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EDITORIAL

0f . all the difficulties involved In running g journal = even
such a marginal one as this -, the material problems are probably
the least daunting: all they need is s word processer, some spare
time, and a bit of effort. Illore sncrcaching are the ones which
call for thoughtful decision making: on what subjects should we
focus ? . what kind of papers should we encoursge ? where will
we find a place among the existing array of academic journals and
management publications ?

At the outse:, we declded to taks up only the minimum range
of optlons, Clearly, our subject mabter was that covered by
5C08 and 1ts annual conferences, we would publish studies still
without the final peolish usually required elsewhere, and our
readership would be composed mainly of SCOS members. We wanted
to create the most informal of media, offering researchers in its
area an oppertunity for exchanging their findings in various stages

of formulation.

Thus far, the artiecles published have been'méinly taken fron
among papers presented at recent SCOS conferences, so that there
was no major vebtting problem - it being assumed that this function
had been performed by the organisers of the conferences concerned.
From now on, however, we will gradually be including contributions
from other sources, which will be scrutinised by two appointed

copy readers.

We of course remaln concerned to maintain maximum egse of

asccess and, to this end, propose the following procedures. on which’

your comments would be welconed:

- the copy readers give their assecssment, from which it

«/

emerges elther that the submlssion cannot
as presented {when it is

be published
returned to the author wifl

: . vith the
reason? for rejection), or that it can bo pblished but
only with reservaticns {when, if published, it ig

’ accompanisad
by the copy readers? comments - signed or not ag the cage
may be): If passed wireservedly by the copy readers, it

1s published as it stands, o

Thi g d

, ?1? procedure would have the advantage of ensuring that
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to the attention of 411 our read
to which the author can repl

are scen from both sides,

articles are brought rapidly
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S0, we will welcolie your cuggestions on this and other
matters of editorial policy and, in the meantime, here are sols

of -our own which you may wish to comment oni

- one, idez is that of starting a ngalvage' ssction,
offering a platform for papers previously rejected
by the nafficial! journals = rather like the Salen
des Refusés where, 1n the 19th Century, the Impres-
sionists and other nonconformist painters could show
the paintings excluded from the offlcial exhibitions
at the Palals du Tuxembourg.. Our own copy-reading
procedure would apply to these papers, of course, and
we could contstiplate publishing the reasons for their
original rejection. The latter might be considered -
a somewhat aggressive step, but would help to constiltute
z useful body of material for future reference in a
Management Soclology complilation covering the machinery
of literature production, on the same lines as Bourdieu;

- we might alsoc pub out speclal 1ssues devoted to specific
areas of our craft. For example, P~J Benghozi, of the
Management Rezsarch Centre at Becole Polytechnique in
Paris, 1z prepared to coordinate an issue on the theme
of Mirt and Organisation™. Personally, I would welcome
one on "Language aid Organisation”, complled by speciall
such as Aktouf and Linstead. Other collesagues might be
attracted py subjects such as "organlsation Symbolism inm
Sweden, or in Canada, gteh, or "Corporate Myths in some
Tndustrial Countries'. In each case, the compiler woul
be expected Lo arrangs the contributions in a way bringi
out any specific natlonal approach, or illustrating type
of utilisation of Language science, and so on.

Other possibilities include: /

qlSee, inter alia, pp 205-232 of Romanticism and Realdism, the
Mythology of Nineteenth Century Artby Rosen and Zerner,
Faber & Faber (London 1984)
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SUSCRIBTIONS

Dear Reader,

now that ¥ou can see how DRAGON looks like, do you

intend:

0 to heéome a regular reader by subscribing to:
: % gix issues (about each month) for 300 French Francs
% twelves issues for 600 F.F,
; i rence
{ The next two issues will be mostly deveted to the Antibes Confe
. course
apers, the following three to the Trento Conference ones of u
P » . . -
111 introduce "fresh" papers when they will begin to reach }
we w
In either case, please do two things:
if you are not French, send the amount either directly
. . Dégot
to V. Dégot or on the DRAGON banking account at the name of ¥ got,
. &né i ichel
Account n® 000 5 05375 1 4, Socciété Géndrale, Agence G Saint HMic
27 Bld Saint Michel 75005 PARIS (FRANCE) .
~ si vous étes frangaisenvoyez un chéque au compte de

i igue
1'ADREG, au Centre de Recherche en Gestion de l'Ecole Polytechnigque,
s

PARIS
1, rue Descartes, 75005 .
, and send me a letter to informe me of your subscription

b=} at I can send you by return an involce and adjust the nur ber of
o th

cépies for the next issues

0 to beceme a collaborator of DRAGON:

l iri colleagues, institu-
+ by spreading 1ts spirit around you, to g f

nd me thelr
tutions, firms, ete. Tell these persons to contact me or se
s

names and addresses.

i H contact me, I will
* by becoming a reviewer for DRAGON; then ,

i ties of
send you & questionary and explain to you the rights and dutl

the DRAGON reviewers.

CREATING FICTION IN THE COMMITTEE: THE EMERGENCE OF

THE SATURN CORPORATION

AT THE GENERAL MOTORS
Richard RASPA

"The worst years made it more acceptable to
understand that something had to be done. But
once we sold that, it was then our turn to say,
'Let's not just go two stepeg, let’'s go into the
2lst century.! vYou just don't stumble into the
future., You create yYour own future."

7

--Roger Smith, Chairman of General Motors, Time{(June 1985

Creating your own future rather than stumbling into it at the

mercy of forces beyond your control is a way of speaking para-

dexically about the General Motors Corporation, and, more widely,

about the nature of change and organizational culture. The

paradox is that you create your future reality by Creating

fictions in language of the way that future could be. Fictiens

are made up, revealing the cognitive map cf g culture, and are

a strategy for interpreting eXperience. To create fictions is

an activity by which the world is disorganized angd reorganized,

The purpose of this paper is to examine the paradoxical ways

in which fictive language and fictive contexts, including

symbolic representations of the planet Saturn, contributed te

the recent creation of the Saturn Corperation at General Motors

in January 1985. The new company is heralded as the factory

of the 21st century and the producer of Space-age automcbiles.

Paradoxically, however, Saturn does not exist in the world today.

There are ne plants, no buildings, no organizational structure, no.

staff, Although a site has been chosen for the assembly plant in

Tennessee,

the first cars are not expected to be produced until 19§7.

The Saturn Corporation exists only in the language of GM speakefs,

and those speakers are creating the future of Saturn in what they say.




Tnformaticn for this study was gathered in interviews conducted
with four GM union and management personnel who served on
the Committee of 99, formed in January, 1984, which made the
recommeqdétibp to found the Saturn Corporation. Members on
thisxcémmittee of 99 were drawn from every area of traditional
Ggﬁeéal Motors hierarchy, from welders to plant managers. AS
a researcher, I am approaching the Saturn group as a cultural
system,basing my concept of culture upon the work of Clifford
Geertz in symbolic anthropology. Culture is an ensemble of
texts which are vehicles for saying something about gomething
(Geertz, 1973). My role as ethnographer is to produce a
nrhick description"” of Saturn’s culture by interpreting the
group's own interpretations of experience. I am construing
their constructions of what they say they are up to. Thick
description implicates me as & participant-observer in the
interpretive act, much as the web deoes the spider. I bring
to interpretation a set of premises about culture, about
organizational life, and about the study of culture and organ-
izational life. These premises constitute my context for
making sense of what my informants tell me. Moreover, those
I am interviewing alsc bring a cultural context to bear upon
the-way they construe the situations at hand. Distinguishing
these contextual frames--mine and those of my informants--is
the process of interpretation. To put this another way, thick

deseription is the act of making present in language the richness
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The thematic relaticnships are expressed paradoxically: to
remain the seme, things must change; and the whole is greater
than the sum of its parts. The text I ap interpreting is

created by the discourse of the four members of the Saturn

group with me as participant-cbserver around a table at a

General Motors site. Present are a vice-~president, a director
of personnel, a Pipe-fitter, and a middle-manager in guality

control. The group is construing their previous conversations

while serving on the Committee of 99, conversations which are

themselves guesses of what was said. How do these themes

relating to change and performance unfold in the fictive contexts

created by the symbolic expressions of the planet Saturn?

8ir James Frazer's discussion in The New Golden Bough
cof the Roman

(1959

god Saturn reveals an unexpected connection

between the Saturn Corporation and its mythological representatlon

The fictive Roman Saturn, the god of Saturday, held the same

Supernatural rank as Jupiter. His name is derived from Satur

{stuffed) and sator (sower). Here etmelogy reveals function. Saturr
was the deity of sowing and hushandry who ruled benificently,
bringing together various waring tribes, teaching them agri-

culture, and giving them laws, thereby establishing harmony

and peace. His reigh was the fabled Golden Age of abundance

and prosperity, After he vanished, a whole series of rituals

and ceremonies arvse to commemorate his reign It was widely
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ory detall so that an audience which has

of a culture in sens

never seen the sights or heard the sounds or inhaled the ayxomas

of that world is moved to feel what it ig like to be in it.

Ethnography evckes the texture of a culture.

