1 shall give particutar
interest to two topics: Organizational image and ideology in organizations {and in
academical thinking about organizations). :

Business problems - and societal problems

The popularity of the organizational culture topic is of course closely connected to
some problems in Western corporations. Productivity decline, motivation problems and
hard competition from very successful Japanese companies are factors that open the
way for the culture aspects on management and organization. The success of the fook
"In Search of Excellence™ (Peters & Waterman (1982)) might also contribute to explain
the interest. Bascially, however, that book's success depends on the mentioned factors,
aithough it might have strenghtened the interest and the trend by some qualities of the

book.

The economic problems of some Westiern corporations do not explain why organiza-
tional culture/symbolism became so popular, not why Peters & Waterman's book {of all
the potential bestseliers) is being sold in millions of copies. There were probably a
number of toplcs in management that could be chosen as a salvation theory, but
culture/symbolism was the lucky one. How come? }

One way to answer this question is to point at some characteristics of the late-
capitalistic/post-industrial society and its general culture, 1 suggest that some
features of the latter provides a ground for the apparently felt “needs" for dealing
with the culture and symbotism aspects of organizationat life and the managerial

centrol of people in organizations.

A brilliant study trying to capture the last decades' development and present situation
of societal culture has been conducted by Ziehe & Stubenrauch (1982). The focus on
youths, or rather on the consequences of the present culture for the (social) psychiology
of younger people, but the analysis is valid for late-capitalistic culture in its totality.
Ziehe & Stubenrauch start by pointing at two related tendencies in the development of
late-capitalistic societies: towards increasing technocratization of different life areas
and towards a destruction of traditions. By increased rationalization, they mean the
growth of goal rational arganizational structures and a jfunctional division of labor in
society and the sectional arganization of need fulfillment for different areas of life.
Thus fragmentation of social totality, both on a societal and an individual

levei/perspective, takes place.
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A response to cultural fragmentation: Organizational culture

One of the most important aspects of management and organizational analysis as a
practice and as an academic discipline is that they dea! with problems of social
integration, that is to ensure the smooth cooperation of the people and group invelved
in the project and the subordination of these under the (more or less) sovereign regime
of management. Various forms of organization theory and management practice have
different abilities to bring about social integration. Seme, which can be labelled "hard"
methods draw on tayloristic-bureaucratic ideas, alm to direct control and high
productivity are probably less effective in terms of integration than "softer" theories,
like hurnan relations ideas, which are ideologically more appealing (Alvesson, 1985a). It
might be argued that the latter theories are mainly used for providing social
integration and not primarily for attaining technical efficiency {Alvesson, 1935b}.

The organizational culture approach might be seen as a rather extreme way of dealing
with the social integration problems. Organizations are here normally viewed in a way
that heavily stresses the integrative aspects. Scholars are talking about "a system of
shared and meaningful symbols" (Allaire & Firsirotu, 1984), "a shared system of values,
norms and symbols" (Louis, 1981), symbols functioning as sources of "system
maintenance” (Dandridge et al, 1980) and so on. The disintegrative aspects of
organizations, loosely couplings, conflicts, contradictions and the heteragenity of the
people involved in the organization are heavily downplayed. The basic idea is to see
organizations as (at least potentially) united, homogenous, well-integrated, consensual
entities, and to produce knowledge that can be used to strengthen those qualities.

The present pluralistic situation in organization theory provides good opportunities for
researchers to choose perspective and metaphors from a very large sample, Organiza-
tions apparently can be seen as social organisms, political systems, machines, psychic
prisons, theatres, cultures, cultural products, arenas of social Interests and conflicts,
psychological defences, emotional fields, strategic games etc (Berg, 1982 a, Morgan,
1980). The present popularity of culiural perspective and metaphor should be under-
stood as an answer to the appearance of particular problems in the social order, The
manifestation in organizational life of the societal and individual problems with
cuttural unity, integration, coherent cultural patterns and identity is the base for the
current interest in organizational culture.

The focusing of the cultural aspect of organizations can be understood as an effort to
counteract disintegration problems in society. The "strong" arganizational culture thus
becames an appealing "solution to problems with fragmentation, anomie and
weakened and vulnerable identities. It is the felt needs and wishes of people that
account for the tremendous sales of books like "Corporate Cultures” (Deal & Kennedy,
1922) and "In Search of Excellence" (Peters & Waterman, 1982).

The general cultural fragmentation in soclety is to a large extent caused by the
development of corporations. Modern preductions are characterized by extensive
division of labor, low degree of task identity and experienced social significance of a
particular person's job, of large-scale organization forms and high social mobility. This
partly explains the attractiveness of the culture idea in organizations. To increase
cultural integration appears as an achievable objective.

There certainly is a relationship between social integration and effectiveness in a
more technical sense (productivity, innovativiness) but this is rather unclear. A too
high degree of integration creates problems (rigidity, conformism, lack of new ideas)
as does a too low degree of integration {disorder, coordination problems, opposition,
conilict, turnover). The appropriateness, from an instrumental (effectiveness) point of
view, of increased social integration and, thus, efforts to deal with the culture
dimension of organization$ depends on an organization's specific situation and the
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correspond to a whole and the utility (social significance) of the products were self- ideas of phenomena, people and instituti .
evident, the need for a particular actor communicating the meaning would be obscure. extensive experience, of, but i:?teaiimhzunon% that we have little first-hand and
. ’ (54 i
. - \ . L , more or less comprising nature get mediations of a more or less accurate and
Something similar can be sald of the image of the organization. Image can be defined .

as the aggregated view of 2 particular object being hold by a specific public. It might
also be viewed as a tool for management {Norimann, 1983). The latter opinion
expressed an extremely instrumental definition of the subject, which is probably
significant for our present time. A key word to understand the interaction between
people involved in "image creation” or, to use business language, "image management",
is distance. It is of course possible to use the term in all connections, to talk about the
image of one's wile, dog, work or oneself, but to use the word in that sense is rather
pointless. An image is primarily a picture of something developed by a person or &
public about an object in the absence of frequent interaction with, a deep relation
with, good knowledge of or close contact with the object. An image is something we
get primarily through coinsidental, infrequent, superficial andfor mediated informa-
tion, through massmedia, public appearences, from second hand sources etc, not
through our own direct and lasting expetiences and perceptions of the "core" of the
object upon which we have an image. This view is at least the most reasonable one to
use when it comes to the types of images of relevance for this paper.

This develepment, whi
» which has taken place during th
r e last i
?cl(l:ele_rated during the very latest time, mightgbe sum ized s o the peem heavlly
ollowing page. marized as on the table on the

1t is very problematic to talk about "obiective reality" in social science and normally 1
do not, but for sakes of clearity I shall do so in some sentences. An image differs
always more or less from the "objective reality" it is assumed to cover. The difference
does not necessarily have to be a matter of the image being false, but more a question
of selectivity, inadeguacy, uncritical attitude towards it or something like that. A too
large difference might be problematic for a corporation, but no management is
interested in image management which equally stresses the positive and negative sides
of the business. Image management's objective is to produce an appealing picture of
the company for various publics.

An interesting and significant issue is that not only external groups, with nermally far
from perfect knowledge of the corporation in question, but also employees have
become viewed as an impertant audience for the image issue. Image management and
internal marketing, whose target groups are employees are hot topics in today's
management theory. Again, I believe, we can understand this better lf we consider
changes in the historical-societal context. [ shall describe these changes as a
development from substance to image. .
This formulation of development in modetn society tries to capture some important,
intetrelated, tendencies. These concern the very nature of society and culture, Its
socio-structural and socio-material characteristics which have changed from having
formed a unity, in which social relations, the material aspects of existence and the
cultural patterns were well integrated and easily understandable to becoming more and
more fragmented and nartifical® (for example automation, information technology,
professional peopie employed for taking care of human services etch In a certain
sense, we can say that society's “substantial” nature has been reduced. This is
indicated in the writings of many of the cultural sociologists of today (Baudrillard,
Lasch, Ziehe). Instead, the "imaginary" nature of today's society is dominant. The
impressions and pictures we get of political and organizational leaders, people we
interact with (on an often short-time and superficial basis), the objects (like
commodities) we are dealing with (in and ocutside work) and the genera! view of the
total world as it appears o us are, as said above, often superficial. We live in a
complex world, characterized by interaction between a lot of different people {of
whom most are barely known), production processes where the relationship between
the single employees' efforts and tasks and the final product often is very hard to
recognize, and where most people and situations we have knowledge of are heavily
mediated by massmedia, P R and so on. In short, we get a large number of pictures and
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Most organizations are of
mentjoned, These are analy
trend from the former to
organizations than ever co
in historical perspective,
which a person works,
important aspects of the
{or perhaps how the visibj

course neither "substance” or
tical concepts. Historically,
the latter. Today, more or
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"image" in the terms here
I believe we can talk about a
ganizations and more people in
onging to a social order, that is,
extremely “imaginary" in terms of how the organization in
its top management, the purpose ("identity"} and other
organization and its environment appear and becomes visible
lity becomes very ambigious) for the person.

It is in this context we can understand the
organization, a preoccupation that not only i

employees in the organization. We might of course talk about the image of an object
even if the person who holds the image has a very deep and accurate knowledge of it,
But this is rather pointless and of limited interest from an instrumental {management)
point of view, It is when an organization becomes difficult to perceive by its members
when the nature and purpose of it, the style, ideals, ambitions and qualities of the

management becomes too unclear and ambigious for these rmembers, that the image of
the corporation becames an interesting tapic.

precccupation with the image of an
ncludes external groups but alsc the

Final words

The interest behind “image analysis® and "image management" can be defined
negatively or positively. The negative aspects concern the evolving problems getting a
clear picture of the context of one's work situation, of understanding the organization
and its character, Formulated like this, explicit efforts in communicating an image of
the corporation to the employees might be viewed as 8cts which try to counteract
some problematic features of modern enterprises. In a positive sense, the evolving
situation might be s ili The chances to define reality
for larger BrOUps - to control other people! reality - have been improved.
The scope of management has increased and the reality-defining part of management
is now seen, not as g subordinate

aspect of instrumental, supportive, participative,
democratic, ete leadership, but as an impartant topic in itself,

A critical way of formulating the issue is to say that it is weakened possibilities of
Most people in organizations to Bet a clear picture of the socia} order they exist in
that are the basis for the present campaignes of managers, supported by researchers
and consultants, to anchor their views of the organizational reality in the minds of the
employees, It is the ambiguity of this order, from the perspective of the employees
that forms the basis for the potential success of managers in using public massmedia
(for example advertising in press were the target group includes the employees) as wel}
as internal means (like top managers making themselves visible and saying/doing the
“right" things on a video or directly in #ront of an audience of employees) to produce
"appropriate” definitions of reality for the employees of the corporation, :
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SHADOWS OF A CULTURE IN 'NATIVE' REFLECTIONS
CN WORK IN AN ABORTION CLINIC

by
. Witkin and Robert Poupart
Eﬁk;sg:s::tyw;f . Universite du
Exeter U.K. Quebec, Canada

There has been a growing interest in recent years in the siudy of
organisational cultures (Pettigrew 1979; Dandridge, Thomas et. al.
1980; Smircich 1983). Some of the impetus for this work stems
from a real desire to see the organisation in more human terms, to
see it in the Tife process of its members as a Tiving and Tived
reality. Inevitably attention has been focused on the importance

of 'native' views of the organisation (Sanday 1979; MWarner 19813
Gregory 1083). The term 'native' is a technical term used by
anthropologists to refer to those who belong to the communities they
study. Sociologists, particularly those who have been concerned to
study the operations of practical reasoning in everyday 1ife,

frequently use the word 'member' in a similar way (Garfinkel T967;

Douglas 1970; Sudnow 1972; Turner 1974).

Perhaps the most important Tegacy of this group of sociolegists,
labelled ethnomethodologists, has been to direct the atteniion of
researchers to the world of everyday encounters in which action is

seen as a skilful accomplishment and in which everyday, taken-for-

granted understandings are made problematic. Ethnomethodology is

)
defined by Garfinkel (1968} as "an organisational study of a member's
knowledge of his ordinary affairs, of his own organised enterprises

ing that
where that knowledge is treated ... as part of the same setting

it also makes orderable."
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In the study reported here, we were concerned to discern the
possible outlines of the cu}ture of an abortion clinic., This was
2 small pitot study 1ntended to yield qualitatively rich data

quickly and inexpensively to guide the design of a larger Programme

of research.

We would'define a ‘corporate cultype' as an ordered set of practica]
values, themes and routines originating in, and providing solutions
for, problems directly encountered in the werk process. The corporate
culture of the clinic is not separable from the work 1tse]f It

is "part of the same setting that it makes orderabler. We distinguish
beTow between the corporate culture of an organisation and the
varfous segmental cultures e.g. professional and managerial, which
serve to crystallise the interests of various groups within the

organisation.

In the study we sought to elicit the intimate reflections of a docter
and a nurse on the everyday encounters in which they accomplish their
actions and realise their projects. The problems of managing this
type of work stem from the powerful feelings and values which surround
the 1ssue of abortion. The study sought to engage these values and
feelings by e]1c1t1ng native reflections on ‘eritical' events in the
work process. It was felt that the distinctive culture, centred on
the particular character of abortion work in a Francophone, Cathelic

community tn Canada would be disclosed, at least in shadow relief,

in these native reflections,

By eliciting native reflections on 'eritical events within the work
process, the corporate culture supporting that process is made more

visible. By critical events We mean those events (selectad by the
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researcher a priori or discovered in the course of a preliminary
investigation) which render the accomplishment of the work most
problematical, or which are central to the resclution of fundamental

problems.

A fuller description of the method has been presented e]sewhere.J

It involved treating our two subjects as (potentially) skiTful
informants on the lived experience of the work process, capable of
making their cngoing thoughts, feelings and perceptions{ in the very
process of imaginatively re-living events in their work, fully

visible to us.

We did not .interview the subject in the normal way but utilised a
technique which we felt would better permit the sense of her Tived
experience to determine the content and form of the utterance. HWe
asked sach subject to relive imaginatively certain real, historical
events that had occurred in the course of her work. We asked her to
treat these events as though they were happening right now and to
run & commentary on them, to tell us everything that qccurred to her,
a11 her thoughts, feelings and perceptions, everything that would
enable us to. know as much about what was happening as she did. MWe
asked her to make these events present to us and we required that she
use the present tepse throughout her commentary. This latter
constraint was considered essential and was more or less strictly

adhered to.

The culture that we see shadowed in these reflections is what we
would term the 'corporate cuTture' of the clinic., It is important
to distinguish, however, between the corporate culture of an

organisation as an ordered set of solutions to the problematic aspects
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of its principle day-to-day encounters, and the various cultures
which co-exist within an ergarisation but which are extra-
crganisational or cross-cﬁf many organisations or which are centred
on identifiable groups within the organisation. Members of an
crganisation may belong to a professional cultyre or a union culture,
to a bureaucratic or’a managerial culture, to a national, religious
or a local culture and so forth. Any or all of these may support the
identity of an organisational member and affect his actions within
the organisation., As Gregory (1983) has peirted out, these cultures
should not be seen as subeuTtures of an overall corporate culture.

We propose to desighate these cultures, co-existing within the
organisatfon, 'segmental cultures®. Although they will not concern
us here, it is necessary to distinguish them from the corporate

culture which they undoubtedly influence.

Segmental cultures may be seen as {nf1uencing the formation of
corporate culture in two ways. In the first place, they constrain
the solutions available to actors in the organisation's principal
encounters. [f the member of an organisation is a doctor, a nurse
or an official, then professional or bureaucratic segmental cuTtures
will certainly constrain the options that members can take up in the
realisation of a corporate culture. Secondly, segmental cultures
frequently give rise to ideologies presenting, in a more or less
abstract and one-sided way, particular conceptualisations of the
organisation's problems together with proposed solutions. These are

distinguished by being higher-order, theoretical and prescriptive

formuTations.

What we call the corporate culture, on the other hand, is a practical

set of values, actions and arrangemerts-in-use, which may be more or
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less theoretically articulated. Thus, the corporate culture is
ceen as a normative articulatien of actual practise, of the flaw
of events, of happenings,‘of changings and continuings, in which

the sinewy and sensuously experienced day-to-day world is Tived.

The Selection of Critical Encounters

_In the present study we selected two situations as "critical' in the

work procéss of the abortion clinic. One situationwas selected because

we felt it was the situation which rendered the work probess most

problematical. By problematical, we do not mean something which

merely obstructs or frustrates the work process, but something which

engenders a crisis at the most fundamental level, i.e. the level of

values. The cther situation was selected because we believed it to

be the central means whereby crises at the Tevel of values were

collectively resolved in the clinic.

Our first critical encounter was the "late' abortion. What constitutes

a late abortion varies from one society to angther. 1In Quebec, the
1imit observed for abortions is generally twelve weeks which is
approximately half that observed in the U.K. We reasoned that
abortion work becomes critical at the level of fundamental values

the more the foetus that is aborted is perceived to be an unborn child.

Denying the foetus that status ig clearly an obvious way in which

the thfeat of a fundamental crisis at the ievel of values can be
reduced. Such a denial becomes mcre difficult to maintain, especially
for doctors and nurses, the more advanced the pregnancy and the more

developed the foetus. They must confront the reality of the infant

form in what they call the 'debris’.

a1

The second 'critical encounter' was the planning meeting of the
equipe {team), It was c1gar that every aspect of the work of the
clinic was discussed at thése meetings. The meetings were used by
the members not simply-to resolve practical day-to-day problems,

but tc generate and sustain the value crientation of the members in
their work, to provide resolutions of probTems and to forge a

cultural identity for the group and social support for the members

In the words of the nurse in our study, the function of these meetings

was "To share that which we Tive; to share what we do - and a type

of complicity between us".

The "Moral Drama" of Abortion York

Doctors and nurses must confront, at the level of fundamental values
the reality of the foetus; and it is this reality which is at the ’
heart of the 'moral drama® of abortion work as it i5 described here.
Pregnancy, childbirth, parental love and obligation are source
material for deep cultural theories and powerful feelings. The
bringing of new Tife into the world is a focus for positive affirmation

of Tife, of commitment to care for 1ife and to respect life

Whatever their political or ideoTogical commitments for or against
abortion, doctors and nurses are socialised and edycated in societies
where these acts of affirmation and of tender feeling towards new 1ife
take place all the time, in their own 1ives and in those of their
friends and their patients. Furthermore, the medical training they
receive {s intended to reinforce these values in establishing their

ethical obligation and vocation to save Tife and not to take 1ife

The realid
ality of the foetus can be a source of real moral distress
3

eve
n for doctors and nurses deeply committed ideologically to the
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practice of aborticn. Insofar as they are subject to, and participate
in, all the'primitive'feelings, values, rituals and theories
surrounding the process of birth and of caring for new life, they

may also be subject to feelings of revulsion and grief and moral
culpability when confronted with the reality of the foetus. The act
of terminating the life of the foetus can be seen or felt as an act
of viclence and of violation, even of murder. Indeed, such work may
only be possible for a great many doctors and nurses, to the extent
that they find cuitural support for this work at an emotional and

not simply a cognitive level.