1o characterize the process of thick description, Geertz (1973)

uses an example porrowed from Gilbert Ryle of two boys rapidly

plinking. In cne; this movement is an unintenticnal twitch:

in the other a signal of conspiracy—-winking. While the two

movenents are physically the same, the difference is that the

winker is communicating. peliberately contracting your eyelids

in the context cf & public code which marks the action as

a conspiracy is winking. One can ewtend the apalysig further

Egand consider a third boy who parodies the wink in a socially

| established code in which the wink is exaggerated and done

with a wry smile. The communication is ridicule rather than

conspiracy. Thus, ethnography may be considered an interpretation

of the twitches, winks, and parodies of winks, a set of pro-

cedures for distinguishing true winks from false o©nes. for

separating the layers of reality from fiction in any given

culture. The real objective of ethnographic exploration is the

laying bare of paradox te reveal how a culture ig able to

deal with its prescriptive codes.

ns a text the Saturn group brings together the double themes

of change/survival and teamwork/individual per formance.
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T st
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a characteristic
s decision-making, the speaker reveals b
of concensu

american delight in rowdiness, revelling in the mock fTGhtb
and the direct and audacious confrontaticns in the offtceh Ve
modern-day Lérds of Misrule. Once again, it is "a% if ft e
speaker 1s exploring a new frontier, not the frqntler Q

space trave of two decades & (] (=] o} (2]
1 W Dast, r e frontier
P t L th t f th

erican Weét'of a century ago, but the frontier of the cor?orate
j:agination, creating and recreating itself in symbolic action.
There is a need for researchers to connect the thick descrigtizn
i form, suc
izational texts with cther areas of symbolic l
:Z ::ziZetics and religion. My concern has been to examine
the way fictive language performance creates reality and
traﬁsforms people and instituticns. I have attempted tz
doythat in a mode which eveokes in my audience a sense O .
hgving participated in the Saturn experience 1n some fay.the
f;nétion of paradex in interpret;ve acts is to prOflde" -
cpportunity tc be there--in that time and in tbat’placz tie
it was really happening in the moment. The dynémlcs o s
vag if" mode of discourse demenstrates a symbolic pxoces .
wherein people set aside the reality of their own workplaceln
create. a utopian organization which they embrace as true.

i wn future.
but create thelr o
de not stumble
that act people

I had the other day with one of my counterparts in

the organization. He's in charge of technology. I'm
involved with the people systems. We just openly beat
each other up to get to the best sclution, and the v.p,
is a guy from the traditional world:

‘ 'They openly dis-
agree- in front of me. They obvious

15

1y don't get along.!
We use language you wouldn't believe,

we say things.

We walk in and see guys a other a big hug.

You've got to bring
directed against the
net a feeling of th

nd give each

bPersgon but the problem. There's

ere's going to be a winner and a loser.
It's how do we both

win!

Here the paradox is that the whole is greater than the sum of

-its parts. The new image for the Saturn Corporation is a

circle instead of the customary box delineating organizational

" roles and functions, People will live in the new company
"as if" they inhabit the Space of an ecological system, not
bounded by deadening bureaucratic Squares. Within the circles

what creates the boundaries is the speaker's willingness to

identify with the whole team and be responsible for the complete

endeaver, To engage in teamwork is to work "as if"we are one.

Sharing a common purpose, our activities are focused and

results appear serendipitously which exceed rational predictions,

going beyond effects which could be produced by individuals working

in isolation. The speaker’s description of concensus management

is a perfect illustration of telling the wink from the twitch.

From the traditional perspective of the Vice President,
looks

it
"as 1f" Ed and Neil are fighting, when in actuality

they are passionately caught up in the act-of solving the

problems which the organization was designed to solve. Proud

it out in the open. Conflict is not
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We don't have boxes in Saturn. Our organization chart v
is drawn in circles. We don't create someone res-
pensible for something, & program, and therefore it's
that person's responsibility to create quality of
work life for me. Therefore, 1'm going to sit back
and make the son-of-a-bitch do his job.But that's not
how wa operate. To create someonsg responsible means
that nobody else is responsikle. That's his owd
1ittle box. We don't have boxes in Saturn. Our
organization chart ig drawn in Saturn circles....
The synergistic thing is quite interesting. These
separate committees were all charged with the same
mission--to seek out tHe best people systems throughout
the country and the world, and put together a report
of what they saw as the very best reward system, structure
the entire pecple—oriented parts of the business—--the very
best. Each of the seven sub~-committees put together a
report--a lot of long hours:s - And there was a lot of
ownership. Each of the sub-committees gave & report. We
then got all seven groups together to come up with one
report, one best report. nctnally, it was four days.
and in four days the raport that was put together was
better than any one individual report. and on many oce-
agions, things that were in the final report were things
that do not exist anywhere in the world today. They were
not in any of the seven reports. One day they put in
eighteen hotrs, one day sixteen, and the rest twelve. The
process:we-used was concensus. No voting. You had to buy
in personally 70%, and support the decision 100%. And
one person could block the decision of 99 pecple. And
on a cougle of igsues that happened. somebody would says
'I can'tbuy it,* and 98 people would say, "You what! "
And then we'd go kack into a mesting and reconvene, and
six hours;later the group cane up with something every-
body could live with, And that one person could turn
the decision around. We had one example on the
Steering Committee which had a prcblem on the travel
policy. We had some restricticns that were causing proble
for folks. And they came around and visited us and -we wer
forced as a Steering committee to re-evaluate our
decision. We met for rwelve solid hours. Concensus is
tough. And during that twelve hours, the six members of t
Steering Committee changed their minds a minimum of three
to four times, some &s many as eight times. conflict is
essential in the process....Here's what happens. We have
a new vice-president of manufacturing and he goes to one
of the key people on the project and savys, 'Joe, you and
Neil don't get along. I've got to find a way to get you
two guys together.' This was 2 very serious conversation
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and management, the structure of the organization, the systems
of reward, training, marketing, and so on, they visited fifteen
aifferent universities, eighty GM plants, and over seventy visits
to outside corporations arcund the world--a total of 170 contacts
in three months, a giddy pace even for the most extravagantly
successful entrepreneur. As one GM executive put it:
This wag probably the most nontraditicnal thing
GM has ever done. We had all these teams of people,
half salaried, half UAW pecple all over the place,
setting their own travel and meeting schedules. Qur
vice-chairman called out vice-president of labor
relations and said, “"Al, do you know where all these
people are?" He said, "wWell, of course not." “al,"
he said, "Do you think you should know where they all
are?" He said, "No, I don't think so. They'll tell me
when they get the results."
Gregory Bateson's paradox operates here: that which is denotated by
the messages or signals in play are not true and nonexistent (1973).
The Saturn Corporation does not yet have a physical existence.
Committee members stood in a paradoxical relation to both thé;
established General Motors organization and the emerging Saturn
Corperation. In the context of the Committee's work, the
Saturn team spoke, planned, made decisions, and acted "as if" the
actual General Motors structure did not exist, and correspondingly,
acted "as if" the inchcate Saturn organization did (Bateson, 1973;
Stewart, 1978}. In their voyages, Committee members expanded
their own repertcoire of ways to interpret organizational life.
The group acted "as if" they wers the owners, Board of Directors,

and decision-makers of the Saturn Corporation. As ancther

member of the group cbserved:
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USERS ARE LOOSERS: images of the quantitatrive and qualitative
aspects of the division of labor between EDP specialists and

. 1
managgement users , Jacques BRISSY

Iwo disproved hypotheses,

This paper investigates how E.D.P.2 specialists and management users
see, interpret, evaluate the division of labor when working on a commen
computer project, In the first part of the paper, we analyze the quanti-
Cative aspects of the division of labor. This refers to the percent of
invoivement of the two groups at eight stages of a computer project, as
seen by the participants. The respective images of EDPs and USERs
concern both the actual and the ideal allocation of tasks and res-
ponsibilities, In the second part of the paper, one will concentrate
on the gualitative aspects of the division of laber, i.e.: the exchange
of 1} directions, 2) suggestions, and 3) information between the two

groups,

The research findings indicate that as far as the formal, quanti-
tative aspect of the division of labor is concerned, there is an
astonishing amount of agreement between EDPs and USERs. There respec
tive images of 1) how things are, 2) how things should be, and 3} what
corrections are needed, are strikingly alike, This is not what one
would have predicted on the basis of the dominant hypothesis of a
"communication gap" between computer professionals and management
USERs.

(1) Research findings based on field observations, informal inter-
views and self-administered guestionnaires for EDP specialists
and USERs as well, in various U.S. organizations. For this paper,
only two firms will be used. They will be referred to below as
the "Petroleum Co," (324 EDP and 37 USER questicnnaires) and
the "Telephone Co." (286 EDF and 113 USER questionnaires),

(2

—~—

"Electronic Data Processing" professionals, which will be

abbreviated "EDPs" in the rest of this paper,
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and bear the entirs responsability: they ask questions, receive

answers; they give preecise directions to EDPs concerning objectives,
priorities, requirements and the like, Such views are highly ques-

tionnable, according to our Findings.

In Part 1I, we will cbserve that EDPs are not just information

providers: they also give a lot of suggestions,

instructions and
directions, Similarly,

USERs provide plenty of information (more

than what they will receive in return), in addition te loose
directions, and inadequately defined needs,

pricrities, and obiectives,

Dart 1: the quantitative aspect of division of labor between

EPDs and USERs.

e LR

The division of labor, quantitatively, corresponds to the

respective involvement of EDPs and USERs at various stages of the

design and implementation of projects requiring computerization,

The maior steps are listed in Table l. For each of the steps,

the respondant indicares in the first set of columms what he feels
is currently the percent involvement of the Epp Dpt,

and of end-users
of the system during that phase of the project,

Then, in the second
he indicates what he thinks the percent involvement

for each group should be (for the benefit of the company as a whole),

set of columms,

1.1 The actual

ision of labor:

Graph 1 shows the respective involvement of each group, for

eack of the 8 steps involved, as it is seen by EDPs and by USERs,

At each step, the EDP involvement (lower part of the graph) plus

the USER invoivement (upper part of the graph) totalizes 100 parcent,

1) According to the EDp image and the USER image, one observes sz

large agreement concerning the structure of the overall diseri-

bution of the division of labor, which is basically the same

for both groups. The rwe Gurves are remarkably parzllel.




ERs
Table 1. Division of labor between Eq;g and US

ACTUAL

at major sﬁgPs.
IDEAL

Definition of
system requirements

Development of rank-
ordered list of design
pptions

Development of detailed
system external
specifications

Design of system
internal specifications

Programming

Conversion and
system testing

Imﬁlementation (trainin
procedure guldes, equip
ment installation, etc.

Post-installation
review of system

Percent involvement
at each step
PRESENTLY:

EDP Dept. User

% %
g _ &
% %
%
4 %
5 %

>
X . y
7 4

Percent involvemeny
at each step
SHOULD BE:

EDP Dept. User

_ oz
” %
_-.»------—z z
— 7
A ———”“g
o z

(3:1 1)
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(2:39-50)
{2:51-62)

(2:63-74)
(2:80 _2 )

(3:2 __ )
(3:5-3 ____q
(3:6-1?)

(3:18-29)

(3:30-41)

(3:42-53)

(3:54-65)

(3:66-79
BLANK)

(3:80 3)

3. The USER line, in Graph 2,

2) The USER line, in Graph 1, is always somewhat below the EDP
line (7,9% on the average), indicating that USERs see the

actual implication of EDPs as slightly less than the EDPs
evaluation of their own implication,

and vice versa, Rels-
tively speaking,

each group shows a sliph tendency to over-

estimate its own contribution and te underestimate the contri-
bution of the other Broup,

3) Both groups agree that on the average, the EDP involvement

(71,5% as seen by EDPs, and 43,4%

a5 seen by USERs) is
greater than

the USER involvement (28,57 as seen by EDPs,

and 36,4% as seen by USERs), This is mainly so for stages

DLE,F, when the EpPs involvement approaches 90%.

At the
initizl and terminal steps,

one comes closer to g fifty-
Fifry distribution,

Graph 2 shows the ideal respective iavolvement of e
for each of the 8 steps involved

Again

ach group,

» a5 it is seen by EDPs and USERs,
» at each step, the EDP involvement (lower

part of the graph)
plus the

USER involvement (upper part of the graph) totalizes
100 percent,

1. According to the EDP image and the User image, one cbserves
a large agreement concerning the structure of the overall

distribution of the division of labeor,

which is basically
the same for both groups,

The two curves are remarkably
parallel,

" 2, The ideal line is always set above the actual line by USERs

and EDPs as well, indicating that the relative ghare of USERg

involvement should increase to the prejudice of EDPs (gsee
1.3 below),

1s always somewhat below (4.5% on

» indicating that USERs see the ideal
implication of EDPs abt a siightly lower level thar the EDPs

the average} the EDP line

own evaluation of their own ideal implication, and vice versa,
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; and to underestimate
4% as seen by EDPs, and

Relatively speaking, each group sheows a slight tendency to
the amount of ideal coutribution of each group.
should remain greater (62.6% as seen by EDPs, and 58,1% as seen

overestimate its own ideal contribution
On the average, both Broups agree that the EDP involvement

by USERs) than the USER involvement (37

o
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USER invol-
ER image
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.

-fifty distribution
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be above 80%. For the initial
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and concerning the fact that

H

. This is mainly so for stages D
actual and the ideal division of labor

.5%) and USER involvement should be greater at each

8.9%), and USER involvement should be greater at each
and should retain the biggest share but that such

5

correction” needed is smalier (-5.5%) in the uUs

"

actual and ideal involvement of each group, Again,

Graph 3 (EDP image) and Graph 4(USER image) show the gap between

should involve a greater participation of USERs and a smaller
In summary the two images (from EDPs and from USERs) of the

when the EDPFs involvement should
and terminal steps, onpe reaches a fifty
than in the EDP image (-8.9%). However,
the impression to participate more than
to be the case (36,4% va, 28,5%).

41.9% as seen by USERs)

smaller (-
step,
smaller (
step,

one for EDPs,

1) According to the EDP view, EDP involvement should ideally be
The

the EDP involvement (lower part of the graph) plus the

vement (upper part of the graph) totalizes 100 percent

3) Both EDPs and USERs agree that a better division of labor
actual and ideal division of labor indicate that EDPs and USERs
are in complete agreamént concerning the overall nNature of

a share should be reduced to a slight extent

2) According to the USER view
division of labor at each step,

1.3 The gap between the

EDPs do have,

the
4,

e
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n other words the l[lgIEdlIletS of the HDP "service"” to USERs are
I > ‘
made up with suggestions attd directions for more than one-half,

-half.,
information accounting only for less than one-ha

2) USERs request more than information.

d
f EDPs do not go "by the book", it may be that they are urge
I
an
do so by the USERs themselves, The USER pehaves like
w a ] d
hesitating client whoe needs to be guided, advised, directed,
esl '
it i tion
& not just neutrally informed, At least, it is the percep
ar
of the computer professional,

According to EDPs, USERs ask for (always or often):

- Directions 50.5%
- Suggestions 42.2% /A
~ Information 5%.5% L

’ .
expects
Tn other words, close to two-third of what the USER really ?__m
no , ‘ |
i tien'
eive from EDPs involves essentially counsel, informa .
to rec
matters being accessory. .
from EDPs
proportionally, according to EDPs, what USERs request
b4 bl
L 33.2% of directioms
involves:

27.6% of suggestions

39,2% of information

100% of requested EDP contribution

j i i estions,
3) USERs also give information, mot just directions or sugg

Aceording to EDPs, USERs give (always or often):

- Directicns 36,8%
- Buggestions 46.0%
~ Informatien 48.2%

i EDPs
Proportionally, according to EDPs, what USERs give fto
1 27.9% of directions
invelves: ‘
35.2% of suggestions

36,9% of information

100% of USER contribution
. PR . . :
} or infermation, in a ition to directions or suggestlions.
4} EDPs ask £ t dditi dir t

According to USERs, EDPs ask for(always or often):

- Directions 31.2%
- Suggestions 27.4%
- Iaformation 30.0%
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Proporticnally, according to USERs, what EDPs ask for
involves: 35.2% of directions
30.9% of suggestions

33.9% of information

100% of the requested USER contribution

In summary, the classical view of the USER &5 a man of power

(and that only), and the EDF as a man of knowledge (and that

only), does not hold. USERs are more "direction-seekers"

(50.5%) than "direction-providers" (35.8%)

EDPs receive plenty of information (48.2%) from USERs, more

than the information they give in return (35,5%).

In the collaboration Process between USERs and EDPs, tha

computer professional seems to have eventually much more

power, or rather influence, than the management user, The

latter is someone who needs help, rather than someone who

orders. The former is the Patron, rather than the servant,

We have seen in Part 1 that EDPs and USERs talk the same
language, agree on major issues, know how the work is domne,

complain very few about the present division of labor, aud

are in accord concerning the corrections to be done,

Instead of s communicatien gap, cume should consider the

possibility of an influence gap. When doth professional and

administrative authority (Etzioni, 1964) have to come to terms

with each other, expertise will often overwelight hierarchy,

In the case of computer professionals, the hypothesis of

"datacracy" (Rose, 1969; Brissy,1984} as already been explored,
Table 2 summarizes the respective contributions and requests
of USERs and EDps,

1} EDPs say: "you are asking a lot!"
indeed, USERs ask for directions, suggestions, or information
51.0% of the time (i.e., "always" or "often"),
2} USERs say: '"we are not getting much"
Indeed, EDPs give directions, Suggestions, or information

27.5% of the time (i.e,, "always" or "often"),
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3) USERs say: ''you are not asking muech, besides."
Indeed, EDPs ask for directioms, suggestions, or information

30.5% of the time (i.e,, "always" or "often").

4) EDPs say: "you are already giving a lot, anyway!"
Indeed, USERs give directions, suggestions, or information

4%.7% of the time (i.e., "always" or "oftemn”).

Table 2. The exchange of directions, suggestions, and information

between EDPs and USERs

EDP says USER says

USER asks for EDP gives
Directions 50, 5% 18.4%.
Suggestlons 42,2% 28.4% ﬂ\
Information 59, 5% 35.5% &
b 51.0% 27.5% :

EDP says ) USER saﬁs

USER gives EDP asks for
Directions 36.8% 31.2%
Suggestions 46.0% 27.4%
Tuformation 48,2% 33.0%
X 43.7% 30. 5%

USERs are contributing more (in terms of providing directioms,
suggestions, and information) than what they receive in return frem
EDPs. If they are "loosers”, it is not just because of such an

unbalance in absolute terms, but mainly because they do not recelve

what they want, and give unnecessarilly what cothers do not want.

EDPs consider that USERs demands are excessive, and should be
cut down. They ask 50.5% of the time for directions; we, EDPs,
can provide them only 18.4% of the time, They ask for suggestions

42.2% of the time; we, EDPs, cam do it only 28.4% of the time,

h . : o
ey ask for information 59,5% of the time;

that can possibly be

handied by us in only 35,5% of the time

Is it incompetence on the side of the EDPs Or i W1, -

7 5 1t uw Illng

ness 7 Rather 80, because, EDPs will say, USERs keep king the
Y as g2

wrong questious, givlng unnecessary

information
82 3 .
or useless guidelines, » unclear objectives,

In s i i
ummary: Iimpracticable requests



TO “READ" ORGANIZATIONAL CULTURES AND
TQ GATHER AND INTERPRET CULTURAL DATA WITH THE COMMANDC MCDEL
Lars EDGREN

The concept of organizabtipnal culture

irst one
i ipti jzts of twe parts, the firs
wing descriptlon Consle ne
e g%?ii how an uninitiabed oheerver can_";ead" the CUIt;;e zicgnd
déscr;zation by mearching for culture-specific pheniiena.LEle T
Dlginis about a concrete working method where you alternasely g
pard
and interpret cultural data.

W k

There is a que&‘.blon we have bo alter before we explam how we wWor
=

WHhEL We Ebudﬂ‘ the culture of an organization.

i i 'J ‘\_

% How do wa define the concept of corganizational culture? \

i i & iety, a
Our work origipmates in the following notion. bﬁust ;i nbioaézié, o

g i C . o
i i tribe or what it may be, ok

B bore, oa o i i in itself can be a culture, AR
aonsbitute & culture, an prganization in e el ons
;rcanization maintains boundaries, has its gymbols, J8
and live with ite rituals,

i i i is
The yeality +that +the members of the orga§1za§1;2d exgsflzigg b
i it has develo ; 4
its history and the noras it 2 .
i;imiiaaﬁgz;tional cozls and the different ways they are achieved

Some _charting-ppints and foundabions

i i iaf lopok at where we stand
continue let us btake a8 brie .
Sﬁigizt‘lely and exﬁlain foundations that rule the way we work

i i tati and

The nmethod is gqualitative and we emphaz&se 1nt:iszzna2;§n e

i F llected. e ours

ng of the data oo " C L e
933%?2::23; “when we sctep inside an organxzabxnn_ttz_Vgazziuation
%n;erpret culturzl data. MWe make as it were a gualltati
int Re ] ; :
of &he culture in the specific organizatiom.