Abartions have been performed more or less openly in the province

of Quebec for some ten years. The people are principally Francephcne
and Roman Catholic. Quite apart from the official attitude of the
Church towards abortion, Catholic culture (and Christian culture
generally) provides a powerful socialisatfon into fundamental values
as exemplified in the moral drama of the nativity, invoTving as it
does, the birth of & special child in adverse circumstances, subject
to active attempts to end his 1ife at its beginning, and saved from
harm by the same God ;ho guides those (high barn ard Tow born) whe
bring gifis and come to honour and revere the infant. The most
central image is that of the Madonra and Child as a sacred unity,
siielded by love from the ever-present threat of harm. These
powerful cultural themes are real psychological forces in the shaping
of consciousness and action even ameng those who have ceased to
subscribe to a religious outlook or to accept religious beliefs.

We have nc means of knowing what beliefs our subjects hold because
we did not ask them. We make the point that such cu1tura1 themes
may be effective in shaping their conscicusness irrespective of what

beTiefs they now hold.
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We asked the doctor and nurse {independently) tc re-live an abortion
which was well over their Timit of twelve weeks and to run a
commentary in the present:fense on their thoughts and feelings in
the process of re-1iving the events. In this way, we hoped to obtain
quaTitatively rich data concerning the most central aspect of the
moral drama of abortien. To our surprise, both the doctor and the
nurse chose to reconstruct the same abortion, although they had not
had any opportunity to communicate with ene ancther and were seen on
separate occasfons on the same day. Whether this abortion was so
important to them because 'late® terminations are very exceptional,
or whether it was something in the occasion itself which marked it

as particularly significant we cannot say.

ihe doctor's account is more restrained than that of the nurse and
somewhat shorter. Some of this restraint may have been due to her
training as a doctor and her consciousness of her image as a doctor
in control of herself and the situation. Nevertheless, she was
visibly very upset during the reconstruction and chose to terminate
the commentary when (?0 it seemed to us) she was in danger of being
overcome erotionally. The nurse gave freer reign to her feelings
and her account provides an interesting view of the conduct of the
doctor. ' She finished hy breaking down in tears, however. The two

accounts are reproduced virtually compiete.

The Doctor

"We are looking down in the sieve because we always look
after the abortion what came cut in the debris, and then
we see. Maybe it's because it's just bigger than usual,
we see the Timbs distinctly, the head, the eyes of a
foetus, Denise who always reacts mere strongly because
of her persomality, she takes my arm, tells me %o Took,
speaking in a very low voice of course because she does
not want the patient to hear. Look, take a lock at
what we can see in there ... she takes my arm and insists



64

i i rves,
i theatrical accent, and 1t.gets’o? my ne
W1thIh§; closing of fy, T am retreating, it's a E1oetﬁ'
I tell her to move away from me, give me some breathing
room. I think it's what I see and alse hgr.reaﬁt1on s
that.disturbs me, it's all ?xag??r?%edﬁbalﬁsstﬁai geﬁgag
ife in a sieve ... it's a as
g§1at;; iime. I have a Tot of them. My daughter got a
hamster for her birthday aqd the th1291;ieﬁr§ggigtare
i t us being aware of it; a wee :
2;2?32 hamstersgin the cage and the mother.dec1deq to
eat her youngsters, and I see cne and she is gﬂaw1ggrtion
on it, and T immediately think.of mysE1f and the abo R
it's Tike flashbacks all the time ...

The subject chase not to continue.

The Nurse

i Jutie and me,
" been working together for iwo years.
Eﬁdhﬁgethgik that tgis gi:l has Ea§sid E£:t1§hgeﬁ§: :g% we
he "debris" and it is obvious
}Sgi g:s§e§ the 12 weeks but that she is far, far, far more
advanced than that.

in eur whole
i d me we have never seen that, never in o :
??};? aae have seen that in bonkgé we gsieozﬁa;goggg:$0;:1
but we have never actually seen it in ) ston
i 1 i bad and I think that i
life. And I am starting to feel and 1 think that 1t ok,
t make sense. 1 think we are overdoing it.
gSEZOHgbortions but what we are deing now ?oes n?g ?gk:
et JuTiebhis.ioggdrggt?ig Orwi t:?i each other
Tittle bit macabre but i 5 . T e o
it is impossible that it would be sc¢ big
e oy T hrd Syt o e BAE e U
abertion is complete an a ere I nothing left n. s
woman. But we speak in a low voice beca e woman,
i bably thinks that she i
right behind us and she pro ks that she I 2t he
12 weeks but we see for sure because . e
i to dig out the remaining
is at 14 or 15 weeks. But we have ut the remainin
i e feel bad and me, I feel bad, . .
Eé?g$:gbﬁ§sg1f that it doeﬁn;tkma§i1?ngeaﬁﬁa:né ?hﬁ§1g it
start digging into that. ake 4 T e oy
1y, strongly, and she does the sa
3%Eg:g;¥a,s::gngtyis as though we were immobilizing each

other.

i ig in there as soon
he job we have to perform is to dig in
ggtpgsgigie to relieve the woman, make sure we ha;ﬁd o
everything, remove Ehe speculuQOEE? 1g§r2e§hgoéieces o
Julie decides to take a pape e Pl ther
eate 1t as though she was drawing it.

zgfdzfc;ut an arm here, 2 leg there, another anz,dthe
other leg, the head, the timbs, and I am nauseated.
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Julie is nauseated toes my stomach hurts, my stomach

and everywhere, and I rememier, but maybe I shouldn'+t say
that. I crossed my tegs and pressed them hard against my
vulva and it was hurting. We do it quickly so as to get

the girl out as soon as possible and right when she was

out we fall into each other's arms with a lot of powerTessness,
a lot of sadness. [ wonder 3f I feel gquilt in 211 of that
because it {5 al? so advanced it is just too much. I don't
want to relive situaticns Tike that. Tt turns me inside oyt.
It's horrible. 1 don't feel goed. It reaches my own values,
mixed vaTues. 1 am not sure whether they are moral valueg

or religious values because Tike all Quebecers I was raised
in_religion, in values for 1ife and I am wendering §f I

will keep on doing this. 1 don't think T will be capable

of doing 1t any more. And I am crying and I am very
emotionally taken. Julie gets out of the room 0 a Jittle
side rest area. She ig locking outside and it s springtime,
with flowers, Teaves in the trees, growing and I see her
crying."

The subject starts crying and sabbing.

The Culture of Distress

We have defined a 'corperate culture' as an ordered set of practical
values, themes and routines, originating in, and providing solutions
fér, probiems directly encountersd in key parts af the work process.
The corporate culture supporting abartion work for this doctor and
nurse may be seen as centred on a resolution of the moral drama
concerning what we have called the ‘reality of the foetus'. The
contradiction between the demand for a tender and reverent respect
for new 1ife and the assault on new Tife involved in eborting a foetus,
demands resolution at the level of commitment, value and feeling and
rot just a cognitive resolution. We see the corporate culture of
this ¢linic reflected in these 'native' accounts as an ordered set of

solutions to the moral crisis posed by this centradiction.

Uf key importance here is the concept of distress. The women who seek
an abortion are frequently distressed. The sources of distress may

be various. We can summarise them broadly as follows.
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Distress about being pregnant, concerning personal or family
relationships that are affected or liable to be affected by

the pregnancy as well as distress at the threat to job or

career or way of life. In short, we inciude here all the

tion.
sources of distress that may cause a woman to seek an abor

Distress about ﬁaving an aborticn. For example distress at
stigma that may attach to it in her own eyes or those of
others, distress at the process that has to be goné through,
e.g. anxiety concerning the physical operation to be under-
gone and distress at the thought of disclosure of intimate

i isi i 5.
details of one's 1ife crisis to relative stranger

3 Finally there is the distress occasioned by the idea of what
15 taking place or has taken place in the abortion itself,

the grieving and sorrowing that may accompany the termination,

the sense of powerlessness and loss. We shall temm this Tast

form of distress, the abortion grief.

s

i It
There is no inevitability about many of these forms of distress

is 1ikely that most of the women experience at least some of them
even if they do not experience others, and scme women, perhaps many,

ished
will experfence all of them. It was clear from the accounts furnishe

by our subjects that all of these forms of distress were clearly
recognised and the work of the clinic was continuously spoken of by

our subjects in terms of caring for and coping with distress.

The concept of distress appears to us to be of critical importance
i ini the
in the genesis of the corporate culture of this clinic. We see
al
central problematic of that culture as that of resolving the mor

- s i k
crisis of abortion work though affirming in and through abortien wor
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the very values which that work appears te violate.

In their accounts, the doctor and nurse emphasise the importance

of the voman recognising, acknowledging and expressing the

distress she feels, of having 'space' in the cuTture of the clinic

to be with her abortion. During the abortion itself {and afterwards)
women at the clinic were encouraged to express what feelings of grief
and sadness they might have. This grief beTongs in the fourth
category of sources of distress Tisted above. It is clearly in a
different category from the other three sources of distress. The
work of the clinic might be said to be designed to alleviate or end
the latter. The grieving or sorrowing, the sense of Toss in respect
of the abortion ftself, may be seen as a form of distress brought to
fruftion in the abortion work of the clinic. It was seen by otr
subjects as an instrument of therapy; the therapy of bringing into

the open and expressing what might otherwise be repressed.

In the context of the corporate culture of the cTinic, it is pessible
that the abortion griFf serves another function for beth doctors and
nurses. It is in effect, an affirmation of the same values and
sersftivities in respect of new 1ife that appear to have been
violated by the act of abortion. To the extent that abertion fs,
for the women (and vicariously for the doctor and nursej an occasion
for grievirg, the 'moral drama’ is raised to a new plane, one which
transfonﬁs the other sources of distrese at the same time. There
is, in the abortion grief, an eTement of the sense of sacrifice.

In the grieving for the loss of new T1ife there is the implication
that no mere expediency s involved here. The positive affirmation

of 1ife implicit in the grieving, in the sense of Toss, may also come
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tc he realised as the primary‘motive for the abortion. The sources

of disiress which give rise to the decisicon to have an abortion

can, to the extent of thai realisation, be seen as conditions inimicable
to the Yife affirming will to have one's children when one is ready

to care for them.

The doctor told us of her own heed to experience {vicariously) the
feelings of the women. In her account of the Tate term abortion she
does not separate these events from her own Tife, from ﬂer experience
as a woman with children of her own. In what she calls her 'flashback’',
she recalls the child's hamster which ate its young. In reaching for
this memory she seeks a metaphorical resolution of the moral crisis.
Does the hamster eat its young because it is living in a world that

is not ready to receive them?

In a brilliant analysis of a psychological crigis, Soren Kierkegaard
wrote of the preparation of the sacrifice of Isaac by Abraham as
demanded by God. In Kierkegaard's religicus analysis, Abraham was
only the "greatest man who ever lived" if it was the case that he
Toved his son more than any man ever loved his son. If ﬂe did not
Tove his son Tike that, then his act was that of a selfish and ignoble

man.

Without wishing to press the analogy too far, we discern the
possibility of a similar mechanism at work in the corporate culture
of the clinic. To the extent that the culture c¢an nurture and
realise the affirmation of life and love implicit in human sorrowing,
it can sustain at an emotional Tevel a sense of abortien as an act
of suffering in the cause of one's feeling for 1ife. We are not

speaking here of a cognitive justification but of an emoticnal
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resolution.

The resclution is fragile:and must be continucusly re-established
in the social relatiecns of the work process and in the planning
meetings of the equipe (teém). The sotidarity demanded is at the
Tevel of practical activity as well as of ideoTogy. Complicity
with colTeagues in tﬁe work is important as can be seen in the
following excerpt from the doctor's account of her sense of betrayal
when she Tearns, at the planning meeting of the equipe, that a

colleague has decided to cease performing abortions.

"Helen announces officially that she will not do any more
abortions from now on; very shortly she will not be
available any more. I feel that it is definitely over,
that she does not want to do it any more, but she leaves
an open deor, she is ready to help in the training of
M. who 1s going to take over. She is ready to help her
in the coming weeks but I really think we cannot count
on her fer the next coming weeks. She is getting off
end I react very negatively. I feel 1ike I am being
abandened, I also often think of stopping but I was
never able to do it, and Helen does it and stops. 1
tell everybody that I accept it but it is obvious that
I don't accept it, and the other members tell me that
I don't have to accept it, but I feel an obligation to
say that I accept it even if it is obvieus that I don't
accept it, because Helen was there at the very beginning
five years ago ... we justified it and ourselves by
telling ourselves that there was a need for an abertien
service in the CLSC - and she doesn't say why she is
stopping, she only says she is stopping just like that.

. and it's a1l mixed up because is it that she does
not 1ike to work with me or is it because she does not
feel good in the intervention ... I knew that technically
it's always been a catastrophy with her, she is not a calm
technician, an abortion with her is always long and nainfuls
when we worked at this other place, the nurse who worked
with her found it difficult because the girls were always
suffering. 1 am mad, I am disappointed, I am aggressive
and T have a 1ot of sadness also and it's all those feelings
at the same time. I &m really upset, I can feel my heart
beating because Helen has already stated a few months back
that she was maybe thinking of quitting, but it was all so
vague and then she went on a holiday. She took three
menths off during summer, came back at fall, starts over
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and then I hear from somebody else who knew her that
maybe she was thinking of quitting. It was never great
between this person and me. Then I thought, come on
this js impessible. -Helen works with me, there is no
problem. She took three months off, she Tooks in great
shape, everything's fine, and Helen announces right
after all of a sudden that she won't do it any more.

It confims that I was werking with her side by side
without knowing what was going on in her head. We

were there physically side by side but that's all,

I don't know what was going on in her head a1l that
time. Somebody else tells me that she is thinking of
stopping, and that somebody, well anyway it was never
great between that person and me, but it's all Tike

she had a better contact with this person who was not
closely working with us. I feel a Tot of resentment.
There is all this thing about us fighting together

for abortion and a Tack of communication and we did not
share all the road she has travelled mentally. It's
1ike & lack of trust or & lack of confidence and
suddenly “bang” she says she is guitting. An abortion
is very heavy for me, I want to go into mini-aspirations,
my own practice, right out of my office ...

The collective participation and guardianship of the work process

is central te the reaiisation of the corporate culture of the clinic.
The role of the individual nurse or doctor is played down and,so far
as is possible, the team seeks to mediate experience in all the
principal encounters of the work process. The planning meetings of
the equipe are of key, fmportance here, togethef with thei}outines
developed for ensuring that patients and nurses do not becoms

isolated in one to one professional/client relaticms.

An excerpt from the account of one of the equipe planning meetings
provided by the nurse in our study will serve to illustrate this

tendency.

The account begins with the disclosure by one of the nurses on the
team that she has just had an abortion herself and now knows more

directly and intimately what the women suffer.
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--. and then & nurse vhom I work with announces to the
whole team that she had an abertion in the last month

. and that now as far as pain and the difficutty of
going through &n abortion she understands a Tot more
about what it means ... comparatively with what she
understood before, now she understands it differently
and she wants to share that with everyone, she wants
to tell them how she experienced it, her abortion."

This pubTic claim to a special understanding with the possible
unintended implication that no-one who has not had the experience

of having an abortion can have such an understanding of the feelings
involved, is not taken up by the other members of the equipe in

the account of the discussion provided by our nurse. Immediately
this staiement has been made it is follewed by an account of a
complaint by another nurse concerning'new members' of the equipe who
are too enveloping and oo secliusive with the womer, who do not

give them sufficient space to Tive through and come to terms with
their abortion. As a result the other nurseg in the team do not have
the necessary space to experience what these women are going through.
A resolution is reached for in which the need of the equipe to be

involved as a group more with the women is acknowledged and reinforced.

... and then another nurse says there are new members i

team and she thinks their attitude is difficult to t:k;n :ESir
attitude towards the women ... because she sees the nurges

as being too enveloping towards women and they don't give
them the space tbey need to experience what they are going
through with their abortion because they are too enveloping,
too possessive ... and that even us, the other nurses
working'1n the team, we don't feel we have the necessary
space @1th thesg women who are women that they have already
known in the c13nic ... then there are different reactions
the nurse at which all this 1s directed becomes defensive
becatise she 1s a young nurse, she 1s a new nurse, it's only
been twe months since she is in the service ... she never

was 1n cohtact with abertion before and she finds it difficuit
to absorb all that consequentiy, she expresses what she has

to express because it makes her feel more secure to be
enveloping with women. She feels Tike she is doing good o
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them and it feels very gratifying for her to act like
that with women. ... This {s what is happening ... and
this nurse says she's happy she could express all that
and to get to know the others’ reaction. She is going
to change her attitudes, not to change everything because
there are things there that satisfy her but change things
so that the team can be cToser to the women who are there
not only the nurse and the women but the woman and
the team... because now it is obvious that the team does
not have enough space and it's only the nurse and the
woman with her abortion ...

It is clear, too, from the accounts of the planning meeting of the
equipe provided by our subjects that such meetings serve not only

an administrative function but are central to the genesis,
dissemination and revivification ¢f the corporate culture of the
c¢linic, The spirit of open communication and 'comunitas' gererated
at these meetings provides much of the emotional and ideological
support for the work. In these meetings, the images of 'distress'
and 'care' are negotiated and articulated. A sense of solidarity

is developed and the work process is mediated by a corporate culture

centred on the positive use of distress.

A final word is necessary concerning the tentative nature of
interpretation, which arises from a certain view of the research
process. It is our view that qualitatively rich data can be used at
the beginning of a research project to achieve a mere or less
sophisticated but wholly tentative interpretation of complex processes.
This, in turn, can be used in the design of a fuller and more extensive
programme of research. We see the development of an interpretation

of this kind as extending and deepening the possibilities for

subsequent data collection.
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Abstract

The present article deoals with the notion of legitimation and its
practigal implications from a semiotic-discursive perspactive. It
arguas that legitimation shoald be regarded as a discursive
category embedded in the conditions of possibility of ary
totalizing discourse. Three legitimation processes are outlined:
raferential, communicative and autocommunigative. To suppart the
argument, empirical illustrations are provided tec enhance the
constellation within which managers attempt to attain lagitimacy

for their practicss.



74
INTRODLCTION

Ir the theory of discourse, it is argued that man’ s mind
is mastered by his own discodrses about himself. He iz hoth the
tgupject—producer” of a discourse and the "“obgect-receiver" of the
camg. The transmitted message within the disgourse reflects an
ideolegy which is, at the same time, the reflection of it. The
paradoxical relationship between subject and obdect transforms
myths inte reality and places them in the very center of man’s
understanding. Due to this, the discourse may seeq unproblematic
ant! the messages produced within it and transmitted through it may
seem to reflect an undisputable, given reality. An initial question
at this stage is what are the conditions of pessibility governing
the produstion and the avticulation of a particular disgourse, as
well as the meEanings which these canditions have with regard to the
produczed messages and, above all, to their legitimacy. The
prevailing ideolegy in relaftion to & certain discourse is sften
perceived as common for the producer as well as for the receiver
énd it is the representation of such values that serves to disguise
the ambiguity af the discursive messages and thev;by praviding them
Wwith an illusory lagitimacy. Ideclegy might fhen maks the positions
of the producer and receiver of discourse appear as unprablematic,
and the message transmitted might alsc appear as thouwgh it was a
representation of an unguestieomable, given reality. Kristeva (1369
suggests that there are translinguistic mechanisms which are the
origins of the meanings transmitfed in a message of discourse as
well as the meaning of the discouwrse itself. The meartings manifest
i discourse are actually only traces of a germination of meanings

in these translinguistic mechanisms. Kristeva suggests a mode of
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critical analysis whose purpose is tg disclose the mechanisms

antarior to any manifest discourse, arnd to investigate the
mechanizsms’effects that are moncealed in the discourse and present

there only as traces.

Semanalysis and Deconstruction.