Lets
The way we sbudy organizablonal cultuyes resembles hzw ethoologis
woik wien they 5tud§ different societies and cultures.

i hat we zee and hear
we interpret and put_tog?ther W ; =
Jugteizizgizeiol Together, these enbireties form an‘lmag:aiﬁfpnint
z;'nkina and acting of the organizat%nn.A Nh?n we at ; Ciiaitg oint
fl time draw ou%, or uncover deminating ideas an it 2t
gawerfully affect life in an orgacization and dopumen '
cabch an instant picture of the culture.

i i ion, Hereby we
Later on this picture is given back_tn the o:%?nL;aZ;QWhat e
pen uprfor the crganization’s own interpreta 1onTh'5 e tont
g. ad ~ 1 e what we think we have seen and heardL Thi e Hiporiant
i .
5?§"e the difference bebween a correch inberpretation a
2 I .
common opinion, sometimes seems to be subtle

i i i ai e and
Except drawing out hidden meanings in what is id}ddeigdthigﬁs e
tﬁerghy givin& the reality & meaning, we also led B e
heir messages %o us. Buildings, interlors, coglors ebo han Ao e
IE;;: from them? What other noticeable things gives
messages about the culture we enist ia?

a6

Perspecitve

Our perspective is pot like that of the
way that he classifies and interprets from a reality defimed by the
organization membexs. His way 4o work is characherized by a trial %o
S5ee the realivy through other pecples ayes. Inztead, we are Juests
or contemplators uninitiated that "open up ourgelves® tc the cﬁlture
of the organization for a very short paricd of time. He are careful
oot to stay too long and beceme a rart of the cultuare ourselves, We

come at strangers and deliberabely call everything we sge and hear
in question,

actor-researcher’s in the

So, if the actor-approach means o inter
the things they =2y and do,
perspective ~ implies
independent
with them.

pret what people mean with
fur uninitiated appreach - or peep—hole
that we interpret words and ways Y0 act
of what the nembers of the organization themselves mean

The experience we already have
cultures is a part of our frame of
our search as a compass.,

from different organizational
reference, This knowledge directs

Level of abstraction
zEVE. Ol abstractigp

Qur level of abstraction is the entizeby. He sbaxt Yhere and return
when relating +the parts. If we, for example, study solely one
division withig 3 todpany, we define this division as the entirety
%o which we relate, There is a big risk to go astray and lose your
way in  details if you do anpt constantly ask  yourself hew  mozh
meaning the parts have ig the whole context. Another approach is to
study different subcultures and how they interact or not.

DATA GATHERING

—-—
Intervigws

el Yo EWS

Interviews are our most important method for gathering data. He |
almost exclusively use private intervisws, The questions are mora

suitable for person  to person dialogues, though we have tried
groupintevviews a couple of bimes,

Regarding the interviews,

itself =should engourage the
when we make underlying

interview, The questions are
distancs 4o everyday life an
to stretch, or even get shock
situation where the interview
culture through a series of

it is imporbant that the procedure in
organizational oculture. This happens
values and norms obvious for those we
different in the way that they create a
4 make it necessary for the interviewee
ed in his concepbual frame., We croate a

€8 becomes aware of the organizational
"AHh-experiences"”,

IY iz therefore
opens up the dialepg
important for us as
situation.
%o think for

important to create a friendly athmosphere that

ue in the beginning of the interview. It is alsp
interviewars to feel the tythm and puls in avery

Some people get inspired very suddenly while others need
a4 little while before Yhey give their answers,
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To trade small against big is also important. As soon as we npobice
we are involved in small unimportant details, of oo interest for our
project, we change this by going from details to entirety. This is
done without giving priority to one thing before the other. Iastead
we relate them to each ovher.

We also +ry to interview those who are willing to share bheir
thoughts and feelings about different situations in everyday life in
the organization. But scmetimes an interview fails; gives nothing
and +the dialogue stays away. Both parties feel it is wasted +time.
Whose fault it ever may be, we have to end such an interview fast
and in a suitable way.

What different categories do we choose to interview?
They can he divided intec two groups: o

* people who moulds the public opinion (persons who have a great in-
fluence, without considering their position) ;

* aod other employess

The public opinion moulders are often managers, ‘trade-union leaders
or specialists with a high status.

Among the category "other employses", we often choose to interview
incoming orders clerks, swibtchbeard operators, recepbionists and
manager scecretaries, all an exzample of groups that wusually have
access to the cultural keys.

£11 the voices from "the floor" also have to be considered, %o speak
in management terms. Different interviewing themes will be discussed
later on in &he article umder the title "The culbtural keys®.

QObgervabions

As a complement to our inberviews observation also belomgs %o our
technics of collecting data. The spirit, cooperation, commitment and
so on, i% also possible to registrate if we expose ourselves to 2

hread surface of contacts. Information of this kind can for example

be found in the reception, if we sit dows In some of the visibor
chairs and study all the meetings that take place there. For exanple
visitors who are received or directed to a new place. The way pecple
are welconed, is an important cultural element. Another way is &0
have lunch in the staff restaurand., To wait in a line, sit down
amony the employees and chat informally, also gives yz a unique
possibility to take a bearing on the spirit iz this very culture.

Here our oublock is open. We do not expect this pr that 4o ocour. He
are prepared for anything %o happen. Curiosity and happiness to
discover things guides us.

Under the +%itle observatioms, is alsc a study of the physical
lepalities included: buildings, interiors, coulors and so om. -3
gamera is very useful. Is there contradictory elements in the
culture? For example is there a big distinction between the
crganization’s attitude towards managers and other employees? Strik-
ing differsnces ia size and interior of the offices is an exazple of
such gontradictions.
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—_—
Secondary data

Advertising leaflets, videps
and. annval reports are ail sécu
zation chooses to appear towar
pPressure groups. In a large or
information since ; c :
an archive it i i
informatioﬁ tlt i5 always possih

Hhen we gather cultural data thesa 2re the

rossibilities to o -
documented, ellect relevant informati

guiding words: all
ot should be utilized and

—_—
The cultural keys

I% is not our Furprose Lo desori
Yhem. They have to be chasen
However we haye found some

culbural diagnosis; ®

b: thE-qUEStiDRS W& use or why we use
a? sul? every single organizatipn
B points to be important in thé

1. The saga
- The i i
creathn of the o¥ganization, i e how it al1 Startad
- why the organization was created
- the founder apd hie persenality

- epochs, milestones and critipal avents

- herxoes,
fluesce

i : . :
[ hlstor1cally important personalities and their ip-
2. The primary tack
- 1s the bask still 4he original one

- h 3
ow deeply rooted is the btask AORG the employees

3. Rituals
- what signifies the everyday work,

1 - -
contro routines meeting rout =1
r 4 roes,

fcr_ Example atbest- apg
declsxan—taking, coopexa-

4, Ceremonies

- celebrations, parties, appeointments etc

3. Spizit ang rride
~ how the atmosphere is

~ 1If th
1€ emplovees fael proud over their organization

6. Rewards ang punishment

~ what is 1t
understood as positive, respectively negative

s:aff—magazines, rroduct-broschures
2 ary data revealing how the organi-
5 employees, ocustopers and other

39




7. The soul

le
uple of guestions derived from other worlds, for examp
-a co

ahl gdom, the anima ingaom o a
the family, the vegeb ble kin 1 1k st ¥ th
carbranch hElpE us o catch the dEEp character features of the

organization

The points above, are mapped through personal interviews,
]

Selection

i v i i ¥ Witlhl an
5i the investigation is quallt-a‘bwe, we try L0 work
noe £

i i iews; we
teent, as plentifel as possible, Conce?nlnghzhei:zziigewee’iif
iziiily finish 2 fruitful dialogue, 1bye§5§;29 iz willing to geb
other employ A : ent
heiShE'egzg E?Egezﬁisaniay our investigation to a certain extfn
intervi .

becomes selfgensrating. ) ~

i i hard to specify the
the choice be? I% is very r Ny
e o ot inporis 4. We ought %o conbinue
i i needed beforehand. g : . n
Bumbereuihzgzzzzézﬁiy satisfied, 1 & when further interviews do n
ar = i
g?ve us any essentlial new information.

the

i the eollected material hardly can be _data—pr:giziggi e
S N 1d t be larger than you can bake in the lal and
e 'Shou't nonuall'_.'. _By experience we know that one pgrf oo
work Wl?h ld m;ﬁ interviews, which means that & group fDr it
handiia nz;zn able to evaluate 75 interviews. Ehtieciiiiltz i
rect re wWe YEepor bs b
i througgitttg?i Eigzi5§hzheheadlingp “Inbergrehatlon . But
gt?gié tﬁzzesoge words aboub our interrogation—technigue.

a8

Gimulated situations and metaphores

i ocut simulated situations,
T hat they o uE:queigtgziCZhizwgizistzz interviewees cult;reé T?:
- tha? s Cria then sgep gut of their own culbture §nd 109 fzuence
i 'tz maee This is possible, since our qgestlons t;n_r ace
e :15 :de.a strangers seat to be ab}e to“d1§ccv§rw5" ei
Eiiziie gnmpare the rea;oning under the title "Intervie .

i i i be as follows: Imagine you

i irulating a situation, can gine To8

: queiﬁ:ﬁ?ﬁg i;: newspaper & Sunday merning and suigznégesy:ha phink
;gﬁ disgover z big headline aboul your company.

iine read?

i Y
o xample magi it i ¥ ht you are at a par
Another e le: ipe it is Saturday night, t
@ happen to h:aar some people you 4o nob know talk badly about your
an a %

company. How do you react?

i i put  the
We use metaphores to geb 5uﬁ@1ng Eirdv:iuzzgizzslaaEtaphorES
ani i soul atherwise, this Lz : vaphore
or%nnlz:ttgnitvzzg éhe concealeé, hidden sides of the organiza f
mor i - ious.
:Eepcore itself, but also the opposite - the obvi
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& metaphore aims 4o characterize a
something totally different, ag exam
“If the company were a topl, what k
to be?" The instant, gpontanecus ans
interesting thing is what different
ates to the topl, Therefore the first qQestion has %o be followaed up
with for example: "Woula you like to

describe the tool thoroughly?"
The hidden aspects are 60t reveald until the Yool is described more
in detail,

phenomena with the assistance of
ple of this type of question is:
ind of tool would You choosa it
wer Is rather uninteresting. The
qualities the employee associ-

INTERPRETATION

Let us establich the fact that the
related to the primary task +to make Sen
we hear and ses to the orxganizational

It ic the difference between the gultu
and all +the other cultures we have g
culture.

interpretations have to ba
S@.  How to0 relate the things
Yask is a standing question.
¥e we are studying right now
lready studied that ig  the

1t is so, we are not aware of our own culture
ed with other cultures, People yeact on aiff
actions are "pormai" and accepted within =11
react, Thig is the reason why our questions
viewee pretend to be g stranger,

until we are confront-
erences, As long as all
¥ culture, we do gppt
aims to make the intey-

If the data collecting is BaSy and stimulating, the
is demanding and takes time

. preunderstanding means.,

Openess ic another important as

interpretation
. He have already mezntioned how much

pect. WNe have to be aware of that our
own  understanding for cultural phenomena ®ay alter. This includes

20t the least the dialogues we have with the ones we are “inter-

viewing”, and our immediate interpretation of what is said during
these dialogues,

We try to find the features and elsments in  the
forcefully influence behaviour. We are looking

how the parts cooperate with the antirety,
central conceptigns ang manifestations.

culbure +that

As uninitisted, we cap mediate 2 snapshot of 4he culture, HNith
taperecorders and cameras we "freere" the cultura at a specific
point of time, interpret it and zefleot it back to the organization.
Why a snapshot? Because our view of the reality ohanges through
continuous communication processes. This means we can not lay claim
o the picture we mediats of the culture, mare than exactly at the
point of Lime we analysed it. OQur view of culture slter apd the way
the organization madiates their own culture alsc changes.

PRESENTATION

How %o presant oultural date is as important as the quality of the
result of the study im itself, Qur investigation instruments arxe
very eaffective ang sometines there is a rick to  embarrass the
organization if we present cur data straight up and dowr, For that

resson it is quy duty to balance what data we shall feeg back
vespectively refrain frem feed back.



where is commonly resistance to presenting all celt;raé mzitzi
¥2US v"r: %0 nibble at whab people reslly @o, attth21r iz?Dimation
tation iaformatioen,
i e really have found s§rong . b '
zilzatiﬁzaérggnization’a vepresentatives might be inclined to  deny
a
This makes it harder,

: s "
ther azpect is that the people of the 9rgan12a?10n us:illygzziidz
Anzstiuctdand uphold an image or & fromt iz relatiom to the
co

world,

: . 4

Good  culbure studies will penstrate this fyonh and E;§GEE :gzzagoae

Dg bad sides in the organization. By‘gnlng unger ?1§P5ur591v55

aPll ac it were, unmask the crganization. He w1lltd{1 ;_25pec1al

o 4 in ¢ i why people act in 3.

senceé in the guestion, jspecial

o gz ?Eetiz unmaskin in itself that can appear @hre§th?n1§gtant‘
way.e1* da%a without beeing threathening or condemning is mei
present r

How do we do that?

i i i is in the form of a fairy-?alg. The
On? tale horrezzgzehzzebg;agzzzntage not to be thr&athenlzgh SEZe
fal¥Yﬂt?lE . tors within the organization can be allowed o, l-tz
dﬂmlnﬁtlﬂg agh saga. They can, whenever they wacot to, zehuve
igzg;Z?veénto tﬁe char;cterg in the falry-tale. But they 4o nc ES

M 5 : : a
4o they can always say to themsetves: ih:mmézzggiligaz;zgfzgry_
! - - X _
iry— " the thing of importance !
Ea;ry tai?ll §:Zch out, gight~ and sound-e=ffects could he used %o
ale -

create a fairy-tale atmosphere.

i i d

"trick" is to use guotabions from parsons hz:bgz;;sgieé
in0§2§§ for this very culbure. For example someth}ng tai e ten
;ggl message or essence of what most people hazg gl;igigian_managers

it-ori ¢ COmMPany, e e
strongly profit-criente 2 vis Saagere

to-? I:ntato onegof the profit cenbers, ig an examPleéh_I dD?E gYEu
Etagzin if vou have soap im the bathrooms — %he main ing '
a +
chow mE some results!”

i It is &
Pictures, is a third way te wividly dgzgrlhidzhe gzligiié - cut;
ay to express oneself than wi words. c s
?tzgngsz ozzgnizatign's own printed mabtber, winded with the pho
wz have been baking during the process.

i then~
1 not be seen as threa ;
iz %o use skebches. They wil ] L o Thes
% fourt?t;zi You need some acting valent if this pxese:ta;:ggr;iSly
be ! uicessfél Five %o six short character-plays tha Rt
gzcciibes some typical situations with a clear message, i
is needed.

i ferabl
Video—~technique could alsc be used to make a shoyt i%lm, 5§:re yng
%th some help from the people in +the organiza 1Qn;citinq poas
0t = i snes. This is a very ex g
ighlight some typical culture sce .
Zigo péagible to use in study-circles afterwards.

it 1 igaticome at
It i % it Is the organizaticns a
& usually experience tha 2
Unfergigizeizﬂewof devalopment, +that really dares talcagizin;rggile
:;Eir own culbure. Well, our message, and the psy:h:izﬁiwe e
éfethe receivers has to decide what kind of presenta
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THE COMMANDO MODEL - A WaY TO GATHER AND INTERPRET CYLTURAL DATa

OPERATION MAGIC FIRE

The task

Te give the readers a feeling about how a commando group organizes

its work, we open up with a realistico description, Tha interesting

Yhing is the methodology, the way they act, absolutely not +the
result.

The hijacking of Lufthansas Boein

g 737 flight i81 from Palma has
lasted for 12 hours when the Hestge

rman Government decides o put in

the terrorist combat-force "Grenz—Schutzgruppe)" (G5G-9}, Every man
in  the greoup is a champion marksman, knife-aexpert, karate—expert,
diver and an alpinist,

A4 couple of minubes after the Govermment dacision was taken, the
commander of +the force, Ulrish Wegener and hnis zg hand-picked
seldiers are flown away to trace the hijackag plane. The force

immediately sharts to prepare for their task - a rush abtack towards
LH 181 as soon as it has landed,

The hijacked 737 finally lands, after a couple of ordersd, touch
downs, in Somalia on the Mogadishus airpert. The purder of the
captain  that +took place during the internediate landing in Dubai,
speeds up the praparations for the German commande force's effors,

Somalias Fresident, Muhammed Siad Barre recieves twp telephone calle
from the Federal Chancellor, Helput Echmiadt, Finally he gives kis

signal ‘o Schoidt: "Your Wes can sbtart." The force who are waiting
on Crete gevs the mESSage per telex,

Right after nightfall ghe combando-forge s Boeing 707 lands, with
just the +4ail light 1it, on Mogadishus alrport as fax away as

possitle from the hijacked 737, Then it slowly rolls awsy towards
the far and of the runway,

The commando soldiers, dressed in darkblue and green and blackened
in their faces, speaks over Lo the tail of the hijacked plame with-
cut being seen, Now their skills really will be tested. Inside the
plane are 82 bassengers, crew and four wilg bYerrorists. The storming
has to be fast ang methodical to aveid a big massacre.

Metallic ladders are scundlessl

¥ put agaiast the plane and magnetic
explosive charges ars placed on

the left side around the doors, A
moment  laber the doors are blown out simultanecusly. fThe soldiers
that climbed up on the wings sucks out the windows by the emergency
exits through a very low prescure equipment from the Britich army .

Each of the two soldiers throws a hapdgrenade o
Plane. HWhen +they axplode the cabin is filled
and 2 Dblinding white light. The grenadec
splinters. Two commandg soldlers with protect
rlane. The two First hijackers ara shot down as they, paralyzed by
the blinding light, stagger ocut of the cockpit, The terroristisader
is shot when he insegures a handgrenade that detonates in the front
of the plane without damageing more thap parts of the interior.

f phosphorus intc the
with a forceful bang
do  net  produce any
ive goggles enter the



i i i b gunshot is fired. The
t toilet door is opened slightly. g = e
gﬁileiroﬁits th; bullet-procf vest of one cotmandg soi$1:;; :zrrﬁi—
i ired st random
i fire. Twc mpre shots are f1¥e
?;;:5 Ez: they just hit the cabinceiling. Then one of ghe female
;erx;rishs falls to the floor, bleeding from several wounds,

Five hundred meters away, the pilot who trausp?rted th; znmmiggz
troup describes the evends to the management in IFrankszz ﬁ S
i inside oan Ty
are open, the guys are getting iuside, bat '
pt:;fedDEESthe hogtaée rushing ocut... T@e s?lélers havg everything
ﬁnder gontrol... It is over. The action is finished.

i i HE d like to kndh the number

furt it briefly comes: We woul W ° T
gio:iiizgkaﬁi wounded., & few minute§ %ater EDPEE the angwer: "Three
tarrorists killed, the fourth badly injured.'-

.
"That is understood, UK says Frankfurt., "Return to your: base.

With +the exception from the earlier murdered captain, all of the
hostages survives the drama.

i i i in speach of the
i n Mcgadishu is later commented on, in E h ;
gzger:ftéﬁznd;ller?.. "The eveat has made a deep, calming impression

on our people.”