SBemandlysis might be seen as an elaboration of Devrida’'s
deconstyuction (Derrida, 1967), arother sketch for a critical
analysis eoncerning what is anterior to manifest disceurse. The
purpose of deconstruction is to take apart eencepts and thoughts
which serve as rules, that is to say which are assumed to be
legitimate. In these, deconstructipn seeks internal contradictiows,
ambiguities and paradaxes whith question the very gruuﬁd for arny
lagitimacy. Ir othenr wards, deconstruction guestions the rules of
the manifest discourse -~ urderstood as text - and seeks cases where
the text transgresses these rules: cases wherse it violates rules it
sets for itself and simultanecusly also conceals this violation
(Daudi, 1985b). |

The ground for discursive legitimation would be, in this
sense, the setting of the rules as well as the rationalizatiom of
their transgression parallel to the émergenc@ of new situations.
Charges in managerial practices and legitimating messages embedded
in related discourses can no doubt be seen in-relaticn to the
emargance of new patterns in the envirornment. Etill, what geem more
pertirent is to relate thgse changes to the rulss of transformatioﬁ
and to what is tharehby wontextually dictated within the discursive
framework as the legitimate behavigun ar the legitimate action fo

be taken. SBemanalysis and deconstruction are thus to be usad here



to irvestigate such mechamisms of the germination of meahingzﬁhich
tend to wake the positiems of the producer and receiver of a
discourse unproblematic, and which tend to make the message
tramsmitted urgquestionable, thereby creating legitimacy.
Semaralysis and decorstruction generate the view that the
production anmd articulation of knowledge and messages in manifest
discourse are made inadeguate by underlying ftranmsiinguistic
mavHanizms where the effects of these mecharisns on the discourse
are concealed. In other werds, these mechanisms are the supressors
of discourse: they prevent us from seeing the ambiguity of the
messages of the discourse. The produaction and articglatiun af
legitimating messages in discourse remain incomplete or distorted
arnd the discourse remains suppressed ~ and self-supgressed because
it produces anmd reproduces the very messages (legitimating or non-
legitimating? whieh suppress it (Laplarnche & Pontalis 19673, The
cornception adepted in this article is partly the_oﬁe advocated Dy
Kristeva and Derrida where the analysis ef the conditions of the
praduction of the legitimating discursive messages is emphasised as
well as the effects which these conditions have on the thareby
creatad legitimacy (aw, illusory legitimacy’. Other parts of this
conception are inmspired by the work of Foucault (Daudi, 13983;

138%a) and, to som® extent, by socme of the ideas developed by the

semiotician Greimas.

Dramatis Persconae.

Breimas (196&) and Greimas & Courtes (1972) suggest that
ar overall corception of any discourse might be seen when such

izssues are considered: &)

the gerneral types of argument used in the
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discourse; b} its motives and themes; and, ©) its dramatis porsonam

as the central theme. In marnagerial terms, it could be argued that
the general types mf argunant within a discourse arer first, the
cognitive dimensionm of discourse velated to the existerce or the
inexistence of legitimating messages; second, the svaluative
dimension of discourse ;elated to the status of oebiscts of
legitimation in terms of importance and values.iHVEﬂted in themy
and, third, the prescriptive dimersion of discﬁ@rse about what carn,
must or must not be dowe, or what must or must wot be the case with
regard to am overall totalizing ideology.

The motives and themss of a discourse comsist of
established combinations of the genaral types of arguments outlirned
above. In fact, any discourse can be delimeated on Lhe basis of the
recurrence of arn established set of motives. The ways in which
thase motives recur is significamt for the themes of the discourse;
irm this particular case, legitimatior. Thus, in fthis sense, every
discouﬁse related to a certain managerial practice - such as a
decision to be made ~ can vary well ba regarded as & variant of a
tale about one single theme: legitimation and mon—legitimation. The

censtellation of the dramatis personas of arty given tale invests

the variant of this basic theme intog the discourse. In other words,
evary discursive legitimation of a certain managerial practice can

pe analyzed against the backgroudnd of the corstellation

ceonstituting it. A complete comstallation coansists of an object of

valus (what is to he lagitimated) ; a sublect—producer initiating

cand producing the actual legitimating messages: a receiver who is

sugposed to harvest the relationship bhetwsen producers ard,

?

"occasionally, helperi{s) and gpponent(s). This sort of constellation

is what Greimas & Courtes (1979 call dramatis personae where the
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"oositiows" amd the relationships between "persornae"” are not rigid

but can bz =laborated with regard to fthe context. The constellation

may therafore be collapsed in the sense that a suh]eét Rroduger may

be also a receiver, that is to say a subject may he the obhgmct of

its own legitimatirg message.

This being said, the gererality of this theoretical viaew

suggests that the difference betweem a first-order discourse on a

specific matter to be leqgitimated {pbijeect of value} and a discourse

of highey-arder - such as discourses on ethic, morality and

ideology of which the first-order discourse claims to bs a part —

can from an analytical perspective be gquite relative. The point to

be made explicit here is that, although we carnot always

differentiate between first—order and higher—-ovder discourse we can
still vecognize the patterns through which the producer of

legitimating messages often seeks legitimacy for these very

messages by appealing to the valuss of high-order discoursa. The

conclusior to be drawn from this argqument is that the shaping of

these patterns is of course very contextual and, abeve all, is

dependent on the position of the producer of the discourse and the

particular message smbedded in it. It is therefore possible to

gpeak of different types or forms of legitimation. Considering the

fact that we are here guesstioning disgursive legitimation, the

argument must then be related to a discursive level of discussion.

REFERENTIAL LEGITIMATION

The elsmentary level of amy discourse is referential, In

this particular case, it is a discursive legitimatiow .of an gb)ect
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af value, argamized by a sat of types of arguments, motives, themes

and dramatis pergonae. It is typical of the referential
legitimation that it appears as “objective": the person or the
group attempting to legitimate something tend to situate themselves
eutside the very legitimating discgurse which they are producing
and which, thereby, becomes, in an illusory manner, a
characterization of an obvious reality. The empirical findings
indicate that referential legitimation is often intimately
cormected %o a strongly established power struetyre. The "power
holders" will tend to "use" this form of legitimation to impose a
casg which they consider as "obvious" ar which they wish to make

others ragard as such.

Empjrical Tllustration. The world of busimess enterprises in

Swadern, it is not exaggerated %o say, is largely characterized by a

tendency for strorng concentration. Owrezvship forms are often

cemphasized as important features in as much as they indicate the

strength or the wealness of organizations with regards to their
firmancial possibilities and theiw lobbying abilities. The most
commors form of ownershipg is a traditiomal construction consisting
of what could be viewed az a strang owner willirg %o taks
Peapn%sibility Fnr‘the destiny of the firm. This strong owner is
‘suppesed to supgly fresh capital wher needed ard ta be the holder

_of the "farmal" power to destitute the management of the firm.

""This traditional form of ownership gave rise in Sweden to what is

‘gommonly called "family empires”. These empives rest on a well
established image in which the form of swinarship which they
‘represant is well accepted or, let’s say, legitimated in the mimd

of the majarity of the business community, the stock exchange, the
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politicians and LO (the Swedish Central Organization for Wage-

garmers). Thase irnstitutions are identified here as the regeivers

of referential legitimation while those whe advocate the

traditional form of cwnership — the “family empires” - are referred

tn as the "power—holders”.

Parailel to the traditional form of ownership, s
relatively new form has teen developed. What charactarisea thisg
form is that two firms owm each other’s shares. At the first

glance, orne might say that there is rothing uncommon in such

practice. However, when the purpose of this form of owrnership is %o

exclude other possible owrers — classified as undesirable, one

begins to see that it is a matter of a confined structure where,

sometimes, Firms almost totally own each other, attaining thereby

strongly dominating positions. This form is referred to herse as

crogs—ownership. Mamagemert in the studied ¢ross—owned firms seem

to have a stronger and more independent position thawn management in

traditionally owrsd firms. This is partly due to the firms

reinforcing each other by supportive interdependent relatienships

and to the absernce of “"outsider—owners".

constellation of the dramatis persowmae

Following Greimas’

we Have h@vre ar obiect of value, that is to say, & suitable form of

ownership: two subject—nroducers which are, 1) "the power—holders"

attacking any form of ownership that does rot fit their views; and,

2) the cross—-owners who defend their bread and hutter and try to

Justify themselves. We alsc have receivers who are supposed to

harvaest the relatiomship betwesn the two subjegt-producers. They

ara represanted by the business community at large, the stock

exchange, the politicians and LO. Some of them will tend to act,
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goccasionally, as helpers or ppponents supparting one of fhe two

subject—producers agairst the othar one.

In that coanstellation, as it is, a state of warfares was
declared. Cross—ownership was very much criticised by the “powar—

holders"/subject producers and by the majority of the receivers.

Due to the "power—~holdaps’® strongly established image and widely
accepted discourse, a committes was apposinted hy the government to
investigate the matter. Twa othenr committess were appainted by the
Swedish employeﬁs’ arganization (SAF) and by the stack exchanges

organization., The "power—holders” are strengly represented in bath

these committeas.

The gensral types of argqument presented by.the
antagonists — the two subjeet-producers - are sigrificant for the
diseursive legitimatisn by which they wish to attain legitimacy for

their different practices. The "pawer—helders" argue for their

position by a2mphasizing the positive benefits for firms with

strang, committed and respansible gwners, especially in case of

crisis. The message embedded here is apparently meant to be, that

-traditiomal form of ownership is associated with certainty and/or
seourity; a notionm which is investod with great significance in the

_Swedish corntext, and which appeals ta high rarnking values - high

'::ﬁrdev discourse - in the recejvers’ minds, partieulariy LO. The
."pnwer"holders" tend also to describe managers in cross-gwnad firms
'és selfish individuals pursuing their personal interests and
Hsﬁrivihg For power "accumuylation”., The concealed meaning af the
}ﬁeésage here is probably to draw a threaterning picture and, by

opposition, to make themselves Appear as concerned with general

Qelfave and be viswed as sccially respormsible, They also wish ta

455 the message that they actually are the legitimate "portes
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parols" of the agsumably established common ideclogy formirmg public
apiniom, amnd particularly that eof the receivers. By deing so and by
referring to history as witrness they refer to the wealth and
success they bring to the community. They alse wish to make ebvious
that the discourse which ig theirs, iz in fact totally independent
from them and that it speaks of am "objective” reality from the
parspective of "the right" ideolagy. Thé discutsiva legitimation of
the "powar—holders" can thus be identified as é.referential
legitimation in as much as the suybiect—progducer steps out of the
very discourse which they produce and start to refer to it as
though it was ar "egbjective” one with a life of its own; as though
they were themselves objects of the discourse which they produce.
The arguments forwarded by the cross—owrers are not
referential since they simply do not appeal to any established

thame iv the mind of the regeivers. Rlthough the gbilect of value at

nand - the form of ownership which they advocate - seem to be
internally largely legitimated among the members of the cross-—owrned
ocrganizations, it is still regarded with much suspiscion by
receiverd. Now, the question te be ashed is why are the messages in
the "power—holders’" discursive legitmation pe:ceived as
unambiguous by the receivers? Kristeva and Devrida sugdest that the
assumed comman ideclogy of producer and receiver may serve to mask

the ambiguity'and provide the messages with an illusory legitimacy.

S5till, what permit us to speak of ideology if not the opposition of |

de facto and de jure? Ideology may be "defined" as a particular

gdiscourse seeking to appear as universal. Now, the opposition
batweern the contingent particularity amd the umiversally valid is a
philosophical one. The problem is thus insoluble, if one with

solutior means a practical and definite separation of the

a3

constituent of this opposition. Even if wWe ware able to solve the
probtlem, any argument would be mearingless uniess the MeCessary
refaremnces are made to politigs, morality and ethic, and, aven to
religion. What escaps the dilemma of the oppoesitian are the
symbalic and mythical dimensions of ideology. They previde

explanations — which are neither de facto rnar de jJure — of the

social wnfld, legitimatiﬂg thereby its preseni order. The
particular arder institutiornalized by the "pnwéé-helders" become
uwiversglly valid and, in the eyes of the receivers, perfectly
legitimate gince the translinguistic mechanisams arcompanying the
performed systems of symbols and myths serve to disguise the
ambiguity of the discursive legitimation and serve even to create

the illusion of a de facto Arevailing common ideology.

COMMUNICATIVE LESITIMATION

It is assumed here that a discourse cannot have effects
unless its results are transmitted as arn "obvieus" message
(referertial légitimaticn} im a eommunicative circuit from a
preducer of discursive legitimation that encudes it fto a receiver
who decodes it. The process in this cirguit establishes

communicative legitimation. Palitics is the overall

characterization of this sgrt of legitimation in the sensa that the

process is shaped by a politiecal gam2 shructure where the interasts

gf individuals and groups play a nen meglectable part. An importart

aspact here are the codes usad: a partigular voaabulary.is

‘developed among the people involved with specific coermotations

‘sametimes urderstandable for both the producars ard the receivers
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of legitimating messages and sometimes rnot, Empirical findirgs
indicate that this vocabulary often takes the form of a "jargon®

which is meant to appeal to idenmtifiable values and te an assumed

commen ideology.

Empirical Illustration. How does a social democcratic government

legitimate the decision of closing dewn a large shipyard plant in
an arga already suffering from a high rate of ﬁﬁemployment, adding
te it the burden of ancther group of 3000 people out of wark? And
how does the goverrment legitimate its wnexpected cooperation with
a large private firm in the mortorgar industry, specially when this
coopevation resulted in @stablishing privileged corcessions to the
Firm in question and important lasses for the governmental
treasure? Mot that I am assuming ecovomics as being the expression
of any objective reality, but gince the goverrmenit’s argumentation
largely relies an its logie, and since the loegic in this particuiar
cage seems to be something completely different, the guestion may
be asked a; to the goverrnment’s "real” motivas in this affair. The
firm is supposed to create 1000 new Jobs in the area, and, in the

N

bargain, it wWirns a compensation in form of indirect subsidies
amounting to 2 billion Swedish crowns. Mow, is this a gustified way
of oreating a thousand jobs? How, from a pelitical-economical
peint of view, dges this action afferct the equilibrium of this
pérticular ingdustry as a whole arnd what would bhe the reactiorns af
competitors? Wouldn’t they regard it as unfair to give privilege to
gme competiftor at the axpernse of the octhers? Many questions can no

doubt be raised in comnection with this issue, and, surprisingly

erough, norne of these nor similar ores have been debated in the
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discussion which was to follow the iritiating phases. The pseudo—

debate focused instead on what was meant to be pereeived as
tangible matters but which in fact wers egxclusively matters of
minor dignity compared to the importance aof the gereral issue.
The dramatis personae irvolved here are the two main
subject-producers of the.discursive legitimation: the gavernment
(secial demooratic) and the private firm. I will concentrate my
attention on the goverrmental discourse. Furthéﬁmure, we have the

receivers ; that is to say the public in general and the busirness

and industrial communities in pértieular. The receivers’ blessing
of the government actions is vital sinee basically they are actual
or potential voters. The constituent of object of value ta be
legitimated is the gredit of the govermmant ; what might be called
the social democrats’ "ideelogy" ar, in any case, what they are
supposed to stand For.

The constituent of the obteet of value is quite sbvious
since for social democrats, slogans like “"solidarity” , “social
imvolvment" and so farth, are part of the image which they cherish
and which pretably comtribute to their sucaess among their voters.

Now this obiect of value, which emerged half a century ago and has

been developed sinee, is now well established and largely wvehiculed
and diffused through a whole battery of symbols, myths and
linguistic constructions which anchor the present image of the

party in its "glorious past", When the government decided to clpse

" dowr the shipyard — and actually did it —~ the object of value was

threatened and thereby the credit of the party and its possibility

to rewin the mlections might have been jecpardized. Furtharmore,

- the fact that the subysetcprogucer has sigred a pact which gives

privilege to "private capital® is rnot likely to be regarded as a
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positive action by the receivers, The sublect_producer then ends up allocated to the firm made possible the areati f
orn of some rnew Jobs:

: : " i s t 3 " igus™ i .
with a serious problem to deal with: how to transmit "obvious but, the price was too high and the real wirner is the firm, wnot
’

legitimating messages within the frame of a situation which is all the area nor the government. Furthermore, the fi h
: . e firm which was

. "
but obviaus. chesen" as tha partrer of the government in this affair was

To cope with this problem the subleci-producer cvested & portrayed as already comwitted to the life and the fut f th
uture o [=]

communicative cireuit where codes and vacabulary are developed in region and as being socially responsible. The me b
- Ssages embedded in

a process which is meant to establish commurnicative legitimation of the efforts made by the governmeni to give such i
: uch a picture of this

the issue at #and. First of all the two sides 6F the issue — the Firm seem to be: 1) to atienuate its ass ciatic
: ociation - a

close down on the one hamd, and the Job creation through the disadvantageous ene - with "private capital® (with the d 13
1 e devi Hed)

"ogntract® with the private firm on the other — are separated. The to prevent the weakening of the aura attached to th b &
o] e object gof

First side is blamed on the gentral shipyard orgnaization and the valye ~ maybe even te reinforce it and. I t
= - s o agpear as a

close down is conducted almast in secrecy. The second side is government capable of havoic actions amnd thereby b
: reby maybe evern winning

trarnsformed and its constituent disguised: the disadvantageous f “
' o d new voters. The "jargon" used was all the time a mythical-psalitical

mpmbract® with “private capital® is net judged very wise to be orne whare significant sconemic facts about the is b
sue were absent

receivers is while legitimating messages were present.

axposed. The message that has to be transmittad to

imstead the ane emphasizing the goverrment efforts to crasate There is no evidence of the success of thi icat
S Communicative

in legitimation rerdered here, apart frem the fact that the issus Was

employment and glarifying its role as a "sagveur” of an area

crigig, The developed vocabulary in this case attempts to shift actually not debated, Still, the evidens=e in this
’ Case may very

attention from the heart of the problem: urempleyment as a fact as well be the inexistense of a debate

well ac deterioration of the sbjlect of valus, .and to dirset it

tawards positive signs witich does not necessarily exist.

The genaral types of avgument presented within the AUTOCOMMUNICATIVE LEGITIMATION

constellation — in the first place by the gubject—

grgducer/gavernment — are elaborated in such a manner that the When communicativ o .
2 legitimation fails to provi i
provide a firm

pestwexplanations givem for the closa—down decisicn expose it as ﬁbsitinn (legitimacy) for the produesr of discursi legit
- ive legitimation,

vpational® and indeed serving te ensare a better futuve for the then he/she will &r
: y to attain and maintain such iti
' position by

corcerned area. Furthermore, the privilege accorded to the privat chimself. The individ
] : . usal or group attempting to legiti
: gitimate something

firm is angoded irn order to bz understood as direct subsidiez to béc’mmes i inn a
) process where he/it se2ems to "create" anm

1+ iz true that the subsidie 'iﬁternal illusory coherence. This tohererce is sometimes felt as

the area itself and not to the firm.
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such but it ecan also be purely pretended. In any case, illusory and
in t

or pretended coherence is produced and repraoduced by an appendix teo

communicative legitimation: it denotes the autocommunicative,

i i it i roducer of
mythical and self-descriptive ipgitimation of tha p

discursive lepgitimation with its21f. Most important, as the

empirical fimdings indicate, astogommunicative legitimation make
the legitimating subject’s understanding tiat of an unreproachable
thero: helshe does not feel the need to legitiméte su:h‘and sueh
decision or action. Autscommunicative legitimation is, in fact, a
process which describe the particular state where the legitimating
asubject attains legitimacy = or attempts to attain it - precisely

By wnot providing any direct legitimating discourse ar nessages:

legitimacy through non-legitimation.