The accomplishment

Let us make =2 short summary of how the commando raid is carried
through,

We can find five significant points:

* Accurate planning
k Timing
* Burprise
ituati trol
ickly have the situation under con L .
: guéiici withdrawal as scon as the surprise element has had dg51red

effect and has not lost its value,

i ibe ancther commission,
i this background we continue to descri
igz;gzgon HOT CAT, +that in its methods, resembles the way commacdo

soldiers execute thely tasks,

OPERATION HCT CAT

The task

In +%he beginning of April, 1583 I am commissioned toksp:ri::m tz
sepsitive and strongly Gtime-limited ?aEk. ‘In th?ee Zeescandinavian
practically lead a2 culbure diagnosis pro?ec? 1;EK | Seandinavian
service company with ?OOS employeisdaggritgzligggany'Slgqp eyt
. e result was %o be presen ed . .

g;;;itEZE gt their nerxt meeting during the flgst weekdizcﬂzgingAmgﬁg
other things the diagnosis was to form a basis for : ussing and
specifying the organizationsl gosls and fundamental view

in different important questions.
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The project nesded 4o he manned with a couple of discerning, not
#asily stressed collaborators that could travel together mostly in
Scandinavia 4o collect data. To succeed, we would have 4o work
concentrated, fast ang methodically and in a, for the oclieat,
sotiewhat unusual way. We had a very short tipe to our disposition,

totally 15 working days from the start to the presentation of ogur
Yesults,

The birth of the Commando model

How would it he possible, in such a short pericd of time, 4o carry
out & culture diagnosis  without drowning in all actions apd
behavicur that manifests the essence of a culfure?

We realized that a detailed study, similar to that of the ethno~
logists ascuracy would require too much time and invelve a risk for

However we found that = passable way to work, would be to use the

same principles as commando soldiers do when they prepare and carry
out their actions,

This is how the commando concept was born., A commando force iz 3
group of individuals, specially trained for raids, sctormings, and
other "lightning acticns", The broup is acting indEpendently under
its oconductor. The conductor himself is working tactically and
independently to reach the strategic goal. To become suocessful the
performance has o be unexpected and surprising to the target group,

Anyway, our "HOT CAT OPERATION" was quickly manned. Three consult-
ants were going o make a series flying visits at the gdifferent
units of the company. At the "base camp" we had ome back-up consult-
act who was ultimabely responsible for Yhe operatiag,

Commando soldiers ayre led by military tagtics, The clearar the
management has fixed the strategy of an operation, +the mare
independet the forge can work., The individuals are also led by a
military doctrine, i e a smet of instructions shared by everyome.
Thereby they develop a common moral attitude and behaviouny patbtern,
The troop managers can, with full confidence, give the cperational
respengibility to  the leader of the troop without controlling how
the task is accomplished.

We opurselves, had had our first training in something  that later
hecame & research program.  We learnsd to work with organizational
diagnosis ig new, different and more fruitful ways. Through some
meetings with the leader of the group we eventnally agquired a
common  frame of raferences, According 4o this approach, & culture
diagnosis can serve as a starting-paint for & development progran
where strategy and culture is EFrought inio better agreement, i e
strategy and  culture will aventually cooperate o help the
organization attain its gaals,

In our design, the commande model is in the first place a way to
alternately gathsr ang interpret cultural data. Simply a bechpigue
0 gather and interpret data, It asks for rapidity, intensity and
coordination  together with & dreat adaptability in shifting
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cituabions. We have to be prepared to take bime by the forelock when
we gagher our daba. Daba vhat mostly comes from the 7 point model
described under the title "The pultural keys".

On the other hand, for us the adjscent congept Comando Cansultants
{CCY stands for a qonsulting style which means that you ‘belong %o a
wategory of consultants whose professicnality come o advantage in
flezible and cemplex situations. *

B
The collecting and first inberpretation is done during & shord and
intense period of time.

The "Commando group" wend ocut vogether to the unite agreed dpon; Qur
client had zlready informed the managers about our visib, whao had
found a contact person abt each unit for us. AL our arvival we were
shortly showed around and thereby cur prasence was anthorized. Every
general nanager had further prepared oux visit by seeing 4o ‘that
epployees would be willing 4o get interviewsd during the day.
Important “bearers of culfure" (public opinion moulders) were booked
in advance and &t our arrival we received a 1ist with meeting
schedules.

Three shteps

Alas, we arrived with cameras and taperecorders. After the first
tour of inspection bogether with our cosbact person we spraad out to
work individually during the day.

A1l the three of us, in the group, used the day for individpal da-
ta gathering. We worked with private interviews angd direct cbsaxva-
Lions. Secondary material was mailed to us. In the avening we made
an individual analysic and interprebation of the data we had ga~
thered during the day. After that the group met to compare, control
and put our material together Yo & gCoREmon interoretayios. This
threa-step pattern of individnal and mutual work was used day by day
during +he collection of data, The positive sides with this tech~
nigue was that we had three independent bearings from the start.

&t night, when the group had made their common interpretation, it
reported the results to 1ts "headguarters” and at the same plaoned
for the pext day. New places to go, new unids to visit.

When the data gathering and the first preliminary inberpretation ouw
in the field was done, we continued to look for patberns and charac~
teristical poinbs at home. The interpretation and reportwriting Yook
about- twice as much time as the gathering work did. Tapes had b0 be
listensd to, phobos developed and all the material put together in a
report. BSo we made it all in ten days. Thres days for gathering
data. Six days for analysis and inberpretation and writing the
report at home and ome day for the typing of i%.

What was the difference between the operabion HOT CAT and MAGIC
FIRE? Of course, the goal for each operation. HOT CAT was done to
make Gthe organization stronger through clarifying the culture and
thereby being able to influence it. MAGIC FIRE wanted to break down
a resistance, to make the enemy harmless.

The Commando model is only one dimension of the cultural diagnosis
technique. It is a paradox in the way that it sctualiy makes one

a5

zzinkoof : technical and instrumental view of organizational cultur-
. n  bhe other hand, we have to ramember that up till now :ﬁe

conmando model has been tried, nmodif; i
ful of different cultyral stuéiea, Hfisd and refined ehrough & haad-

The strenght with the Commando model is th it i

. ‘ at it is a f i
fﬁshgﬁfifn:? fxng relevan? coltural data. The shallowngzz a::ci§$;§
ibe ntx tqzchva ui: We discover the important features and turn the
eekne ave ittle means and lack of time b0 pur advanta
q e overall picture and do not risk to get stusk in detailge-ng

g a n  obtai a I X eh 1t ¢ Car
fou ti £ 1 t +
organizatio tains dation om which 2n ry on =]
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SUKMARY

The translators

We hav given examples how you, as uninitiated, can worﬁa when
diagnosing an organizatiomal culture. We also have described a
concrete technigue for gathsring and interpreting culbural daba, A
fast and exacting techoique. But may be it is har® tol find
alternatives, If we investigate for a loag time, we risk ta’bqbomg a
part of the gulture and will not cateh the snapshot views we find
through the Commando model. We are the translateors, tramslating and
inberpreting +the things we hear and see, ag careful as possible.
Hopefully, cur pictures oreate a knowledge that leads  the
organization forward, bowards gozl clarifying and in the long rum, a
higher goal accomplishment,

Semantic scales

b cowplement to the Commando mcdel is Yo measure different oxganiza-
tional feztures with for example semantic scales. How the employees
themselves understand such a thing as the axtent of:

% riskbtaking

* feadback

* papabiliby to act

* individusl freedom

k gpeness

% capability bo solve conflicts
% wiliingness to debate
% yichmese in ideass

% learning capacity

* challanges

* confidence

* pride

And_then what?

A cultural diagnosis with the help of the Commando model is a powen-
ful intervenbtion with lots of openings. It is Important that the
panagers, before we start the investigation, are inberested in
continuing the process started. This they do by taking the conse-
quences of the diagoosis. If they are ot willing %o do this, there
is a risk that the positive effects of our woxrk will stay away. It
ic also impertant that the people interviewed and those who in other
ways have given us help or suppert during our work, very scon will
get the results of the study. The best is probably to let them
attend when we present our conclusions.
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Stockholm 1384
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THE COUNCIL OF TRENTO AND HOW IT REVEALED NEW SKILLS IN THE ROMAN

CATHOLIC CHURCH
Vincent DEGOT

First, I must apologise for not speaking?pn the subject
armowunced in the programme you recelved, my -excuse being that I
felt 1t only fitting for some tribute to be paid to the ancient
City of Trento. I thus improvised this hastilyswritten and
barely documented paper.

When discussing to-day’s meeting wilth Antonio Stratti*
while we were at Antibes, I wag surprised to see that nobody
intended to offer te the Symposium of Trento a paper on the
Council of Trento.,  Although no expert on Chureh history, I
was unable to resist the pleasure of filling that gap by showing
how there 1s a connection between the Council and our subject
of management skillls. I have two justifications for this:

~ firstly, there is the fact that we are meeting in a
c¢ity which, to my mind, has had a decisive influence
on Church history lasting at least three centuries,
while the Chureh itself i1s a form of organisation whose
skill has enabled it to survive for close on two thousand
years; developing forms of zctlion which more modern
techniques = ranging from the torture chambers of Latin
Ameriea %o the brain-washing clinics of Eastern Rurocpe =

might well envys

- secondly, it happens that one of my ancestors, named
Bertrand de Gobt, took the style of Clement V when he
was appointed to the Papacy. History recalls that he
was the first Pope of Avignon and plotfed with Philip
the Fair the exterminatien of the Enights Templars.

Falling proper academic credentials, I thus have both
objective and more personal reasons for wishing to improvise
this dissertation (roughed-out only yesterday on the City’s
magnificent Piazza), relying solely on my memory and hoping
not to say anything too foolish - or, that if I do, nobedy will

% the convenor of the Trento Conference on "Skill"
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polnt it out and my tale will hang together.

What are the facts I can summon to ming ?