Empirical Illustration. During the past few years one of Sweden® s

largest cities has been composing plans For the building of a large
‘housing and sheopping centre which here we might call the “thing".
The city has been ruled fas over three decades by the same
political party which we might gust as well :a{l “the party". "The
party" nas strong affiliations with several influerncial groups in
the community but also with society at large ard it is genevally
approved and trusted by its own votaers. Since "“the party" is in

majority at the Town Mall, things ecan hardly be worse: any

propesition advocated by the majerity is likely to he approved.
Whewn the "thing"-project was initiated the criticism which was
raised against it was not of any major significance. If grew
nowever with time and was maiﬁly coming from the minority parties

i i r i th
and from different associations in the city as the retailers, é

scelogists and so forth. It should haowever be mentiornsd that the
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criticism was, in many ways, not oirected against the "thing"

itself but rather against the way or the form in which the whole
process was managed.
The dramatis personae of the case are as follows: the

obaect of values might be represented by the "thing", while the

sub]eet—grﬁducer is no doubt “the party": not that the athers are
not preducing any leqgitimating discourse, but bBecause we will
concentrate our attertion pracisely on that of "the party". The
minority parties and the associations will be referred to as

receivers and gppovents. Other actors will appear in the discussion

and will be raferred to as helpers.
As it has been suggested, the conditions of possibility

of autocommunicative legitimation seem ta be the result of the non—

”possibility of the two other legitimation processes: 1} the

‘sybject-producer fails to attain legitimacy by referential means

dus to the abserce of an assumed common ideology with the rggeiver,

an ideology which would have ssrved to disguise the ambiguity of
the transmitted legitimating messages: 2) the subject-proeducer also

fails with communicative lzgitimation because the codes which

i shauld exist between him and the receiver carnot be encoded nor

decoded: the regceiver being at the same time an opponsnt or a

potential one. The _subject-producer will then became the receiver
bf his own diseursive legitimation: he/she will attempt to attain

iegitimacy by creating an illusary cohererce around the decision to

fbe made or the action to be taken. He/she will alse prevenrt
‘cpponents from having insight into the subject 9f value and, an the
‘whole, will make it lood as though his/her external legitimaey is
;Paally granted, thus he “is" an urreprcachable hero. Gtili, as it

‘becomes apparest in the case, autocommunicative legitimation seems
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to be intimately related to the subject—producer’s ability to

rneutralize ppponents.

A crucial gquesticn here was the traffic situation in the
city and how it was going to be affected by the “thing"—-project.
Now in this commune, like in all other communes, there are special
instarnces whose task is to sxamine such issues as ftraffic problems.
Furthermore, those instances happen to have the formal authority to
initiate investigations on the subject. In this particglar case,
the instance concerned with the problem was not permitted by “"the
partyb to condust any investigation nor to analyse the matter.
Instead, it was given detailed directives stating how the planning
aught to be accomplished. The purpose of “the party’s" action was
apparently to aveid any investigation to be made. “The party’s”
motive seem to have beer the fear that such an investigation might
come to an cpposite conclusion which might jeopardize the
fulfilment of the "thing"=-praject. Furthermore, a debate on the
ghiect of valus was not 1ike19 to be desired by the subject—

producep. THe object of wvalue had alrealy been criticized by

i against
receivers/opponents whe regarded the “thing" as a threat ag

the inhabitanmts of the city, and, the conclusicens from an
unfavorable investigation could then have been used to reinforcs
this threatening picture and to convince the rest of the community.
Then, the matter might have been debated, the abject of value
claaély examined, criticized and maybe even rejected. The subject-

produger would not Hake the risd. The subject-producer would rathe

neutralize the poponernts and create thereby an illusory coherenge

vis a vis the general public who is not irvolved in the dramatis

ersprae and who will never Wnow what actions the subjggt—preducer
parsonae

has been taking.

irteriority iw relation to extariovity, what is niormal

_fn what is pathological armd reasor in relation to umr

rejected, what is true and what is falsa ar
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Ancther importamt aspect in this case, and which seems to

be characteristic gt autocommunicative lggimation is that the
subjgct-orpducer, due to his/her self-descriptive legitimation,
terds to present the decisions to be made and the actions to be
taken as "fait accompli”. In the case at harnd, the "pargy” being in
a majority position, automatically has the ﬁeans toc appoint
cammittees and therehy to areats favorablie instances accumodating
itself with helgers, inm order ts be able to axpose ready-madea

propositions which are hard ta attack., Neutralizing oppopnents and

2nsiring the support of helpers have provided the subiect—producer
with an axternal legitimacy without actually being forced to
produce any discursive legitimation for a decision and subsequent
actions on which ubviouély very few agreed. Tha created illusory
ceherence towards the extarnal public and the belief in being

herges acting im the very best af the community are thus the marks

of the subject-producers of autocommunicative lagitimation.

CONCLUDING REMARKS

Understanding the nstion of legitimation and its immarent

'éunnotations as discursive categovies irvests them with a marks
fﬁat of arbitrarity which gdoverns the condition of pessibility of
Tany discourse. The very thought of legitimation is itself possible

CEnly in oa culture where an all-embracing borderline exists defining

in relation

2ason., Thus,

-what is good and what is bad, what isg accepted and what is

e noet values loaded with
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5. MaIN HURDLES THAT THE SKILLFUL ORGRNIZATION HAS TO OVERCOME

There are basically two interconnected, major hurdles

which constitute cardinal threats to the survival of the organ-
ization. The first are the i,balances or maladaptations within
the Decision Making Main System, while the second is the im-

halance or maladaptation between the Scope of Pecision making

(SDM) and the Managerial Structure.

.

The two arrows coming out of the Managerial Character-
istics box in Figure 1 are the connection between the above first

and seconde main hurdles. Indeed, the managerial characteristics

(i.e. followership and other interpersonal

characteristics) of the CE (Chief Executive® and other key-

the leadership,

pesition managers, affect both the Organizational Strategy

and the Maragerial Structure. Thus when the organizational
strategy has teo be adapted to the pressures from the Wider
Environmental systems and to the competition from other organ-
izatiens in the Immediate Environment {(for instance, by modify-
ing the number of product/service lines, but expanding in the

geographical dispersal), the managerial characteristics of the

CE and his key-Position managers may lead them to do Just the
cpposite (in our example -- expand the organization in both

product-line and geographically). Not being able to cross this

hurdle, being confreonted by a cardinal divergence between . the

organizational strategy needs on the one hand, and the managerial

characteristics needs on the other, would certainly kill the

organization.
Major changes in the crganizational strategy require a

substantial interorganizational mobility cf workers, and/or

customers, and/or suppliers, and/or shareholders, as well as

managers, which we shall discuss when dealing with the next

main hurdle. Let us consider & car manufacturing organization,

which has been producing standardized and popular cars for =

long while, until recently. The organization is now in the

process of constructing a new, revolutionary car; and within a
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short while winding up its previous car manufacturing eperation.
The members of its human FDM {factor of decision making) will

have teo change, within a few vears, fram mass production (includ-

ing robots? manufacturing)‘uperators, te more sephisticated and
technically trained workers; from shareholders who are primarily
expecting to receive their dividerds annually, ‘to investors who

are willing to risk their capital, without receiving any dividends

for seversl yeras, but expecting the valvue of their investment to

increase considerably; from customers who could only afford to

buy standardized and popular cars, to those who can afford and

would like to have the most innovative car; etc.

The‘management may confront this hyrdle of major adap-

tation in the arganizational strategy, every few or several years.

. The frequency of such major adaptations depends on the rate of

growth {(primarily in scientific-technological terms, but also in

the speed of geographical dispersal), of the type of activity

“the organization is in.

Thus adaptations in the organizational
-strategy {in what, how, and where the organization is operating),
are much more freguent in an organization involved in high<tech
_:électronics than, say, in a governmental organization.

In order for management tao overcome the second main
“'hurdle (see Figure 1), in adapting the Managerial Structure to
.the Scope of Decision Making, the CE and his key-position manager
:should have Managerial Characteristics in line with the required
new structure. f(is the managerial characteristics are part of the
;persunallty traits aecquired at a very early age, and because.the
'CE would require -at least a few key position managers to help

hlm move the management from gne managerial structure to ancther,
e could assume that these few top executives should be peaple
ith qifferent managerial characteristics than those of the CE

ng keyjposition managers in the present {(i.e. previous) structure.
_ The freguencey of the inevitability of adapting the or-
anlzatlnnal structure ot the dynamics of the immediate and wider

nvironments, and of adopting the managerial tharacteristics to
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the required managerial structure, is one and the same. For
every time that a change is int;oduced in the orgamnizational
strategy a consequent change has to be introduced in the mana-
gerial structure (see Figure 1).

We shall discuss in the following part 6 of this
paper how we can judge whether management runs a skillfu;
organization (i.e. is able to overcome hurdies), and in the last
part 7, how management can become more skillful in this. We
would like only to stress at this point, that not all the
adaptations in the managerial structure which would enable
management to iniroduce the necessary changes in the organization-
al strategy and in the managerial structure, should be accompan-
ied by interorganizational managerial mobility. Only the
major adaptations in strategy and structure require having a
differentCE and a few other key position managers. From our
experience in studying clinically 19 different organizations
in Israel and five other countries {Britsin, France, Greece,
Japan, and the US)6, we found that only in about one quarter
(five of the 19 organizations studied, in one of which this is
only a prediction, rather than a fact, as the study was termi-
nated only in May, 1985) -- 'the CE felt he had to vacats his
post to another CE, so that the major hurdles could be overcome,
and the organization could survive and thrive.

The two above-mentioned main hurdles could be label-
led "conceptual hurdles", as they are just the major problems
which we encounter slong the dynamics of organization and
management. The Tollowine two "behavioral hurdles”, are actual
hurdles which the skillful organization has te overcome, so that
the two conceptual hurdles could be dealt with. Both of the fol-
owing hurdles are actually behavioral norm; or put in other

words -- corporate culture values, which prevent management from

s. "Presenting'the Corporate Image As Perceived From Within --&nd

Its Therapeutic Value" by T.D. Weinshall and H.C. Kyriazis, pres;;tiga
at the 3C0S Conference and Workshop in Antibes, France, June 26-29,
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overcoming the two major "conceptual hurdles". We shall refer to

these two behavioral hurdies as the two "secrecy diseases". The
Tirst secrecy disease is the "anti-mobility" norm, and the second

is the "No full disclosure" phenomenon,

The "anti-mobility" norm exists amang organizatiocnal
employees throughout the world. . It is part of the corporate
culture, but it varies from country to country. Its origins
are in the loyalty of organizaticnal members to their respective .
organizations, and their tendency npot to divulge the organization-
al secrets to other, competipng, O0rganizations; hence the "anti

mebility" is g secrecy disease. This corporate culture is

strongest in religious, naticn-state and military organizations.
This is the reason why the "anti-mobility® ﬁorm is strongest in
Western European countries where the Church, the goveramental

and the military organizations preceded and strongly influenced
the industrial and business corporations; it is also very strong

in those Latin American and’ sian and" frican countries whose

maragerial cultures of which were influenced by the turopean

managerial cultures. The countries in which the governmental,

religious andg military organizational cultures have influenced at
_:the least the business corporate cultures, are also those in

which the "anti mobility"™ norm is the weakest, These are

'countries which have not had a long ‘cultural history and heritage,

“ Three examples will suffice. First, Israel, whose culture is an

ﬁintegration of the cultures of all the ingathered Jewish immigrants
- from sver one hundred different countries. Then, the two super-

powers ~- the USS and the US. The Bolshevik 1917 revolution

énhihilated its preceding Church, government and military trad-
itional cultures; when Soviet managers are being transferred fraom
-one organizatison to another, they feel that their experience is
'féﬁricﬁed, and that they move from one sub-organization to another,
zﬁf the same larege organization they belong to -- the ussr, The
US, on the other hand, is the haven of "the deviants of all the
ZWD;ld‘unite" -- the Irish who did not want to starve, the Italians

ﬁo did not want tg be destitute, the Eastern European Jews who




o8

did not want to be persecuted, and so on. They left their
cultures behind them and created a new culture, in which the
industrial and business corporate cultures have influenced those
of the church, government and military, and not vice versa. - In
our estimation the interorganizationzl and the geographical mo-

bility of american managers and other professionals is the largest

single explanatory facter,ameng many others, for the large economic,

professional and, most ef all, scientific-technological success
of the US,

The second secrecy disease is that of the "no full
disclosure” phenomznon. This is esven a bigger hehavioral hurdle
for management to run a skillful organizat;on.

On the whole, individuals are far from being frank
and open with those people with whom they maintain more than
casual relationships, In fact, people rarely reveal their
thoughts completely, even te those closest to them. This "no
full disclosure" secrecy disesase is, however, strongest within
management hierarchies. The main block to revealing one's
thoughts, opinions, attitudes, and other feelings to others in
the hierarchical structure.lies in the nature of the hierarchy
itself. It stems from the:fact that a person's future in an
organization is dependent on those who are above him d4nd below
him in the hierarchy, as well as cn those who flank him.

Whenever someone interacts with his hierarchical
neighbor, whether superior, subordinate, or peer, he bears in
mind, consciously or intuitively, that whatever is said may have
a bearing on his future in the organization. This awareness
and caution prevalls regardless of whether he is ambiticus or
not. Thus a person's ambition may be to hold on tec his job
when many others in the organization are losing theirs.

‘ The same caution about what an individual reveals
of his feelings regarding what is geing on in the organization
exists also with regard to all those related to his immediate

neighbors. In other words, the circle of those with whom he

.
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should be careful when talking about organizational canditions

and people, including feelings about himself, is extended to
include those who might transmit his feelings to his superiors,
subordinates, or peers,

This means that almost no individual in an organization-
al hierarchy will reveal his innermost thoughts and feelings to
his immediate organizational neighbours. He would tell.them
most things which he feels would be helpful, or at least not
-harmful, to himself. He would conceal from the, things which may
be obstacles to his future in the organization. He would, indeed,

twist some of the things that are in his mind and come out with

" what may be considered as "lies".

The guestion of what is or is naf the "truth® requires
some elaboration. There is no absolute truth in organization or,
for that matter, in life as a whole. This is closely linked to
the non-existence aof cbjective facts in 1ife and in organizations.

There are only individual perceptions of what is happening around

‘us.  Only whenlthe percéptiens of all or most individuals who have

witnessed or experienced an event coincide, can one say that this

‘consensus is the truth and a fact.

The only absolute truth that exists is in felation to

-one's awn innermast thoughts and feelings. One can lie to onesslf

or to others, in revealing one's feelings and thoughts. -alternatvely,

-tne can tell the truth, mezning one's ouwn truth, which does not

. necessarily correspond with, and may at times conflict with, the

‘truth as others see the same matter.

With regard to this type of truthy, and only to this

truth, it may be said that when a manager communicates with his

superior, subordinates, and peers, the things he tells them

qnnsigt of "the truth", not "the whole truth", not "nothing but

the truth", In other words, part of what he tells them is what

‘he really thinks and fesls. “llrother part of his feelings and

~thoughts he conceals from his listepers. The third part represents

things not consistent with, and which are contrary to his inner-

host feelings and thoughts.

Rpparently, ne research has tried to establish the
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proportions anong these three cagencnis of wiat pecnle tell each other

in organizations, It is therefore a fair assunpticon that onooing interper-
sonal communication is equally divided among the "fruth", "not the whole
truth", and "not nothing but the truth", on the average. 7ctually the

relative weight of each of the thwres parts, especially the first part

{ the "truth") in relation to the subsequent two marts (the "non-truth"),
depends on the degree of balance among the principal systems of the TOS.

The three categories of truth and non~truth in interpersonal communication as .
they relate to five contingency situations of the TOS are as follows (see .

Figure 11} :

Contingency position 1. The three principal systems, 57, managerial structure,
and managerial characteristics, are in kalance; managerial satisfacticon is
positive, The relative amount of 'truth', 'not the whole truth', and 'not
nothing but the truth' is egqually diwvided. _

Contingency position 2. The &M grew, but the managerial structure and
managerial characteristics stayed as they weré; managerial satisfaction is

regative. The pressures on managers are enormous because the managerial

structure is not advanced encugh for the SDM. The managers are not able to cope .

with the SEM. They increase the relative part of non—truth in what they are
relating to others, and accordingly decrease the truth in what they say.
Contingency position 3. Although a new managerial struchure suitable

for the $D1 is forced upon the managers, most of them, including the

chief executive, remain. The managerial satisfaction of these old-time
managers is negative, becanse they are forced to operate in a structure
alien to their menagerial characteristics. Therefore, the non-truth is
still relatively large amony ther, especially among old-timers and newcomers.

Fiéui‘e 11 Relative ‘truth’ and ‘non-:rut.h' among managers in hierarchies in different contingency positions of TOS subsy'stems

Contingency position

.

TOS subsystems 1 2 3 4 5
SDM + + + + +
- +
Managerial structure + —
Managerial characteristics ~ + - - + ] +
i iti ati Nepative Negative Positive
Managerial satisfaction Paositive Negative pati Positive
Truth The truth Average Much less Less Less AVErage
Not the whole truth Average More Much mere  More Average
Nor-truth Not nothing but the truth Average Much more More Average Averape

L . . Vel
* We assume that on the average the total feclings, thoughts, opiniens, etc., af a persen are equally divided inlo his or hers telling ‘the truth' (3), ‘no
the whale truth’ (3), and *not nothing but the truth’ (5).
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Contingency position 4 Rey managers, including the CE, are replaced and new
ones, with managerial characteristics suitable to the requirements of the BIM,
are brought in. The managerial satisfaction improves, changing from negative
to positive, because scon the new managers are going to hring the TOS to
contingency position 5. Accordingly there is a reduction in the mon-truth.
Contingency position 5 The kalance among the subsystems of the TS is restored
along with the positive managerial satisfaction. The relative amoﬁnts of

'truth', 'not the whole truth', and ‘not nothing but the truth' are back to
average,

Il

The two secrecy diseases discussed, 'anti-mobility' and 'no full disclosure',

. cause three ailments which erdanger organizational health and consequently lead
to fatality among organizations, The anti-mobility disease is linked closely

- 0 industrial secrecy. The stronger the anti-mobility nomm in a comntry, the

. more the industrial organizations keep secrets from each other. ‘No full

disclosure' is both a personal and an organizational disease. Individuals
in organizaticns do not reveal all their feelings, opinions, and attitudes

to each other. The consequences of this to onesslf and to one's organizational

Superior,subcrdinates, and peers are seen in two severe organizational ailments.

- One rep;esents maladaptations between the sub-systems of the T08, while the
- other represents the weight of accumulated undisclosed feelings.,
We shall discuss these two.ailments in more detail in the next part of the

paper.
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6. HCF CAN WE JUDGE VHETHER THE “ANAGEIIZIT RUNS A "SKITIFUL ORGANIZATION"?
Obviously in order to find cut whether management runs a skillful organ-
jzation, one has to explpre the ™S (Total Organizaticnal System) and see
how well does manageament tackle the major hurdles menticned in the previous

part of this paper.

Tt is clear that because of the two secrecy diseases - the 'anti-
mobility' and the 'no full disclosure' -~ and especially the latter one,
intermal auditing of the proficiency of management to run a skillful
organization, is not possible. So the first thing to do is to £ind out
whether the CE and his management are set up for getting over the two

ailments which are conseguential fram the no full disclosure dis .
namaly:
The Undisclosed Feelings Ailment.
that every day, every manager in the organization goes home with two
thirds of his feelings and thoughts, undisclosed. Usually he does
not have anybody .out of the management to relieve his mind and heart,
by opening up to them. So his mental and mindful load is expanding
recularly. This would cause increasing problems of motivation, satis-

On the average one could assune

faction and proficiency at work.

The Hierarchical Comunication-Zap. Consider first the upward cormunic-
ation in a situation, in which the superior is aware of only one third
His own superior is
Assiming that he is

~of the true feelings of his sukordinates,
aware only of a third of what he is aware of.
relating to his superior only cone third of the one third of the truth
of his subordinate, the supericr's _superior will be aware of only one
ninth of the truth of the subordinates. In other words, under such
conditions, the truth of the lowest level in the hierarchy is expon-
entially reduced as the comumication flows up the hierarchy. The
calculation for the amount of low-level truth reaching the top of a

five-level hierarchy is therefore:

Y
1 1

1 {mumber of levels of hierarchy -1) {1
3 {of true feelirxy) =_

This means that under the above specified conditions only a little more
than 1 per cent of vwhat the low-level managers in a five-level hierarchy

(3%3x3x%3) a7
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really think and feel reaches their cE,
are added, there will be seven echelons and six communication gaps. The
share of the truth of first level of management reaching the F r;robs

to little aore than 0.1 per cent (3 to the power six makes 1/729). )

The same is true when the comrunication flows downwards rather than
upwards. Thus in a hierarchy of five levels under the same assunptions,
cnly somewhat more than 1 per-cent of what the CE really thinks and feels
is reaching his first line of managers. '

It may be a revalation to managers that this commmication gap is not *
peculiar to them and their specific organizations only, but it is a
Unlike the undisclosed feelings ailment, of which
cne often hears camplaints such as "there is nobody I can talk to over
here', the commmnication gap allment is rarely admitted by managers.,
Every manager knows, of course, that he is not telling his superior,
suborndinates, and peers everything on his mind; but this is an irdis-
cretion not 4o be openly discussed even with pecple ‘outside the concdernad
hierarchy.

If to more levels of hierarchy

universal sickness.

This organizational ailment is even more davere for the management, than

the preyious one of undisclosed feelings,because without knowing if the

.managauent does not confront the two above mentioned main hurdles or if

the organization is on the other hand in a serious situation with regards

to these two main hurdles - management can do nothing akout it. Thus

the most helpful thing for management would be to enable the CE and

other managers to know more about the feelings and thoughts of managers

throughout the hievarchy ( more than, in example, | /729 of what people

really feel and think at the very bottam or very top of the hierarchy!) .
Thus, the more management is enabling the organizational members,
the managers,

and especially

to open up - the less the danger from the two ailments, and the

: I.nore management can confront and overcome the tuo major hurdles, in the organ-

..lzational strategy and in the managerial structure. Because of the "no—full
disclosure™ phencmencn, managers cannot help other managers to open up, because

1.:hey would not open up hefore one ancther. Therefore, all kind of approaches
like an "open door" rolicy, wouid not-and Ao mot work.

. low can mepagement help the TANRGErS Open up, without doing it ifself?

: This is
the subject of the newt rart of this paper.
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104 down decision making process vhen compared to ours; if this is what

7. HOW CAY MPRGEIEI EECOME MORE SKILLEUL? it 1s, Lecause we camnot be sure that we understand Jeranese  phencmena

There are many skills recuired . for management to help organizations

to be vhat it is) is the participation of lower levels in +he decision
making of the whole organization(it seems that there is in Japanese
management a simultaneous high degree of hierarchical organization,
which in our organjzations is contrary te participation, together

with a high degree of infomﬂl activity through the hierarchy} -

his advocation of participation is at least, not as universal as
McSregor!s, Quehi deals only with large organizations, as the other .
approaches mentioned in Figure 12, except for the TOS approach. McGregor
on the other hand, suggests that Theory ¥ should replace Theory X,

under any conditions,

‘- Bkill in Profitability and Return on Investment. If all the managerial
skill and effort would be concentrated. on getting more dividends for
the cwners, all business corporations would disappear in oblivion
within 5-15 years, other FIM, not only the shareholders, have also
10 be remunerated for and receive returns on their cooperation with
the organization, customers want better, cheaper and more available
products, the workers want better weges, shorter working hours etc.,
and so want all the other FIM. If everything goes to the owners
nothing remains for the others. The organizational example of Swissair
(8) deals with management beirg made to concentrate on profits for the
owners, to the degree that it constitute s constraint on its ability
to manage the whole immediate envirorment. '

= Bkill in Marketing. The si:ory of the Rolls Royee (S) aercplane engines
is a story which started by concentrating on the employees' desires and
interests, procesded to take care of the wishes and interests of the
custanars (who wanted more innovated and cheaper engines) too, hut,
unlike the Swissair esample, @id not consider all the owmers’ interests.
This is what primarily brought Tolls Royce to bancrupcy.

In other words none of these skills can be at the exclusion of the

thrive and survive. For securing the continued cooperation of each
FD1 (hman Factor of Declsion Making - see Figures 2 and 3) and. handl-
ing each of the principal systems of the TOS - the management needs
a different set of skills. However, as the saying "a little knowledge
is a dangerous thing" so we can say - not possessing all the requived
skills for running the wwle 105 is dangerous for the organizational
L thriving and survival. Iet us survey several of these partial skills,
H ) about which we are cccasionally being told that if we master each of
them - it would be a panacea for success and survival. We shall do
so by mainly refering to some of the more recent exammles of such app-
roaches which could help management only partially (see the first
three approaches in Figure 12}, kut also refer to older well known
approaches to skillful management. The following are only szveral
exarples for limited, and sometimes unhelpful approaches to managerial

skill.
- Bkill in Fuman Relations. As all other things in the dynamics of

ranagenent and organization, there is no 'good' or 'bad' human
relations, and the appropriate human relations depends on the con-
tingency position of the organization, Thus, McGregor's - "Theory

X"is typical of the behavior of an entrepreneurial leader, and is
suitable only for organizations vhich need to be entreprencured,

usually when they are started. "Theory Y", which is a remagement

in which the lowey hierarchical lewvels participate more in the
organizational decision making prdcess, is wore appropriate <the.mere
the management moves first to a formally centralized {functional
structure} and then to more and nore centralized structures (from a

one months', to two ronths', to three months', to six months' and
finally to twelve months' decentralization). If we vould have accepted
HMcGregor's contention o that all organization should be run on the

V Theory - we vould not have had any new organization, products, methods,
innovations etc., and the whole world would be stagnated.

Another example in preaching participation to managers is ¥l ham Ouchi's

other skills. If any of these skills, say marketing, is performed on
a high level of proficiency, in relation +o the other managerial skills
mentioned above and below then it will te at their expense, and would

Theory 2 (see Figure 12). If we accept Ouchi's assumption that a

Japenese Ringi decision making process (uhich is a sort of an upside-
(8) The swwaries of the i i ppear
. T examples of Swissair and Rolls Boyce a
n pp 36 and 37 of Managing Growing Organizations {(see Figu;:e 12).

{7) DM. McGregor, The Human Side of Enterprise, McGraw Hill, New
York, 1960 :
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F1ll the organization in no time, because their systems will be in
complete inbalance with one another,

— Skill in Growing. Yes, organizations have to crow. However, as long
as they are run ir one of the basiz structures - an entrepreneurial,
a functional, a produc{:/service or an area decentralized structure -
they have o go through periods of stabilization between one growth
period to another. It is during these periods of stakilization trat
they get out of their present managerial structure and formalize their
next cne (see Figure 10). The skill in growing, as well as the two )
previously mentioned skills in mrofitability and marketing, are the

. T
WHOSE A PPROACH SO0RCE HOY CAN AN ORGANIZATION EE SKILIFULZ
APPROMCE Alout to be published |[Adapt its strategy to the market

{Boston Consulting Group) | by Harper and Row conditions.

WCKINSEY APPROACH

In Search of BExcellence
by Peters and Waterman
{Barper and Row, 1982)

Following the eight principles ~
found in the organizations they
have estahlished as successful,
mainly by having maintained good
performance results over a few
decades.

[THEORY 2 APPROACH

William Quchi's look
puablished Ly
Addison-Wesley (1981)

Copy scame of wiat seau o be
the ways in which the Japanese
do it, and let 1s assume that
the vountary behaviour of key
position executives could be
changed. .

ITHE TOS APPROACH

Weinshalli's and Raveh's

Managing Growd

Organizations -~ A New
roach.

(Wiley, 1983)

Helping the organization to
adapt to the dynamics of
organization and management.

Figure 12: Four different approaches te skillful organizatians.
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main skills which rade Peters and “aterman diagnoze the iusiness
corporations which they labelled as "excellent”. Fecause they did
not take into cansideration the other skills required of manage-
ment in order to run skillful organizations ard especially to have
the appropriate managerial structures, and the right CE and other
managers in key positions - many of their 35 "excellent” organ—-
izations started t© ao down the Kill soon a;;’terwards; We shall
cane kack to In Search o.t: Excellence, when discussing the following
last skills. : ‘
Skill in Organizational Strategy. IC3 (the Doston Consulting
Group) has been accumalating expertise and trying to rass it over
to its clients, as to the appropriate strategies (of what, how
and where) In which they have to operate (ses Figure 12). This is
vhat we called the first major hurdle that management should gver-
come.  But how can it overcome it, without tackling at the same
time their second main hurdle, that of adapting their menagerial
structures to their scopes of decision nlaj{mg, vwhich are the function

of their organizational strategies (see Figure 1)7 Or, to put it into
other words, how can they he even exﬁected to change their strategies,
if they do not have the appropriate managerial charecteristics to

do it,(see hecoming too expert and skilled in conducting its what,
why and vhere strategies without keeping it in balance with the
principal systems (see Figure 1), would "kill" the organization too,
although it will take longer than with our previous enanples.

Tkill in Perpetuating Individual Technical Skills and Freezing
Managerial Mobility. One of the best kmown cliches in managerial
literature if that of "Peter's Principle”. 5 Peter werns his
audience not to promote people to their incormetence. In this he

assizres that the most important aspect of a manager are his tech-—
nical akilities, which could ke learnt, and not his managerial
characteristics vhich are acquired at a very early acge, However,
even the technical requirement of a role are charging very rapidly
in our times ard it is said that everyone who lives and works towards
the end of the 20l Century will have to changs his skille at least
three times in his or her lifetime. BAs for the required managerial

{9) L.J. Peter, The Peter Principle, Souvenir Press, ILondon, 1969,
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skills meaning the vay In which a werson should conduct his ‘or

her relaticnships with others in the crcanization, these may

change in every role, on the average, every 5 ~ 10 years (for
science based hioh-tech industries, this may be every 2 ~ & years).
o you do not have to be promoted to vour incompetence - if vou stay
more than 5 - 10 years in your post, vou becate incammetent anyway.
Skill in Running a I'roduct/Service Diversified Organization. e

have shown earlier in the paper that in crder to swrvive organiz-
ations have t0 grow in their what, how and vhere. This neans, )
arong others, that they have to diversify their product/service
lines. Peters and Taterman advocate o organizations, on the other
hand to stick to their cawpetences and mot diversify. Apparantly

by the time they reached this part of their Tn Searxch of Ixcellence
{see Figure 12), they did not notice that they start their book with

lots of mraise for the Jaranese larce corporations, vhich are the
rmost conglomerated organizations in the world.

Skill in Running Organizations Simultanecusly in a Poxmal and In-
formal Structures. Txecept for the ahbove yrinciple of Peters and
Faterman vhich is wrong, the other seven principles vhich they seem
to advocate for corporations that wish to excell (and which organ~
ization does mot?), are on the whole correct. Cre of the wost
novel of these eight principles is that of large corporations {in
the sense of their large product/service diversity, their use of
advanced technologies and science, and their geographical srwead)
having to facilitate a large and continuous range of innovating
activities, which to a large extent require informal relationships
among the performers; yet contimie simultansously to manage their
existing product/service lines and countries in centrally and de-
centrally formalized structures. This, they very rightly point out
in another one of their eight principles, cannot be done in a so
called "matrix structure”. They do not hovever point out how it
can be done. We believe that the oniy vay in which it can and is
done, is in a "mzltistructure" vhich is described earlier in this
pepar {see Ficure 9). Indeed, it is hecause they 414 not realize
that in order to ke akle to run multistructure cne needs very part-

icular managerizl characteristics, they included in their sarnle
croanizations vhiich had been run by straight forwerd entrenrensurs.
Thigs enahled the first author to predict, since the end of 1983
vhen he first read 1In Search of Imcellence, that at least half

of the 35 corporations would not last much longer with the (s
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which Peters ard Taterman described so vividly in ﬂlei:r
book., One of these corporations was Yewlitt Dackard, and
indeed very scon afterwards they vacated their leadership
of the organization. In other corporations of the 35 either
this happened, or they entered into growing difficulties for
their success and survival.

The short and long of the alove is that the management of skillful organ—
izations required various parts of some of .the akove skills, ut nuch rore
than that. Tt reguires an ability to overcaome, at every stage of the con~
tingent development of the organization the two main above rentiocned hurdles.
This in turn requires management to know what is really happening through-
out the Total Organizational System ( as the saying goes - "the beginning
of wisdam is knowledge"). W%hat really happens in an organization is not
sanething “objective", It rather the subjectiveness of what is in the
hearts and minds of the members of the organization, primarily the managers
it also other organizational members, like workers, customers, suppliers,
sharehclders etc. In order to know and be aware of the feelings and thouchts
of_ the organizational members, the organizaticn has o be helped by cutsice
consultants who would carry cut every several years a so called clinical

_action-research, which would be fed back to the Chief Executive and event-—

ually to other managers in the hierachy. (10)

(10) This way of helping manacewent to become more skillful is described
in: "Belp for Chief Ixemutives - The Outside Consultant®, by T.D.
Weinshall in California anagement Review, Swmer, 1982; am? also
in 2 paper mentionad in previous footnote (8).
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. TF OLDIM THED OWARTIZATION - TIE DR STELLEUL TR A TR

Then ownership was separated from ranagement, on the viole, first in the
0° and then in other western countries, people thought that organizations
vould live for ever. After all, they sald, such an organization could
much easier autlive the life of the individual who created it and ran it
all his life. And indeed management could be much more skillful if it
were not closely linked to and derendent on any of the huran FJ1 (Factors
of decision making). Unfortunately, at least two other hman FI1 have
been trying their hand frem time to time in intervening directly in
management, usually because of political and ideclogical reasons -
goverrment and workers. These o I ghould, of course, particimate in
the DIP (decision making process), and use thelr harcaining and lecal
mositions in every organization the best they can in order o Furthexr
;‘md aclieve as much as they can; all these pressures and [OVEr are their
legitimate rights, exactly as they are the rights of the shareholders,
customers and other T (i.e. the stakelwlders in the organization) .
Bat, exactly as separation of cwnership from manegemant was a good thing
for the crganization, so would the separation of vorkers and governrent
from managerment be to the advantage of the organization. Alrost invar—
iably when two similar organizations (similar in most aspects of their
TOS, i.é. similar in the composition of their principel systams of the
S, as per Ficure 1), with the only difference that in the one there is
“participation”, i.e. intervention of workers and/or government in the
management, that management who does not have any members of other FDM
in its midst - succeeds to manage better a skillful crganization.

Hevertheless, while organizations hefore the separation of ovnership fram
managemant., had vsually a maximua lifetime of, say, fifty years (fram the
time their founder-manacer-cwner was in his twenties until he died in his
seventies), the usuval longevity of organizations nowadays is estimated at
around 100 years. Very few organizations which are with us today are rore
than 200 years old, i.e. were born before the Industrial Revolution. Let
us first of all find out wiy it is that the older an organization is, the
rore dkillful its management has been in having its organization thrive an

survive, and then let us consider a few examples.

We would like to caspare this skill of managevent, to the skill of an indiv-
idual to stop soking. If the indivicdual is just able to reduce the rumber
of cigarettes he arokes per day, i.e. one stops sroking between one

cicarette to another for sorevhat longer reriods of time, this is no
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irmdication of the skill to stop swoking; many a time it proves the
contrary. If the individual has succesded to tamorarily stop swking
say for several months, even this is not indicative of a skill to ston
soking, Tt is only the individual who storped smwoking once and for all,
who could and should be considered as having the skill to stop swoking.
Fowever as long as the individual is still alive, we are not positive
he will not smoke until his death. So we should mdify our previous
statement an? say - the longer an individual lives after havine stopped
gmoking the more he has been skillful in stopping to swoke. This is .
exactly what we should say about the management's skill for ruming a
swviving organization -~ the longer the organization lives, the more
sicillful managevent has heen in kesping it alive.

There is ancther analegy between the individual's skill +o stop amcking
and the managerial skill to ascertain survival. The ability to stop
sroking is dependent to a large degree on the individual's personzlity,

£o is the menagerial skill to ascertain survival deperdent to a large
degree on the organizational "personality”, which is the corporate
culture. In the following three examples of long living organizations

we shall highlight those aspects of their corporate cultures which sean
to us to explain why they survived mach more than other crganizations.

By "corporate cultures"we mean those aspects of their organizational

and managerial behavior which are hasically different fram the universal
contingency behavior of all organizations throughout the world, Thus
part of the "corporate cultures” of all crganizations within one nationsl
culture are all those norms and values in say, one country which make
organizational and managerial behavior in organizations wathin that
nationzl culture, different than those in organizations of other countries;
these are, for example, norms and values regarding such things as  inter-
crganizational managerial mobility, the attitudes towards bribes and

slush funds, the attitudes towards time and punctuality etc. In a similar
way the "corporate culture” of multinational coporations is that that they
easily accomodate within themselves individuals fram different cultures .
that they more easily adopt their crganizational behavier in every

country to its national culture (or, alternatively, that they do not

-carry the culture of their country of origin, to the countries in which

they operate) ,etc.
The three examples of pld organizations, and those aspects of their corp-
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orate cultures which helped them to become more skilful than other

organizaticns, are {by their iongevity, from the very 616. to the mors

recently founded):

- The Roman Catholic Church (the I¥C is the “lethuselah of all organiz-
aticns - about 1800 years old). Three aspects of its "corporate culture”

helped it to survive:

~ The RXC has two managerial structures in vhich it operates simult-—
aneously. The one serves for its routine decisions, according o .
its pre-established rules, directions, doctrines etc. The secord
managerial structure serves for policy decisions, as well as one shot,
non routine - non pelicy decisions. The latter structure is composed
of three levels only - the Pope, the Bishops (everyone elss vho has
been ordained as bishop) and the Priests (everyone else who has been
ordained as priest). This latter structure enables the RXC to over-
come the "I-i_ierarcbical CorEunication Gap" ailment caused by the
interpersonal "o-Full Disclosure" syndrome vhich exists in the R°C
heirarchy as in any other organization.

~ Confession The confession has helmed the RO through its catharsis
aspects, to overcome the second ailment caused by the "No-Full Dis-
closure" zyndrome - the "Undisclosel Feelings" &ilment.

- Electing old rather than young Pones.Since the first half of the 19th
century, the College of Cardinals has elected old individuals as Popes,
apart fraom three notable exceptions. As their life expectancy was
not uswally more than about ten years the RCC has had the opportunity
to review its leadership needs in terms of the manageri:al character—
istics of the Pope, every few yeatrs. - In two out of the three cases
of Fopes vho were elected rhefore they reached the age of sixty vears,
the RCC suffered severe set-backs during their domains. The third is
the rresent Pope John TFaul TI.