At the start of the 16th Century, the Church structures
w;re still partly those put in place during the exile in Avignon
which marked a period of intense organisational actlvity. ,

In 1517, Martin Tuther posted on the door of the castle
church at Wittenberg hig 95 theses. To a1l appearances, hi
intention was not to split with the Church, but to ﬁenou;ce .
number of wrengs he found particularly disgraceful pointin )
amongst other things to the low cultural level of ;he priesihood
many of whose members were completely illiterate and lived in ’
miserable econditions, often in company wlth wives and children
He also protested against the dispensation of Indulgence, b )
which practice salvation ws promised in return for cash., 7

Luther was protected by certaln German princes and his
protest, coming at a time or great soeisl unrest in g patchworlk
of small States, rapidly found a wide audience. No attempt
at reconciliation %o stem the tide was contemplated by the
Medicls Pope Leo X. It must be said here that Luther’s revolt
was then just one more in a long series of such incidents goln
back to the 12th Century, some of whieh resulted in internal *
reforms while others subsided into local heretical communities
g;ny of t?e rebels sought a return to the purity of the Early |
amzi;h;hez:.Italy, the fraticelli and Patarini movements were

. I will not go into the Teasons which enabled Lutherism
© spread so widely, nor discuss the Church hierarchy’s failure
to grasp its implicatilons. It was not until ten to twenty years

s




52

later that these were recognised, and the same‘hiéharchy
formed the intentlon to convene a Council which would decide
what measures to take in the face of what was now él&arly 8
serious threat. However, at that particular time, .Charles V,
Holy Roman Emperor and King of Spaln, did not want the Church
to pass a sentence likely to estrange the Protestants and
complicate the political situation In Cenirel Germany.

This was why so mach time was lost, with the Couneil
- not meefing until 1545, when Paul III was Pope in Bome(l).

At first, the Councll seemed set on a course of reconciliation,
as Protestant observers were invited to attend. Its sittings
lasted for eighteen years spamning the reigns of at least three
Popes, Panl III, Paul IV and Pius V - nol continuously, of
course, but with interruptions betwsen what I believe were three

main sessions. No concordat was to be reached.

There are four poeints affected by the main decisions of

the Council, as far as we are concerned here:

- firstly, prevention of the most outstanding bad practices
denounced by Luther, and reinforcement of the powers of
the blshops: prohibition of dispensations of indulgence,
obligatlon placed on bishops to reside in their sees,
and forbldding of the holding of more than one Church
benefit; ’

« gecondly, ilmprovement of the qualificationsef eccleslasti
to arm them for the docirinal battle against Protestante
ism. There were two main approaches to achieving this:

(Dppis text is a full transcription of the paper read at Trento,
put sfter revision by a specialist. In the meantime, I was
able to check a few polnts: Charles V seems to have supportec
the Council in its outstanding difference with the Pope as to
the respective powers of the two. As I thought, the Council
was in faet convened at Mantua (1537) and later at Vieenza,
before finelly meeting at Trento).
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= organisation ef seminaries in their present

form, i.e. providing z cours
e of
priests prior to their belng ordaigggf for secular

= and recognition of new relf
gloug orders (J
Oratorians, Theatines, ete) = the "worldiyﬁsgigggé

as opposed te the older on
monazsteries or convents; o9 clolstered in remate

= thirdly, a number of ritual and liturgical changes (the
Eoly Sacraments increased to seven, instead of only
baptism apd communion as previously}. Herae, the Latin
Mass was introduced in the form it retsined until
Vatican II, lkmowmas the Pius ¥ Mass after one of the
popes coming just after the Council of Trento;

« Tinglly, much work was put inte iconographic and archi-
tecturzl innovations designed to strike the imagingtion
and put the fear of Hell’s fires into the hearts of the
unblievers, Religious imagery was stripped of all the
apoeryphal references introduced in the Middle Ages
with the Golden Legend tradition (resﬁoration by Baroniu
and Charles Boromde). A good example of this is to be :
found at the tomb of st Ignatius of Loyola in Rome.

Mention must also be made of a large number of decisions
of symbolic importance which were taken at the Couneil, although
not direectly within its terms of referencs, inecluding ;he ve )
rapld cznonisation of the founders of new religious orders: r;;
Philip Neri, St Ignatius and st Gaetan Thiene, -

?utting all these initiatives together, we c¢learly see them
as a riposie 1n snswer to a speseific threat, hence the name of

the Counter~Reformation. ofven th
on'g ¢ perliod immediately f
the Councll of Trentos v Fonomine

eels
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- Protestantism was B subtle veriation on!the Catholie
themea. Both agreed on 95 percent of the basie articles
of faith and i% can be considered - especlally locking
back from a 20th-Century viewpolnt - that there were only
shades of difference between them. The Protestant
enemies were intermingled (geographically) with the
Catholic population, and the ideological separation was
a narrow one,. In actual fact, the most seriocus thing
was that they denled the authority of the Pope. This
meant that the priests of Rome had to be more versed in
the dogma if they were effactively to present the argumer
of God?s real presence in the Hosty

- then, the Protestant heresy was very different from the
early heresies, which were much more localised (such as
the Cathares) or came from contacts with enemy religions
such as Islam, where politieal differences entalling the
risk of warfare were also involved. Even though, follov
ing the principle of cujus reglo, ejus relipio proclzime(
at the time, Protestantism tended to become identified
with particular geographical areas, the Christians of
different dencminations lived in close preximity to each
other. Consequently, the evangelical priest not only h:
to be better trained, he also had to go out into the
world, descend into the arera of dissension, and seek ow
and fregquent the heretic. Many of the new religious
crders in fact regarded themselves as Soldlers of the
Church and owed special allegiance to the Pope.

We may thus speak of a new~found Church skill which came %
the fore zt that time and which was given formal expression in i
cancns of the Council of Trento. This new skill was most parti
arly in evidence with the Counter-Reformatibn;-whose actlve perd
lasted up to the end of the 16th Century, but also made 1tself
felt in other ways, such as its influence on religious art. It

va/ o

effectiveness was proved by a number of succesges (seen from
the Catholic standpoint, of course). Some of these were |
achleved entirely through the splritual sndeavours of the
Chureh, such the reconversion to the Faith of Bohemia by Feter
Canissius (later %o become Pope and then canonised), whersas
others received the assistance of the temporal powe;s like the
French Wars of Religlon which culminated with the arr;val on the
throne of Henri IV. It must be remember that at that time

;irtually half of the French noblllity had joired the Protestant
alth.

To my mind, therefore, the Council or frento, only a few
of whose decisions and effects have been mentioned in this paper
can be very closely associated with the notion of skills it fou;d
the means of reacting to a danger by changing its own behaviour
te sult changed conditions.  This is all the more significant in
that the Counter—Reformatibn; though 1t went through some vioient
phases, nevertheless participated in a movement which cond;mned
violence as a means of settling dogmatic differences and was
inspired by the works of Erasmus during the first part of the 16th
Century. It thus amounted to an early reéogniticn of the power '
of argument as accepted in modern times.

* especially his book "De civilitate morum puerilium" (1530)

In closing, I would iike to stress the value T attach to
the prospsct of encouraging contributions to the study of such
matters as "skill" ang Wimage™ by reference to examples taken.

from earlier times, where religious history would be an especlially
rewarding source.

Postface - At the request of Antonio, I have "polished up® this
highly improvised contribution for publication, but
the reader is asked to bear in mingd that it started
off in front of a large ice-cream in the sun of Trento.
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Carlo Galimberti* Antonella Harchettidé

Anna Haria Rozzi** Giuseppe Scarattiv+

"Chague famille séoréte un ennud intérieur et spécifi_que qui faiy fuir chacun
de ses membres {quand il lui reste un pea de vie), Mais elle a aussi we
antique et puissante vertu, qui réside dars la communion autour de la soup de
la soir, dans le sentiment d'Btre entre soi, et sans maniéres, tel que lon est -
groupe de gens qui sant entre eux tels que sont. On powrra donc conclure que
la famille est un milieu ol le minimum gz plaisiv avee le minimum de géne ford

ménage enserble.t

P. Valéry

"Family firms are ... particularly suiect to fluctustions in the talents of the
members of the dynasty, biclogical accidents and s on .. Rootlessness
agalhst rootedress; anxiety against security; refinement against pride;
extroversion against introversion, 1 believe that at the heart of the continuity
{of the family firrs thers lies the question of identity and consciousness of
the selfM

D, Landes

* Centro Studi e Ricerche sulla Famiglia, Universitd Cattolics, L.go Gemelli 4, 20423
Milano, Italy. _ _ )

* Dipartimento di Psicologia, Universita Cattolica, L.go Gemelli 4, 20123 Milano,
Italy.
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Introduction

This paper collects together the results of the first, expioratory phase of & study )

of family firms, and we intend to follow it up later on with a study of a more clirdcal
arid empiriczl nature, O intentlan is to interview a small sample of entrepreneurs and
members of their families who work it the management of the firm. The content of the
interviews will then be analysed in order to put the skills typical of the family firm
into psychological perspective, with special attention being paid to an understanding of
their symbolic valuss.

By way of introducing the study as a whole, we should say at ohce that the
starting point of the enguiry - for the mament being warried out at three levels:

tinguistic/semantic, psychosociological and historical - was & dual reading of the

concept of the "family firm which produces two possible meanings: the "family" whick

specifies the type of firm We are dealing with can be understood either ac a subiect

genitive or an ghjsct genitive, Ih the first case, it indicates thet the firm is owhed by

the family and is constituted of the family itself. In the second case, hiwever, it
means that there are family tiss in the firm, and that 1t is not alien (family = that
which is not alien, evil, hostile byt goodsfriendlyy to those who work in it. This dual
reading suggests that thare may be a chiasmus here {nduding at linguistic level), The
construction of & circuit between the fanily and  the firm emphasises  the
interconnectedness of the two by revealing the two-way nature of the relstionship. In
this sense, and in order to stress the reciprogity of the exchange betwsen the two

systems, we fee! it would be converient, as our title suggests, to speak of a “farnily

firm" and a "family run &s a firm",
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1. The family firm_and the family run as _ga firm: tﬁg meanings of a

chiasmus

Sirce most symbotic values work at linguistic level, we thirk it would be best to
open our enquiry by looking carefully at some concepts implied by this chiasmus in one
way or nother.

Fampilies and firms are compley organisations, one concerned with kinship
relations over several gemerations, the other concervied with the production of goods
shdsor services. From the eytmological point of view, the encounter between family and
firm, when seen in terms of orgenisational skills, uncovers a serles of different
contexts, reveals meanings and directionsl trends, and establishes relationships and
connections of a type which justify the relevance and meaningfulness of an enquiry
such as this one.