~ The 1afia (the Mafia is the longest survivor amongt organized crime
syndicates, it has been around for about 700 years since it first start-
ed operating in Sicily, as a sort of a Robin Hood fype of rrotector of

ficilians from the persecution of foreign conquercrs). Two aspects of the

Yafia's culture helped it to survive:
- Ignoring most systems of the Wider Envirorment princiral system, The

“afis has been ignoring the following four environmental systems
{see "The Wider Invirorment" in Figure 1):
— The Employment Market Svstem,

- The Capital (woney) “larket System,
- The Consumer (supply - demand) System, and

~ The Socic cultural (and geographical) System.
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Tt has hal its own noms and values regarding its emmloyment, finan-
cial, selling amd buying, as well as its crganizational and socio-
cultural behavior. This disregard for rost of its wider “nvivorment,
reduced to a large extent the Mafia's scope of decision making, vhen
compared to the management of similar ron Mafia ovmed and run
organizations {to the “lafia's non-crime facade organizations, in such
areas as constructicn, entertairment, export - import ete.). This so,
because by ignoring the ahove menticned four wider environmental
systems, the Mafia considerably reduced the competition for the various
human factors of decision making {FDM) that the managenents of non-
“afia organizations have to face in the Dmediate Trvirorment {see
Figure 1). The only system in the wider erviromment that the Mafia
could not have ignored, specially fot in the last few decades ; is the
technological - scientific (and educational) syste. Tox this reason
it is predicted that this organization will cease to exist as an organ-

ized crime syndicate within one or, maximm, two doncrations.

~ The corporate culture of entreprencurial leadors, working independently, .

ut within the same organization, The answer to the question: "How
often does the US Mafia council (carmosed of the Capi, the “family”
heads, their covmeillors and bodyguards) meet?” is - "as rarely as
possible.” Entrepreneurs do mot like to work with eachother, and
even less so with an entreprencurial leader ahove than ( the so called
"Cape dei Capi”. Decause of this » and in order that their organizations
will grow beyord: a wizt, wiy and vhere strategy which an entrepreneur
could not handle, the UT territory was so divided that excert in the
cities of Los Angeles and Teas York, every “afia crime family is oper -
atiry in a different city, ar does not expand beyond it, Tn L-a and
tew York City, every “iafia family deals only with one crine 11':1;
ganbling, prostitution, "shark loaning" etc.),
Mitsud, the Japanese Zaibatsu tyme organization has been in existence for
over three hundred years, Ve believe that Japan is another cultural planet
than the rest of the world. Consequently what we think and feel is happening,
amongst others, in Japanese ordanizational and maragerial behavior - ig not

necesgsarily so, UWe shall therefore rresent only two aspects of Jamanese corp-
orate culture, which seem to us J:appenjilé as follows, and which help organiz-

ations thrive and survive. The following two are from the very few of our
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perceived Japanese corporate culture aspects, from which the non-Jananese
organizations could learn:(11)
- The: "Multistructure “fanagerial Structure. This structure is perceived to
be part of the managerial changes instituted in 1912, of vhich the life
time employment in the large Zaibatsu type corporations, vas the major one.
This change was apparantly introduced on the kasis of the rotion that for
the Japanese there is deep of teing Japanese, almost in a racist
way; and that exactly as one is part of Japan and that's that, so one is,
mart of, say, “Mitsui during all his lifetime. Its scems that part of this
311t 4o lifelon~ erplovment was the notion of a multistructure managerial
structure, the dynamism of which is not achieved by intercrganizational
managerial wobility, but is rather attained by an internal, intracrganiz-

ECONOMIC EFFECTIVENESS AND ANALYSIS OF THE INNER RELATICONS
IN CORPORATIONS

Zdenek Dytrt
Jifl LéZa

Ekonomickd fakulta VEE
Ostrava

At investigating the economic effectiveness of the
object directed we focus our attention first of all to
the guantitative aspects of the concern phenocmena and we
proceed from the endeavour to figure them by the help of

atlional mobility. )
Different ways of management education and develorment for different types
of managers. Closely related to the rmltistructure, in which the awaren=ss

of differences in the managerial characteristics among managers seems to be

indices or’of thair systems, From the indices the chief means
gradually developed, for figuring the concern phenomena
which are investigated in the right methodical way, but

the reached knowledge is wrongly considered to be complete
and final.

a strong awareness of the difference in the interpersonal characteristics
of different managers. In any case, what we believe to discern is that,
vhile the formal types of managers, whether those suitable for centralized
(i.e. functional) or decentralized (i.e. product line or area structures)
are being sent to formalized types of training in management education
and develomment programs; while the informal types of managers, the entre-
preneurs and their entreprencurial aids, are being sent to roam and visit
organizations and their eﬁvironments around the world, so as to "fill

For the existence of the producing process we are to
take inte account not only the technical and econcmical
aspects, but also the social aspect which brings manv new
phenomena and facts to the managing work we cannot figure
. cnly by the help of indices. This concérns, for example,
the level and quality of the producing process, its system-
atic work, conseguentiality, complexity, the political
aspect of management and the like.

their batteries"for further entrepreneurial activities.
Ve have presented several instances of cofporate culture which we believe helped
the RCC, the Mafia and Japanese Zaibatsu like Mitsui o ocutlive all, but a few,
of their.contemporary organizaticns. We believe that it is by studying their
corporate cultures and imitating them in kind, rather than in detail, we can
rake our present day organizaticns much more shillful. That is wiy we feel that
we have learnt more from the old organizations, than one could learn from
relatively young organizations, as the ones studied, for exawple, by Teters

The technical and economical and social processes are
mutually required and completed. If cne of them is omitted,
the process of reproduction is not cbmplete and effective,

_and it cannot pass in practice.

ERG s i 12).
an Faterman (see Figure 12) That means that the quality of management of the

'technical, economic and social relations forms the basic

(11)  The first author presented a paper on "Vhat we can and cannot learn.fran
the Japanese", which is included in the procesdings of the International
Aoaleny of “anagement's Seminar at Yerevan {(Armenia) and ‘loscow, October
6 - 13, 1984,

(12) “ichael Yoshino, Japeness Managerial System, "AIT Press, 1963,

facter of the effectiveness increase which therefore cannot
be the result of only "quantitative" relations expressible

by indices, or at least to express in a very difficult manner.
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Therefore we. are often obliged to do only with a verbal
characterization. The "guantitative and qualitative"
relations form a dialectical cneness which is to be taken
in account at systematic approach to the evaluating of the
investigated object and the management of.its further
development.

Every corporation which has resuited from th?
integration of producing congerns, goal organiz?t%ons ?nd
scientific research institutes is noted for inleLd?allty
from the view of the whole as well as from that of inner
strugture. This individuality is reflected by the so called
specific conditions which are very important for.thelmanagef-
ment of the corporations, especially in such a high industri
al concentration as there is found in the Czechoslova%
economy, They form a reserve which is always at our disposal
to be used in the frame of passing to intensive factors of
econonmy .

An important factor influing in an outstanding manner
the rise and character of the specific conditions cof every
corporation is its social clim;te, the activity and evaluat—
ing lavel of its development until now and the approach of

the managers to their future development.

Managing as a strategie process is based on ?omprehend*
ing the identity of the corporation. Forming the‘ldEé of the
crganization on the world and expressing its obllgétlons
te society rises from the systems of purpores and ideas. It
is a strategic clue for the strategic demeaning of the
organization. The chief management task is to se?ur? the
penetrating of the profile in concrete and Fhe mission of
the corporaticon in the whole organization, to every wor%man
in it a;d to form such measures which hold for a long‘t%me,
from the very beginning and also to form an inner facility

for the further development.

The definite form of the purpose and idea svstems is
formed by the managers, especially in the top levelsof
management. An important part is plaved in this sense by
the so called ethics of the managers which becomes evident
in the management improving system and which has to take
the relations between people up to a higher level. It ought
to influe a gay and creative environment educating people
and favouring the participatioh of the workers in managing
the reproduction process of the whole organization and thus

forming facilities for ensuring the desirabie development
of economic effectiveness.

The purpose and idea system is not only an inner matter
of the corporations, but it gradually penetrates into their
environments. and influences the opinions of the society at
evahatinétheir demeancur. In this way gradually there ig
formed the reputation and the good name of the organization
which influences not only the customers” interest in their
products, but also the technical, economical and social

cooperation on the level of business partners and the rest
of the environment.

Figuring the phenomena passing in the inner structure
of corporations is therefore Aifficult because of their
complexity, changeability and uniqueness,

It is necessary
to search some more possibilities to compl

ete the work with
the indices and to raise the knowledgs level o
Processes,

f objects and
passing in their inner structure.

The dialectical oneness of the "gqualitative and

quantitatiyer relations in the corporation ag g whole, its

Separate subsystems and their elements requires special

information as g means of expressing,

following and influenc—
ing.
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For an effective decisicn it does not to take into
account cnly the "quantitative" charaéteristics, bacause
a raticonal piece of information cannct be separated from
the relations and causes which made it or which influenced
its development. From a wider point of wview on the managed
cbject it must therefore been completed by pieces of inform-
ation of "qualitative" character rendering the phenomena
chiefly from the standpoint of their properties, continuity,
causes of rise, purpose, ethics etc.

These are the mostly found privations of information
in corporation management:
1. Indifferentiated information and the rise of more

information sources with one index. These are two

factors closely related.

The common rise of both these privations consists in

the basic information not being definitely determined
by the primary information, It might be different in

every concern and time, as the place of rise changes

by development.

If synthesis is not applied in management, the information

system is so large in range and details that it makes

very complicated or even gquite impossible for the manager

to find his bearings in the problem or in investigating
the object as a whole,

The contemporanecus state is characterized by the fact
that the information from the primary source to the user
has many degfees and therefore it is lengthy. During

this way there occur mistakes which may be caused by many

influences for communication disturbances.

The call for one information source and for its quick
way from the origin to the aiming use forms the facility
for rising the quality of management system and applving

synthesis- in management. If we consider a corporaticn as

é bPyramid from the point of view of organization ang

its functional Structure, then it ought to have the mirro
f?rm of the organization structure, If it has not the ’
Tlrror foerm, there ig no‘facility for the differentciat-—
ing of the pleces of information ang as a rule they

must be used extensively and the input quality to th
deciding brocess is reduced. )

Wrong information

More values of one piece of information give rise to

a disputg on the guestion which df them is right, In
?ractice, it often means that that value is right, which
1s.at the disposal of the worker in the higher de;ree
being responsible for the problem sphere. ’
The co%rectness of the pieces of information depends to
a considerable degree on the sources. they have Leen taken
from. If the source is given by bersonal contact it ig
élways remarkable for the informer “g subject. Therefere
1tlis better to Work only with pieces of information
which are relatively objective. Thig informaticn gualit
may be received from accountance, statistical sheets ang
analyses issyegd from evidence,

Incomplate pieces of information

It happens very often that - being a mistake - a ¢oncern
phenomencn 1s figured by a minimum number of indexes with-
out investigating if they reflact it in a Proper way
Forming an information system it is necessary to appiy

menon enables ug t i
¢ consider the cop
cern phenomeno
a systeom . o b
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of an index system in such details which correspond to
the reguirements of the given management degree carrying

out the investigation.
Late . information

We are to keep in view that the information value is
wearing and therefore information given in time is one
of the decisive criteria for the information quality.

1f the information reaches us in time, we can still

‘make decisicns inluencing the course of the given event.

A first-guality information given in time enables the
manager to make his decision in goed time when he still

can influence the development'of the concern phenomencn.

The duration of the practical information conseguence
depends on its svnthetic rate. The mcre synthetic it is,
the more it is practically applicable, as a rule, even
if its conrete rate falls.

The applicance of synthesis in work with information
rises from the management level it has to serve for. The
higher the position of the manager deciding, the more
synthetic information he needs to proceed from knowledge
investigating the object as a whole, .

Not applying the system approach

Not applying the system approach bears upon information
desintegration. The scientific and technical development
includes progress as well as negative influence., One of the
last is the rise of conditions for management desintegra-

tion. That is for the reascn that more and more specialists

take part in the management of certain corporation fields.
It may be said that the latter get smaller and smaller,
and we rarely meet such a managers” activity which should
execute the role of synthetic or general managers,
concentrating the effort of the specialists in sclving
the needs and aims of the managed object as an entity.
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The teop managers of the gsingle fields of corporations
cannot even know the specific conditions under which

the concern phenocmena pass. If they had toc find them cut
earlier, the management “intervention should not any more
influence the course of a certain event. Moreover, such
é command should interfere with the specialist s domain
in managing the field in question, it should deprive him
of responsibility for the further development, reduce
his motivaticn, and it should prove that the higher
management degree would not at all consider him as &
specialist in managing the field in question, in a word
that it has to substitute fer him. ’

Expenses of the information system

If the management level depends on the information quality
. - . -
then on the rationalization degree of the information

system depends the efectivity of the management system

Information system rationalization is the basic facility
for forming the information system, and it is alsoc the

facility for the economic ef fectiveness of the m
object.

anaged

Tﬁere ought to be inserted into the informaticn system
first of all those pieces of information which contribute
more for maragement than the expenses for getting them.
The deciding role is played first of all by the quality
complexity and the fact of getting them in good time ’
at applying this rule. ’
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Creative Work and Imprcvement of Corporation Management

Among the chief causes giving rise to the need of improv-~
ing the corperation management there are the call for the
increase of the economic effectiveness which may be reached
only by basic measures in the field of structural changes,
the development of science and technics, investments and the
like. The realization cof these measures is to secure by a set
of technical, social, crganization and economic innovations

afflicting even the wide environment of the followed chiect.

Under the concrete conditions of corporations there may
be interesting only such a creative work which issues from
its real needs, conditions and interests, solve the resulting
nonnéquivalents from its dynamic development and solving them
proceed from the possibilities being really at the disposal

of the corporation.

The creative work of a manager therefore cannot be any,
but it must rise and be influenced by the inner aims and
interests of the managed okject as well as by the needs and
interests of its economic environment. To work in a creative
manner the manager has "in an inner way" himgelf tO'r%alize

certain facilities of a synthetic worker. These are:

~ character features,
~ temperament,
- familiarity with work and skill,.

The greatness of ecconcmic effectiveness implying the
success of corporation function has te be such one as to
secure in a regressive way and stimulate the necessary level
cf creative work under concrete conditions of the corporation

in gquestion.

Representing the conditions which influence the creative
work of the managers and in this way indirectly also the

ecenomic effectiveness of corporations, we may rise from three
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basic starting points which influence the development and

effect of the "quantitative" and qualitative" relations
within the corporations.

These basic starting points for forming the inner rala-
tions of the corporations work out the facilities for the
necessary creative work to be influenced by the concrete
conditions of the working place in questioﬁ which might be
considered as specific and the economic conditions wgich
m;ght be considered as general .

Figure 1: The creative work respect the existence

of "guantitative and qualitative" relations
in the corporations

general
cenditiong
|
[
creative
- activity -
of workers
¥
specific
conditions
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The relations influencing the manager as a producer of
creative work are numbered by odd numbers and thogse of his

own part in management by even numbers.

Beth the relations give expression to "guantitative" .
relations in managing the object, mostly because the restflctﬂ
ing conditions. and the part of the workers in manaqeéent is
realized by different forms and managing methods, using .
variocus indices figuring a certain concern phenomenon basing
on its gquantification.

. The relaticns shown in figure 1 and numbered by figures
express first of all "guantitative" relations and give room
fo; the existence of "gualitative" relations /which are
figured in dashed lines/.

An effective management system ought to join the “"guanti-
tative” and "qualitétive" peints of view, because they form
a dialectical oneness. Affecting this dialectical oneness
inluences finally the economic effectiveness of the managed
okject, because it influences the relations between Ten and
it this way also the quality of the creative and social

climates.

"starting with its most obvious feature, which is the appearance
‘wal inspiration = of authors whose fields and production seem st

 'first sight to lie well cutside the traditional ares or corporate
- studies.

references, I will next focus on the way the latter are brought

128
Some Implications of the current Trend towards remote Referencing of

Corperate Research Papers
Vincent DEGOT

BACKGROUND
—_—

The idea behing this article is a rather circumstantial
one, being related to the writer’s own position within the
European system which Produces literaturs in the corporate studies
field. As a member of the organising committee of the Standing
Conference on Organisational Symbolism, I gained access to g large
number of papers {mostly as Yet unpublished) dealing with Organis-
ational Symbolism snd Corporate Culture. It was probably the
shesr weight of this maberial which Tirst drew my attention to
the emergence of some new trends marking the theoretical approach
to these matters (1), Several features of the new trends attract
special interest in themselves, guite apart from the coneclusions
to which they iead. Here, I will not be going into the details
of those conclusions, but merely considering scome formal aspects
which display the symptoms of a fresh relationship between the
research side and the corporations and organisations it investigates.
The relationship will he seen, in the light of other work on the
same subject, as a further illustration of the breader evoluticnary
rapport linking the corporation to scelety as a whole.

This leads me to take two different getg of considerations
in turn.,

Firstly, by describing the Darticulsr symptom in question;

among bibliographieal references - and thus the sources of concept-

Having then outlined the Dew area brought in by these new

ol a
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to bear in an attempt to formulate general concepis applying
to the corporgiion as a whole. This brings us to two fundamental

questions:

- can the concepts taken from one field of science (in
the wider sense, including philosophy and psychoanalysis)
validly be transposed to ancther field ?

-~ correlatively, is there a continuum between the corporat-
ion and its social environment such that we can indiscrim-
inately extend to the former certain concepts originally
developed to assist investigation of the latter 7

4 further aspect which will be considered is that of
the application of such concepts on a more selective basis, %o
narrewer and (some say) marginal areas of investigation. This

will bring us %o examine the status of researchers using unorthodox.

references in relation to the corporation, and to consider the
nature of the new corporate partnerg addressed by these, together
with that of the new areas on which they enter.

Finally, under this first heading, the article attempts to
identify the underlying corporaste model implied both by the trans-
position of new concepts and by their spplication within circum-
scribed areas. In turn, this model implies a specific type of
relationship between the corporation and its scclal womb.

Secondly, the above lines of approach will bring us back
to the central issues concerning conceptual transposition and
the nature of the corporation as such. An initial postulate
consists in saying that, in the absence of proper consideration
of these two points, the findings resulting from this new trend
remain open to guestion. To overcome this deficlency, and with
a view to being =ble to interpret those findings adequately, two
alternative approaches are availsble and are examined in turn:

el
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= construction of a strict diagram of the transposition
process, matching formal analogies between the source
area and the "host" ares. Reasons are given for dise
carding this optiony

= a demoustration of the way in which the corporation, on
the one hand, and corporate research, on the other, have
evolved both in relation fo each other and in relgtion
to society as a whole. This is the opiion selecfed.

' Once the evolutiornary process in question has been bared

?t emerges that what we have hitherto called a "Gransposition® ’
is not in fact aptly describeg by that word, to the extent bthas

the "source' and "host" areas tend to overlap as the corporation
moves closer to becoming the focal reint in the social schems.

By referring to a model which explains this movement, ang
deseribes the interpal structural conseguences it has on the
corporation, we come to integrate within a single diagram all the
characteristics of the “symptom® from which we started: new
speclalists inside the corporation, new areas and subjects of

investigation, new reference sources, and similar nature of the
findings made,

This article at no time discusses the precise content of
such findings, but it does attempt to uncover a charactzristic
possessed by most of the papers concerned: an "arm’s length"
approach to the corporation when appraising it, However, while
the earlier generation of authors quoted in the current new-style
research papers adopted an overall approach remote from the
business world (typically ignorant about, and uninterested in, the
corpeoration « furthermore considered unworthy of serious study)
those belonging to the tendency now considersd have taken up ’

el
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positions inside the corporation walls - but taking with them
the concepts borrowed Irom those same predecessoTs. Here again,
however, this movement can be seen in the light of the general
trend taking the corporation towards the centre of society, and of
one of the main consequences of that trend on corporate conducts
the appearance of Management Symbolism. It is in the very nature
of the corporation’s evolution that it should now embrace a type
of critical appraisal formerly excercised from a distance (and

in less informed terms), while at the same time devising the Dbest

means of controlling it.

OUTWARD MANTFESTATIONS OF THE YSYMPTOM" - MEW BIBLICGRAPHICAL
CREDENTIALS, NEW AREAS OF REFERENCE

As indicated at the head of this article, our eritical
review will be limited to about ten of the papers submitted to
the 8C0S Symposium held at Lund (Sweden) in 1984, This number
represents about one-tenth of all the material received by the
symposium, whose theme was "Organisatibnal Symbolism and Corporate
4 brief overall review points %o some salient trends:

Culture', -

- some papers adopting the fraditional ethnological
meaning of the term “culture" and thus of fering cross=-
culbural comparisons betwsen countries while placing
the main emphasis on the corporation (2)3

~ papers which, from the concepiual and methodological -
stsndpoints, remain fairly similar to ¢classical management:
studies but achieve a more modern look by introducing

some recent developments (3).

These constitute a significant bedy of contributions which,

either for strategic reascns or because they had not thus far

sl s

. selectlon of the writers who are newcomers to the corporgzte
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found a forum, joined up with the movement materialised by SCOS.
In-addltlon to these, the more innovative approsches - on which
this artlcle focuses - included:

~ atbempts to define the new concepts which mark out the
arez of the symposium’s theme: culture, symbol, myth,
saga, hero, and so om; and, in particular, to express

their analytical significance in terms of empiricsl
studies (4);

- work directed to aspects of the corporation which had
not hitherto been subjected to analysis, such zs the
"style™ of corporate relationships, the r&les of humour
and cynism, efe (5).

The new source materisgl

For a more precise understanding of the distinctive
Teatures of the innovative movement Just referred to, it may
be helpful to display in tabulated form g [airly comprehensive

studies literature, thus:

~ linguists . '

- semanticians -~ BARTHES

ALY S Pl » DERIDA, KRISTEVA
- philosophers

- emphasis on linguistics and psychoanalysi B
- emphas?s on socisl history —ngUCASLg yaLs - RICCEUR
- ettphasis on economics - ALTHUSER

- emphasis on socio-economi -
HADERILAS, LARCUSE, st ies = Frankfurt school,
- emphasis on epistemology - CASSIRER

- psychoanalysts - FREUD, JUNG, to lesser extent, LACAR
- sccloanalysts - DEVEREUX

- anthropologists - LEVY-STRAUSS, BATESON

- historigns - E.P. TEOMPSON

weln




130

The above list of authors referenced reveals the outline
at sembled
of a catchment ares which, although apparently loosely assembled,

‘ elient Iestures:
nevertheless possesses soms Sslient tu

or lesser exftent)

H

~ in addition to belonging (to greste o
ific w 1, ti wri ar art of wha
te the scientific world, these writers are p o
might be called the intellectuszl establishment, in the
s . + on
sense of being recognised as gqualified to comment o

society as a wholes

- many of thanare French, and many have Left-wing views (but

not all of them);

- none of them, except possibly Liarcuse in
the corporgiion as an
al Man™, has been attracted t? _h . P T
institution suitable for specific inguiry.

Kacro=concepts

4s a first step to understanding the significance of_??fée
references, et us now take a look at the system of demonst:dulon
into which they are incorporated by corporate resea?ch. rro%ln
the mere enumeration of their parent disciplines, without niial g
to be Tamiliar with their works, it is to be expec#ed that the .
concepts borrowed from them will be of a general kind, from eac

of two standpoints:

firstly, becsuse they relete to phenomens which feature
- 1y, :
over the whole range of scciety: language, culture, the

unconsclols, and S0 on,

- secondly, because they are not chosen among t?e ?ost
specific notions attaching to the parent dlSClleneS,r
but among those which are the most ocutward-looking and
evocative.

el
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1

These concepts thus derive their usefulness from being
of general application: being valid for society as s whole, they
¢an legitimately be applied to the corporation which is part snd
parcel of that society, However, the way in which they are
applied retzins some ambiguity - just one of severgl collsequences
of a general problem we are about to discuss, namely, that theip
transposition from the bParent discipline %o the corporation has
not been "erafteqdn, Hany of such concepts are linked to an
area of ingquiry which is Tairly homogeneous in relation to .them:
for example, a community of individuals ail speaking a given
languags, sharing a given culture, and so on, When these are
applied tc the corporation, either of two cas5es may arises:

~ elther the corporation is to some extent "transparent!,
and the concepts then relate to those parts of it which
intercept the conceptual plane considered, in the same

ways as could apply to the study of any other componenty
of the social fabrie,

- or the corporation is so introverted that it in itselr
constitutes g close community with formal characteristics

comparable to those of the area in which the concepts
originated.

It might be argueq that, in getual fact, this ambiguity
presiding over the application of such concepts is avoided, in
that we often have the impression that the researchers using them
have converted them into corporate research tools: for example,
when they speak of corporate culture, they mean neither "ghe
cultural phenomens within the corporation”, nor "the cultural
Particularities of the industrial world", but are referring to
the the whole set of values and berceptions obtaining in g given
corperation, However, even if thig conversion is strictly made,

ol
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- in the first Place, there is g tendency for some

conceptual "fragments" to acquire the status of separate
entities, quite removed from the striet conditions of
observation from which they grew.

we are étill left with difficulties concerning ths general
applicaticn of the study findings: tio be able to say th:t

a particular cultural factor is typical of and relevant to

all corporations, we must first of all be able to consu?t a

. precise corporate model expleining the rdle of culture %n Fhe
corporation and describing the cultural str?cture. This 1:
why the researchers in gquestion are not anxious to.make a clear
choice between the two options set out above: a.glven facto;
is general because it belongs both to a corporatlon.and to F &
extended fieid of application of =z concept defined in relation
to the wider soclety.

For example, they are
used to interpret attitudes or responses in gituations

unrelated to the analytical seience which gave them
relevancy.

Similarly, assumptions are made concerning
symbolic or mythiecal menifestations picked out in isolat-
ion, without the backing of a genuine ethnographical
study. In other words, corporation study is importing
incomplete formulas, taken away from their conceptual
context, and validating them on the basis of mere preced-

ent (one more advantage of the ambiguous attitude noted
above appears here:

1t is legitimate to assume a culfural
factor within the corporastion, because we already know
Shat it operates in society as & whole}s

The ambiguity affecting the deployment of general concepts
is also largely due to the very mature of these: they a%e veri)JG
"dense", and thus extremely difficult to handle. In guite :d
of cases, this difficulty 1s evidenced by the methodolo%y uslt o
to handle them. TLet us take three examples: 1a?guage, culture;
snd the inconscient. In each case, the utilisatl?n of the -
concept relies on specific subject matter and parficulzr methods
of observation and processing. In the first case, we h?vela
linguistic analysls of speech, In the second.an ethno}oglza N
observation, and in the third a psychoanalytical treatnen ;. s
would be expected, these methods guickly beco?e_"sat?rated : tao
ethnologist has to cbserve a simple and immoblle.30c1etf<foi h? i
vears in order to defermine its siructure of family rel;tlotze je!
a psychoanalyst needs many years more before he approaches

end of & treatment, and so on.

secondly, there is the application of these concepts - or
bits and pisces of them - to Investigating situationsg

which are not only highly localised but in many cases
are Narginal,

Not all of the papers considered accept
this marginal qualification, but the following interpret-
ation of its meaning should show that it is relevant to
most such situationss

- the localiseq aspect derives directly from the unwieldy
nature of the concepts themselves: even when taken out

of the strict context of the application of the methods
by which they were evolved,

they are not suited to degle
ing with highly complex situations, so that their fielq
has to be limited %o small numbers of individuals,
periods, ad hoc events, and so on,
the typical application.

short
Micromgtudies

Speech analysis is

. ; .
The cumbersomeness thus associated with these general

concepts has two consequences:

.-/' './.
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- the marginal aspect is more enlightening, but it must
first of all be understood what we mean by this. it
applies to situations arising on the outer fringes of
the corperation, or concerning people who are either
at the very lowest end of the corporate hierarchy or
who engage in activities in the space immediately between
the corporation proper and its social (but not commerclal)
environment, In these marginal genes, the structural
welght of the corporation falls more lightly on the
people concerned so that, usually, these are less able

to deploy subtle and varied means of affirming their
status within the corperation. This means that they
are more 1likely to respond to socio-cultural motivations
of the general kind, corresponding to the "imported"

concepts.,

The foregeing considerations tend to show that, unless we
assume the corporation to be completely transparsnt, the concepts
based on the body of references listed earlier lead to findings
that are difficult to interpret {(this is not to say'whether they

“are velid or otherwise), both in relation toc the corporation as
the subject of study and o the fund of relevant knowledge already
acquired, and in relation to the parent disciplines where those

concepts criginated.

Later on, the second part of this arficle will be mainly
concerned to show that the corporation is not transparent, but
that there exists a structural continuum between 1t and its social
environment. To some extent, this justifies the application of E
concepts formulated Tor study of the latter, for the purposes of
investigating the former. Howsver, this result of the evolution’:
of the respective positions of the corporation and of scciety as
as a whole has not been perceived by a majority of researchers,

i/
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for a very simple reason:

this i
the rtars Teéclprocating movement is also

of the spate of new raferenc
ressarch literature, 4 single cause
of the centre of society 5 ,
twe effects:

@ sourceg in corporate

described as the occupation
¥ the corporation, has thus produced

= a modification affecting the Aiscipline concerned wi
the stuay of corporations, in the sh ey
concepis borrqwed from other dis
to very remote from 1t;

ape of references to
¢iplines which were hither~

- ? transformation of the relationship between
ion and the society, evidenced b
between the

the corporat-
s 4 ¥ a structurgl interplay
e, .uwo and gcecompanieg by increasing interest in
) nc?lc approaches to undersianding that fresh
relationship. Consequently, recourse to the "borroweqn
concepts becomes increasingly legitimate. .

Furt ] i
pronde s hermor?, there is g bridge hetween these two evolutionary
s founded in structural changes within the corporation angd

-leading to s modificati
atlon of the interface b
etwe i
and the corporate research sida, e onperation

Irapsposition of concepts

However, berore golng into the
trends, it is appropriate to come bae
the "transpositiont of concepts.
which this requires,
fail to consider it.

details of these Various

k briefly 4o the idea of

By describing the conditions

I hepe to explain why most of our researchers

At the same time, thi i

o . s 15 willl explain wh

' ey ﬁere unable to distance themselves from the trend di .
lmmediztely azbove, Teeesed

oo/
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This transposition can best be described by reference
ol " Tiowsse
t0 whet some mzthemsticlens call a commuter diszgram, as follicws

r
Concept A 7 Goncept 47

g{ 1y &g'

Society =P, Corporation

(1), nt to most of the concepts being discussed.
Assumed releva

The dlagram should be read as follows: there exists beiwsen
the Socisty and the Corporation a structursl homology su?h that
concept A is in the same relationship to the Scciety as is the
concept A? to the Corporation. We now assume that we can refer
to a Socieby model which is relevant to the various concepts
discussed. For the homology to be established, we must therefore
also have a corporste model relevant to those sanme concep%s. -As
the concepts are feirly general, and often applied in conjunction
with each other (a resesrcher referring to linguistic concepts may
also call on cultural or psychoanalytical onegs), it seems neces?ry
for the corporate model %o be in continulty with the society model
An example of this kind of demonstration can be found in several

papers I published last year {6).

Implicit models.

Hot having consulted suech models, ané thus unable to pro-
ceed to a striet concepbusl transposition, the resesrchers ié
question are prone to £all in with two ersatz substitutes Whlcé :
implicitly serve to make up for the lack of a time scale on whlcé_
thé eorporation can be positioned, as well as that of a s?stematl
relztionship of the incidental to the structural factors involved

il
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The first of these ersatz "modeis” (which I prefer to refer to
as "metaphors") substitutes for the corporate model proper, and
the second for the construction of the transpositiocn process:

~ the organic metaphor, The approach adopted by the re-
searchers quoted 1s usually an overal? {or multi-diseciplin-
ary) one with respsct to their target areas, 1in that they
are concerned to identify the componsnts which enter into
the fields of soeiolegy, linguisties, psychoanalysis, and
sc on, This concern understandably extends to an attempt
to identify the relative incidence of these dimensions.
Aithough this is not clearly announced by its practitioners,
such an approach suggests to me an imags of the corporation
made up of an assembly of systems, like the velnous,
nervous, glandular and other systems of the human body,
which are always present in comparabie configurstions.
Using a model of this kind, we can think of taking "slide
saliples” as g means of ascertaining the locgl configurationg
of these dimensions, Naturally, we cannot directly view
the structure of the vital organs, but we can make assumpt-
lons as to their behaviour from observation of the flows
gecurring in the subordinste systems. The authors of
the papers discussed do not hesitate to do 50, inferring
corporgte power concepts on the basis of observation of
purely local events.

~ the Galilean physics metaphor, This is related to the
one just described, to the extent that it concerns Lbe
method used to observe the local phenomenag. The concepts
borrowed from %he new reference areas are used by way of
instruments destined to extract from the material observed
(as could not dc the conventional corporate study approach,
since it was not diseriminating in relation to this mater-
ial) some new interpretations which refer back to the

el
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‘parent discipline.

We thus have the arrivsl of new methods, applied to

things previocusly latent and which had for all time been waiting
until researchers had sufficiently powerful instruments to detect
them. As when Galileo first fecused his telescope to see stars
that had been there from the beginnings of $ime,. This brings

an a~historieal, and thus a-sociclogical, view of things whi?h
cannot perceive the changes which have affected %he corp?ratlon
as the result of its changing relationships with the soclety as

a whole.

Furthermeore, these two metaphors alsc imply a certain
nnatural® continuity between the corporstion and the rest of the
social fgbric. Earlier, we saw that continuity could be
postulated, but had to rely on a homological relationship between

two structures.

If we are to understand the changing relationships befween
researchers and the corporation - including the perverse effects
accompanying them and which are all the more insidious that, in
the ahsence of an appropriate corporate model, the researchers .
cannot objectivise their procedures and their position in relétlon
to the corporation - we must refer to a model which is ?uf?iclentl
comprehensive to bring ocut both the changes cceurring within the

corporation and the further chenges induced by these in the shaping}

of the research methods and approach.

DYNAKICS OF THE CORPORATION VERSUS DYNAKICS OF THE RESEARCH FIELD

Those readers who are acquainted with my recent work will
recognise in the feollowing certsin petterns of thought developed
in g number of articles published in 1984-85. Given that I am

I
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here making a slightly different point, I will attempt to

give a specific presentation of these. I continue to hold as
significant - especlially in the light of the foregoing ~ the
existence of a single basic outline of the corporation for both
the static and the dynamlc epproaches to investigation, Hoping
to bring out sufficiently clearly the Interactions between the
corporation and the discipline which stugies it, I will first of
all describe (in broad ontline, of course) their separate evolubione
ary trends, before going on te show the brocesses by which the
corporation gradually integrates = in stages I will call “Erans=—
locations® - some acquisitions previously appearing in its
environment,

Zhe evolution of the corporation

Given that our main concern is the relationship between
the corporation and the discipline which centres on it, we shall
give priority consideration to the matter of corporate skills and
specialisation as they are deployed with regard to 1ts socigl
environment.

Iwo fundamental movements are invelved here. After =
brief recapitulation of theip features, I will go on to make a
closer inspection of some cof their effects,

The first of these movements is that made by the corporation
in the direction of the surrounding scclety. Through a series of
processes arising mainly out of the rationalistic ethic which
presided over the emergence of the corporation, the latter tendegd
to gain an increasirgly greater hold over its technieal, economic
and social environment, In doing so, it created new vocational
categories, sought %o convert the new populstion groups that
gradually entered its orbit, and took firmer control of its own
internsl organisation, Extended to its environmental fringes,
these rationalistic endegvours gave rise to the appearance of

wols
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new working occupations accompanied by all that these Iimplied:

new school syllabuses, new soclal movers and, in the end, new
sociclogical segments whose earnings levels and life styles were
distinet from those of the soclal classes which had previously
pérvadaed the soclely. At the same time, there was/gpread of the
business ethic - in the sense of a genaral assimilation of values
such as those of time and productiﬁity, whose common characteristic
is that they relate individusl behaviour %o its consequences in

an economlc universe dominated by the industrial system. Then,
more diversified kinds of organisations made an appearance, in
response to diversified technologies, products and markets. By
the snd of the 19th Century, this meant that the concept of
organisation had achleved some degree of autonomy. It was
recoghised that the success of the corporation, meaning its profit
performsnce and ability to adapt to changing economic circumstances, :
depended to some extent on the efficiency of its internal organ-

isatlion.

We have already seen that each of these processes is in
reilation with cne of the fundamental dimensions of the corporation,
i.e. 1ts orgenisational structure, the structure of its soeial
‘environment, and its corporate culture, and has contributed to
shaping the soecial environment towards conformity with the economie
rationalism of the industrial ethic of the day. However, as these
processes gained momentum - and as the industrial population
increased - the corporation came up against social and cultural
resistances in its environment. For example, organised labour
markets were set up in the trades and ocecupastions initially created’
by the corporation, and the latter then had to take account of :
relative classifications these established when recruiting its
workers and providing careers for them. Thus, when the corporatic
gained a central position in the soclety, it encountered increasing
1y complexz situations concerning both the scelal factors affecting

eal e
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its menagement and the skills available to it for dealing with
these,

The second movement to be considered is the internal
counterpart of the external developments just described, and
concerns the ways in which the corporation can handle this com-
plexity after becoming both greater in sirze and closer to the
centre of things. The movemen% itself consists in changes in
the image of the individual worker and in the prevailing wisdom
within the corporation. The greater the number of individuals
whe, in one way or another, earned their liveiihood and acquired
their sceizl status from the corporation, the more it became
inevitable that those individuals thould enjoy comparable treste
ment and considerstion both inside and outside the work place.

A% the same time as this change of outlock was taking place, it
was also realised that the economic performance of the corporation
depended nct only on the efficieney of its manufacturing processes
and the guality of its products, but zisc on the behaviour of its
production workers. Thus, as and when the latter bacame more
compiicated to handle for the corporation, they simultanesously
emerged as one of the keys to its success. Consequently, corpor-
ations developed more sophisticated personnel management techniques
and hired staff capable of implementing them., In other words,

it has been by reference to the individual, whether considered as
a worker, a member of a soeial class, or a psychological entity
that the sociocwcultural way of thinking mentioned earlier has ’
gradually taken root.

To sum up and consclidate the above observaticns, we can

identify a series of different types of movements taking place
over time:

- the corporastion has a rationalising influence on its
soclial environment, resulting in the creation of new
oceupationgl categories and z new social ethicy

as/e
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= this in turn means that the corporation itself is
faced with internal problems different from those
of a technical and economic kind 1t initially knews

- there thus occurs inecreasing corporate sensitiviuy
to matters of organisation and personnel manhagement;

- in the same way as the earlier sharing of technical
problems led to the devising of overall techmological
solutions, the new awsreness of the general nature
of organisation and perscnnel problems has given birth
to & new body of specialisis engaged in working out
general solutions to these;

- it can thus be considered that, once agsin, ths corpor-
ation has contributed to the emergence and generaglisation
of problems formerly specifie to 1t. This has justified
the development of a scientific or technologieal approech
to this field of study, and thus the appearsnce of profes=-
sional researchsrs to deal with it.

The evelution of the corporate resesrch field

It is regrettsble that no reasonably systemetic attempt
has so far been made %o write a history of corporate research.
The works which apparently address thils question can more acour-
ately be described as attempts to foecus interest on the pariticular
part of that fieid of study in which their suthors are engaged.
In the absence of such a reference, it is necessary at this point
to introduce some basic notions which, although not sufficlent to
reconstitute the evolution of the whole field, bring out certain
trends and, as well as throwing light on its current status, give
an account of the particular position from which we started.
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In the first place, we can say that currant theory is
divided into two main categories:

= holistiec theories considering the corporation as a whole

entity and investigating its adaptation to its environ
ment on the structurazl and strategic planes;

~ individualistic theories based on the ides that the
corporation is not such a rationaiistic entity ags
econonrtle theory would have us believe, because the

corporate employees behave to some extent independently
of that theory.

For the reasons already described, the corporate resesrch-
ers who introduce new referance areas generally belong tc the
second school of thought, on which the rest of Lhis article will
therefore focus, It should first be borne in ming that the
two irends developed in parallel and that both were affected by

the complexification of the corporation, but with different
reactions:

- the holistie school produced increasingly refined
models of the corporate entity,

= the individualistic school produced increasingly
sophisticated models of the corporate employee.
>

Furthermore, these processes were in both cases accompanied
by the increasingly general orientation of the models - at leass
as concerns the theories I elsewhere describe as "Utopian® {7).
That is to say, thal their applicaticn is no longer specifically

related to the corporation: the corporate structure is merely
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one amoﬁg many organisations covered by systems theory, and
the psychological profile of the corporate employee applies
equally to explsining his behaviour in contexts cutside the
corporgtion. This 1s further confirmation of the fact tha?,
as tﬂe corﬁoration becomes & more common feature of the ?Oclal
fabric, so are the models applied to it made less specific.

A lock at the individualistic theories reveals a more
precise attitude to reflecting the multi-dimensicnal view of
the corporate worker. The first major presentation of‘a W?rker
sterectype was that of Taylor, with its ceg-in-the-machine %mage
of a production factor that counld be made to react to certain
motivational stimuli. Subsequently, there came a move towards:
regarding the individual as capable of less rationalistic resp?n—
ses, but the operational aim remained the same: that of snsuring
that worker behaviour was made predictable enocugh to be conscnant
with the demands of specific work processes. Then, with Mayo,
came the era of Human Relations theory, and the worker stere?type
gradually became more complex: a hierarchy of aspirétions (das-
slow), based on behavioural psycholegy (Simon), in?plred by psycho-
analysis (Tavistock), made up of disparste tendencies (Hevtzberg .},

ete.

The holistic theories represent a movement which, starting
from the structursl whole, "descends" towards the worker, of?en
in didactic fashion, defining the cconditions he must accept 1f.
the structure is to remsine efficient. Individualistic theories
have in common a tendency to "ascend" towards the top of.the
structure, seeking to determine the general characterism%cs
which the corporation must display in order to motivate 1ts
personnel effectively. In most cases, however, neither of the

two approaches achieves its aim.
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Coming back to our origingl idea, the interesting rart of
811 this is that the individuzlistic theories place thelr emphasis
on the individual, and thus on his elose environment. For example,
they tend to demonstrate that'workers are most motivated when they
can express their creative bowers, when they are asked to produce
complete assembiies, when there is worker participation in manage-
ment decisions, and so on, These are all hypothetical assumptions
which can be borne out empirically only by casidering small numbers
of workers at a %ime. The findings derived from confirmation on
this scale result in rather general statements Tegarding the organ-
isation of work, the style of command, and the like, which are not
only difficult tec translate intc overali structural terms, but also
difficult to reconcile with the traditional (quantified) economic
line of argument, In short, this is a type of theory more sunited
0 evaluating and criticising existing organisations and explaining
why they do net achieve the results expected of them, than to
proposing more efficient organisational structures to replace these.
This school of theory thus displays the localised nature of the
studies performed under the new trend of research, together with
their implicitly eritical finaiity to which I will come back later.

The same thecretical school is also noleble for its inelinatien
o seek out the references supporting its models of the individual
in areas increasingly remote from Lhe actual corporation, This
explains why the models are bacoming increasingly general and less
and less specific to the corporation: +the authors referenced are
Watson, Skinner, Lewin, Freud, and so on, The outwards move 1s not
due solely to the dynamics of the corporate study field, reacting
to the faillings of the earlier models and seeking scientific legitin-
acy from recourse to increasingly "pure" models (8rswn from the
group dynamiecs of the psychoanalyst). It can be clzimed that the
trend is an expression of realism to the extent that i% Taces
ever~increasing complexity of real situations with models of g
mateching kind. And the reality is becoming more and mors complex
because (to revert to our Galilean metaphor) more powerful means
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of observing i1t are becoming available %o us.

What can be considered zs a2 more profound reascn Is that
the corporation, in its eveolutionary movement towsrds the
cenire of society, has to deal with a more complex individual.
Even though aetual working hours are being reduced - a steady '
trend ever since the beginning of the industrial era -~ the
individual interacts with the corporation tc an ever wider and
more potent extent. The worker who becomes unemployed dies a
social death as surely as did the nobleman sent back to his
province from the court of Louls XIV. The Taylorist model fits
workers recruited from the rural worild and still untouched by

the corporate ethie. The psychoanalytical model may be suitable

when the corporation becomes involved in extra-mural matters by
such things as the provision of leisure faeilities and housing,
or some aspects of family welfare, and takes a more tolerant
attitude (in the sense of accepting less orthoddx behavioural
inclinations). This 1s not to say (slthough it may apply on
the overall plane) that the individuel is mores complex than at
the start of the Century; but the corporation is more involved
with different aspects of the individual and thus entounter his
inherent complexlty.to a greater extent.

The translocation factor

The increasingly complex worporation can thus be matched
with a corporate research profession whose different tendencies

seek to produce more close-fitting models which will necessarily
also be more complex., At the same time, however, the corporation
is not an inert object lying completely outside the field of the

researchers who study it. It is constantly trying to improve
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its own performance and, to this end, seeks out fresh sources
of enhancement in ever-receding borderline zones of activity.

This process goes through stages which draw attention
to the relationships betwesn the corporation and its resesrch
environment. Having chosen to cgll thisg process the "transloc-

ation™ factor, we can outline its evolutlon in the following-
terms:

- greater complexity of the corporaiion is matched by
the appesrance of increzsingly elsborate models which
non-specialists find 1t increasingly diffieult to
handle. These modeis are of a more general nature,
but are failing to produce results on the general level:
they work only in speciazl situations and subject to
speclal conditions, Furthermore, if general findings
were tc be extracted from them, these would be of only
limited interest for corporations engaged in competition
with each other. There 1s a striking antinomy between
general sclentific research directed to the corporation
apd‘the notion of z vested interest suggesting that
there will be a permansnt time-lag - between the real
status of the corporation and the one described by the
research side.

- faced with this situation, the corporation’s search
for solufions in perimeter areas over which i% has small
control impels it to take on board the problem situations
for which no general sclution has been provided. While
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a scvlution may not have been found possible following

a general statement of the problem, some specialists

mzy be able to handle, on an empirical basis, more
restricted formulations whereby many of the variables
remain constant. In this case, the corporation hires
i%s own in-~house speclalists, even when the holist
tendency is concerned (development of sirategic planning
units in large corporations), as well as for the individ-
valistic tendency *s support for what I have elsewhere
called "the emergence of the Personnel Depariment®.

- 45 = result of this translocation, the frontier between
the corporation and the corporate researchers has had to
be redrawn as follows:

- seen from the corporation side, definition of new
problems accompgnied by hiring of company speclalists

" who then dialogue with the outside researchers, and
sometimes by structural changes to sccommodate the fact
that these specialists perform functichs formerly put
out to consultantsy

- seen from the outside researcher side, definition of
new areas of study, sometimes in changed empirical
conditions, requiring de¥elopment of new methodologies
and the formulation of concepts referring to new sclent-
ific disciplines,

Returning more closely to the observation made at the start
of this article, we will now take a deeper lock at the two aspects
from which the corporation/researcher interface is being transe
formed.
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Conseguences of translocation

As noted earlier, the relaticnship between the corporation
and the academics has given rise to a series of translocations
whereby the corporation takes on board certain problem paradigms
formulated elsewhere and employs specialists to tackle them in
more limited and precise configurations than the general framing
to which the academie researchers had found no satisfactory
response.

The corporation thus creates new corporats posts which are
filled by salaried specialists and located in departments which
formerly brought in ad hec consultants to solve such problems;
business strategy specialists now permanently employed in top
management offices, or labour relations specialists in persomnnel
and welfare departments.

Who are these new specialists ? Usually, they are young
executives fresh from advanced teaching establishments {in France,
Bcole Polytechnigque, Ecole des Hautes Etudes Commerecisles or
Ecole des Mines) giving polyvalent management qualifications.
They thus possess quakifications in traditional subjects {(engine .
eering, business administration), often with the addition of
an orientation towards the Human Sciences. The fact that they
are drawn into the corporation signifieé that their potential
value to it has been reccgnised at top management level, and
illustrates the long-term process whereby the corporation is
impelled to seek the socurces of its productivity ever farther
afield, in response to structural changes in added-value formation
and to decreasing returns on basic production systems. Aspects
Tormerly regarded as msrginal - business organisation, data
processing, and sc on ~ are becoming the centres of corporate
life, The prevailing corporate wisdom is evolving in the same
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direction. The translocation phenomenong is thus resuliing
in a steady incresse in the corporation’s skills concerning
subjects more remote from its origins, making it more dependent
on similarly "forelgn" socio-culfural ways of looking at things.

The job of these new specialists is %o handle problems
within restricted confines, which has the effect of drawing a
new frontier -~ slightly moving outwards - bebween the zone of
corporate competence proper and the outer realwm of problems
seen Ho affect the corporation but which i1t does not possess the
skills to tackle, either because they are too highly specific
t0 justify forming in-house speclalists, or because they are too
closely related to external scclo-~cultural factors. We must not,
either, overlook the fact that, as the corporation moves closer
to the centre of scciety, the nmew problems it encounters also
become less general and more specifically related to it. There
is thus a period of time during which those problems have not
yet matured sufficiently for the corporation tc be able to take
them fully in hand. One of the functions of the corporatian/rem
searcher interfsce is to pioneer the new areas of study being
opened up by the translocation process.

The evolution of the corporation specialist function
also has major effeets on the corporation/academic research
relationship, due to what might be called the "institutionalisat-
icn' of the new specialists themselves: they are concerned to
achleve recognition of their field’s legitimacy as opposed to
that which formerly ruled within the corporation. This creates,
in practice, a rivairy between the issues considered %o be

el e

- prioriiies because they are of immediste central importance,

and those which, although at present more remote, deserve priority
or the grounds that they have greater potentigl for development,

The new spasclalists, due to the nature of their skills
and @heir striving for recognition, are giving increasingly
audible expressilon %o their arguments as opposed tc the more
established ones which are, so to speait, part and parcel of
the existing management ATHOUT Y. They thus draw attention
by being more articulate, relying increasingly on arguments
based outside the established corporate area of reference, and
¢laiming an independent institutional backing (symposiums,
consultants, ete). Contacts between the corporation and the
outer environment are enhanced in two ways:

- the new specialists are in a position to sst forth
more preclse assignment formulations for outside consulte
ants, owing to thelr greater ability to extract the
essentials of a problem;

- the quality and abundance of their observations directed
to the corporstion management provides a vsluable raw
material for the incoming consultants and outside researche
ers.,

Iranslocetion seen from the ocutside researchers? standpeint

As we have just seen, translocation viewed from the
corporation’s standpoint means an awareness of new problems,
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the appearance of new internal factors (status and representations
of the newly-admitted specislists), and the formulating of more
stringent specificatilions for consultant assignments. Both the
corporation and the specialists themselves are vaguely aware of
the translocation phenomenon, even though they do not formulate

it in such precise terms as we do here. Seen from outside the
corporation, it is a challenge to the competence of the consultant
expert in certalin fields: . the very development of the consultancy
profession was in response to the inadequacies of in-house corporate
possibilities in those fields. The outside consultants must
therefore reaffirm their relevancy. on the basis of new concepts,
new approaches, and new sources of reference. Of course, many
{probably most, in fact) of the researchers interested in the
corporation will be able to continue to work in connection with
conventional matters such as structural analysis and organisaticn
theory, but this will be for corporations that have not caught up
with the translocation trend now in train.

As we noted earlier, the evolution of the corporation takes
the form of recognising new problems, but these are initially
related to isclated cases and thus remain unconsolidated and
without formal definition. One of the functions of the academic
researcher community is to draw into a general theoretical formul-
atlon these isolated, local problems situated half-way between
the corporation and its outer environment. This is not to say
that sclutions will be found, but the problems will at least be
properly structured and given, so Lo speak, an identity separate
from that of particular corporations.

While the researchers are proceeding to that formulstion,
they must reaffirm their expert status which, as said above, has
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been somewhat undermined in the course of the translocation
process, They must therefore seek out concepts and approaches

in areas which, for varidus reasons, still lie cutside the

sphere of knowledge of the in-house specialist. I belisve that
this search 1s behind the appearance of new sources of reference
evoked st the beginning of this article. This need for research-
ers to demonsirate their expert status in empirical areas to scme
extent szxplsins the local nature of their intervention, correspond-
ing to the type of practice of new professionals I desfribed
alsewhere by the term of manggement symbolism: experiment -
incentive -~ presentation,

However, the researchers referred to at the beginning of
this erticle are to be seen as a kind of avant-garde of a general
movement which can be described as the awakening of the corporation
to cultural and symbolic phenomena. For many researchers, in-
cluding DEAL and KENNWEDY, and PETER and WATERLIAN, who take a very
managerial standpoint, this frend - which they have largely helped
to formulate ~ has been interpreted ss a phenomenon that is strictly
Internal to corporate development, without regard to its implicat-
icns as an insirument of changed relations between the corporation
and society in general. It could be saidg that, as compared with
the latter, the researchers introducing new sources of reference
are at the Antipedes of the field of produstion of Jnowledge
about the corporation. They have a very precise view of the
increasingly externsl variables coming into play, but perhaps
tend to underestimaste certain specific primary charscteristics
of the corporation , such as the fact that it is a plamce ruled
by authority. The omission of this point, together with the
nature of the authors referenced, contributes to invest these
new contributions with a critical tone in relation to the COrpor=-
ation, to which I will return in my conclusions.
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The new interface relstionships

Rather interestingly, certein problems which zre
Tormulzted In naive fashion by company speclalists tend to e
given a more sophisticated dressing by the aczdemic commentatie-
ors. For example, the former talk of Yeommunications" ang
Mmage", while the latter study "representation and argumant-
ation™ and "identity", as might be illustrated thus:

{ Communication Representation/argumanﬁatim1:)

In=house

L acadenic
speciglists AuSh-cs

|
I
Imsge | Identity
I
\

This polarisation, so to speak, is relevent to a Torm
of appraisal of another category of operastors, whe are neither
company employees nor academics: the consultants. Without
going into a full-scale assessment of this professioﬁ, I will
merely point to a distinction which exists there. Alongside
the large firms proposing rather set routines (such as for
imsge-building), there are much smaller ones which concentrate
on much more specific and sophisticated tools, putting them over
to cozporations of some size (often in the nationalised ssctor)
where they find in-house specialists with the time and capacity
to engzge Iin useful digcussion.

At 21l events, we can clearly see the development, at the
hands of the new genzration of resesrchers, of an argumentation
bzsed more on social and cultural considerstions Than on the
strict business ethiec. This is perhaps most cbvious in the case
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ef the Ilarge nationalised undertakings where profitability and
market pressures are not felt so directly.

Here, as always, the more remote an argumsntation lies
from the original economic imperative, and the more its effective-
ness depends on the credibility and powers of persuasion of its
proponent, then the more it "eclasses" in the sense of BORNEU’s
terminology and the higher the notional benefits that can be
attributed to it. This leads to very lively opposition between
the enginesrs, businessmen, financiers and so on who stick o
the traditional lines of argument, and the new coungellors whose
purpose 1s to show that all the formers? efforts will be in vain
unless the human factor is brought into the act. This struggle
for pride of place within the corporation may explain why the
new in-house specialists are not displeased by the intervention

- of outside researchers who, armed with the new reference sources

considered here, establish a kind of area of criticism which
highlights the allenating and generally adverse effects of the
traditional tenets of managemont. This is a further example

-of an objective alliance sustained by two very different proces=

sess  the institutionalisation of new in-house specialists
combining with the desire of a new researcher generation to
achieve recognition.

CONCLUSIONS

In actual facf, 1t can be observed that this critieal
tendency is not an entirely new one, but that the way in which
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% expresses 1tself has changed. The researchers lumped

sther undsr the "Human Relstions™ label have produced

indings =nd developed przciices which justify the consuliancy
ty: unzble to offer general models giving guldence

n orgacisation to be made motivating from the start,

7 left the door open to direect intervention in the workplace,
purposes of making spot diagnoses or of introducing

sractical experiments which reguire constsni monitoring. To

ut it one wa they were able to say that some things should
3

ot be gone, but unable to point to profitable zlfernatives.
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ezns that the general tone given off by this tendency

can be considered rether criticezl, The new gereratlon of
researchers is thus at the cross-roads of two different tradit-
ions, of which the first had a long-sstablished interest in the
corporation, whereas the second has overtaken the rest of the
fizld on the crast of the waves of 'Yrecentering® and "trans-
location™ I mentioned earliier.

In the final analysis, too immersed in the process of normal
development of their diseipline to notice and ponder on their own
tendencies, the new researchers quite naturally turned towards
new concapts which, to the extent that the corporation/society
interface was widening (especially at the level of the individual)
proved to be perfectly relevant (provided, of course, that they
had =lready proved relevant to study of the individusl in relation
to society as a whole).

I+ often happens that those who contribute to the develop-
ment of g discipline - espzeially if they gre still young re-
searchers 1like myself = are too close to its evolutionary trend
to see 1t properly. I confess that there was a time when I
guite Ffailed to be aware of the historical and cultural dimensions

of certzin sfudies I had tc perform, alt the start of my caresr.

v

S S—

¢
o

S P S N . N A

L

S T U SR

|
|
3
i

187

However, it now seems Lo me that the corporate research field
could well lay down a requirement for justified concepts as the
basis of a theoretical approach to studying the corporstion as

a social institution. In this respect, a comparison with the
science of Boclology is instructive, The disecipline grew up
over several decades without giving birth to any technological
counterpart, and the very idea of intervention was sbhorred.
Then, in the last fifteen years or sc (contemporary with the
emergence of the Personnel Directorate and after Lay 1968 - the
connection with the latter will be discussed in my next article),
an avowed soclal engineering practice has emerged, although still
in only marginal areas (priscns, immigrant workers, ete). By
contrast, in the area of corporate studies we have thus far seen
nothing but technology without theory.
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