Our intention is to identify, using the cross-play of the references and meanings
of the terms, a common semantic network which can support and consolidate the
arguments we shall be considering in the rest of this paper. In an attempt to weave &
conceptual framewot¥, let us start, then, by considering organisation skills as
instrusents for the manageraent of compiexity. We &lready have here a first use of
Minstrument! which refers to "struere”, construct, and so also, in some way, to
"technique", which 1= completed semantically by and has connotations of meaning in the
other term “work", as we shall ses.

We arrive at the same conclusion if we analyse the etymclogy ! of "Skill: “ability
and suitability to accomplish something satisfactorily', where accomplish (= do,
execute, fUIFily refers to a task in the sense of work assigned, duty. Cormected with

skill we have the adiective "habilis", manageable, also in the active sense of "sble o

T For etymological references, most use was made of: M, Cortelazzo, P. Zolli,
Dizionarip etimologico della lingua italiana, Zanichelli, Bologna 1978 &. Devolo,
Aoviamento altetimologia italiana, Hondadori, Milan 1979; Antimo Megri {ed.), Filoscfia
del lavore, Marzorati, Milan 1980.
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hald",

Agatn, the Tuallan word "azienda® (flrm, company, concerr), from the Snanish
“hacienda" and Latin "facienda®, leads us to "things o be dong" and "things donet (da
farg! and 'fatte}, connected again with the Latin "facers" which, together with "agere",
constitutes the main semantic area of "work",

Even with owr first batch of meanings, then, we are referred immediately to
"work" as the semantic knot in which the various semantic references intertwine, and
whose elements we have to take care to understand, Moreover, "Family" also, from
"famulus', servant, is part of this set of meanings. A chargcteristic element of Ifamnilyt
is "digkonia® (= service, bustle, function) which, complementarily with “demiourghia
{=public service, outside the family), derive form the Greeh noun Yérga" and the werh
“ergézesthal" whose meanings embrace various senses of “work® and “to work'. At an
initial Jevel, the simple juxtapositioning of family & & place of re-proguction atd the
firm (azienda}'as & place of produstion, which introduces wider concepts such as
fertility and generation, gives us & glimpse of a semantic relatlonship linking the
various words in guestion to "wark®,

Antimo Negri's analysis of the ward is both ilumineting and clarifying. By means
of & circular, assoristive etymological study, he outlies a close relationship between,

on the one hand, "work", the Latin "facers" (from which we g&f "hama faber'), the

Greek "poiein' (work as art, poetry), and on the other, between the French "labourer, -

"ploughing”, the Latin "colers agros” and o, also, culture.

In this establishing of a common identity between work and culture, understood as
the departure of man from the natural soheme of things, "work" presents itself in {ts
whole semantic range of poetry, clvilisation and culturet® |

Work humanises naturg, the, which becomes, in a broad sense, worked earth, the
product of lebour & a fundamental deed or gesture of culture (fram “colere"). Thanks

to culture/cultivation, the earth becomas "arabilis®, nature loses its aliennessshostility -

? A. Hegri, op.git., Vol. 1, p. 26
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towards man and becarmes, I some way, within reac}j-"uj:" manageable {cf. the
meaning of "habilis"), So the instrument, as an accunulation of n__:wrk, and so, also,
techhique are part of this humanisationsfamiliarisstion of nafiar_e, seomuch so that it
"may be possible to extend "nature’ in relation to the semantic field of Ywork" to the
point where we become irvolved with (from the Latin "faber tigharius" and the Gresk
"rEcton') with "techndzein® (to fabricate, construct, shape articially), "technéestal" {to
prepare SAVAGHE, "téchnasma" (work, work of art, instrumentd and "théchne" (art,
technique, etc.). In this way, we can consider words like “téknon® {son, from “tiktein",
to generste) and “teknopolein® (to generate, pmcreate)“ .

Again, it should be remsmbered that the English "labourt also means, s & noun,
hirth pains", among othet senses, and as a verk, "to have birth pains”. Moreover, the
latin "labor" as "peend’ - "poncs already suggests "troubls, bother".

As can easily be seen, the word "wark" carries real polysemous pro-vocations an
e-vocations which connect up semantically the words *skill" (abilitZ), "firm" (azienda)
ang "family",

Groddeck arrives at the same corclusion by a different route®. Starting with the
desire for incest ard the "possibility of corceiving life itself & dependent on the
instinct for the union of & divided trinity", he defings an intrinsic relationship between
wark and man-woman-child. The etymology of "labor", labour, "H[Ihe" goes back to the
Gothic "ga-malvjan® {to grind, lirked to the Latin "molc® from which we get “motlis"
(soft) and probably "mutier”, which indicutes analogies with sexusl activity ih which
the stiffness of the male is “"ground, made soff by the femaie. Work, then, is the
cultivation of ong's own field, the labour of man in pleughing the field of) his waman,
whose outcome is hirth (child, growthy followsd by the death of meleness (flaccidityd.
’There is an identification, ther, of "death! and "work" which seems opposed to thet of

"work! and "live" (see note 2) described by Hegri, but perheps they are intimately

3 Qur italics.
4 Opugity, Vol 1, p. 29,
5 See QOp.git., Vol. ¥, pp. 706-PCE.
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connected In ways which would recuire further investig‘aﬁon ard study to be
properly understoosd,

Ire any case, these are further indications confirming a circularity of referstce
between "work" {semantically Lriked to firm, skill, technique and irstrumerd) and
"family", b ohce a syrbolic Yoous and a symbolisation matris.

Indsed, if we move in the direction indicated by the identification of work with
culture, we cannot help but recognise the family as that special context, where Nature
moves into Culture, that Levy-3trauss has described and illustrated in the taboo of
Incest - the family, then, & & symbolic locus par excellence, in the serse that it
Juxtaposes (sym-ballein) and holds in unlon the two dimensions of love-affection and
hate-viclence {life and deathy, On the other hand, the humanising effect that work has
on Nature finds in the family the symbolic matrix that can sigrify it: family/familiarity
as metaphorical signs carrying the semantic connotations that work assumes in relation
to the alienhessmostility of nature. But this seirantic indebtedness to family symbology
only incsases when we note that the internal relationships that constitute the family
dynamic itself, s gwimis the Oedipus complex and the process of identifization, which
Justify 4 structural as well as & semantic correlation, Meltzer® stresses that work is aﬁ
adult form of crganisation, comparsd with irfantile play, which places the Ego in &
primary relationship with the I work as an outlet for the rélationship the EBgo
nediates with the X through introjective identification, undsrstood as the resolution of
the Oedipus complex and the beginning of the adult part of the personality, Adult
sexuality is itself guided by introjective identification, so that there is a correlation
belween work and soult sexuality, even if not of the paradﬁvxicaz tyoe Mwhich comes
first, the chicken or the ege®, Meltzer? states: "From the descriptive point of view, it

would b only commensensical to take "work! as the wider term and "sexuality" as a

B See Opycit,, Val, VI, pp. 700-710.
? Meltzer distinguishes "chedience to thigcts as the infantile mode, with its implieit
reward goal in love and protection {including the infantile expectation of promotion-to-
adulthood), from adult fidelity to methods and principles ®under fheir aegis"y, The
latter is the basis of adult work®, Cf Meltzer, in ANMegri, Op.cit., p. 714, :
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particular area within it, Honetheless, in terros of the meaning of behaviour,

i

which iz investizated nsychoanalytically, "sexual"‘:* seems the broader of the two,

especially when its "genital" nature is acknowledgedﬂ_‘?.

The family seems, then, to be a locus far ident}fir:';tic-n which structures both the
organisation of the adult personality andd the work which derives fram it,

We have already noted the highly suggestive polysemy of "work", and we should
now examine the metaphorical-structuring syirbology of "family" in order to complete
the play of cross-reference the twoe words set up.

The family, the principal chject of this enquiry, would ssem, then, to contain the
two difnensions of work and farnily whose semantic interrelations have been revealed by
etymological study which has again pointed to the possibility of & shift, an exchangs of

meanings that it would now e &s well to leok at from other points of view.

2. A "elassic_medel*. Talcott Parsons end the adventures of the snlitting

The probler of identifying not only similarities and differences betwesn, but also
superimpositions of the skills typical of this "doukls exchange" between the family firm
ahd/or the family run as & firm has not yet been tackled directly within the, framework
of & precise sociclogical madels. Socinlogists have usually lmited themselvas ta
considering the nature of and the differences between skills remunerated within the
nrofessional system and skills remunerated within the family, If we téke a diachronic
view of the history of sovielogy, wae can see & distinction between two forms of social
life which crosses the boundaries batween apparently quite different fields of
theoretical thirking. In his farmous analysis of the two types of solidarity, Durktheim
identifies one group of people whose relationships are profournd, mediated and atl-

inclusive, and ancther group whose relatisnships are wsually indirect and superficial,

¥ fhid.
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&nd which do not usually touch, and if so only marginally, the Hves and personalities of
its members.

Paraphrasing Tonnies' corceptual categories, we could say that we have here two
forms of soclal life, Gemeinsobadt and Geselischar?, Parsors takes the dichatormy
postulated by Toprdes and introduces it into his general theory of action, with the
proviso, however, that the opposition between community and society 15 not und-
dimensional, but ihciudes several dimensions that have to be unravelled and explained.
Parsons sees these dimensions as the "queries® the social actor is faced with wherever
he has to orient his actiors. He identifies four patterns, to each of which two
responses are possible. But how is the sociat actor to decide which response to adopt?
According to Parsons, who follows Tonhies here, the structural varighles of
universallsm, achievement, affective neutrallty and specificity constitute “"societary"
relationships, while particularism, quality, affectivity and diffuston are responses founid
in communitary realtionships, This splitting hetween Gemeinsohaf? and Gesellechaf?
seems even Clearer if we analyse Parsors' model taking the relationship between formal
organisations and social systems irto account,

Pormal organisations are really just a subsystem of social systems, and their
princlpal featurs 15 the orientation of the soclal actor towsrds specific ohjectives, A
system like the family, on the other hand, is rot crested for and does not proceed
towards & specific chjective, It grows and shapes itself through “expressive" dimensions
which are ends in themselves, such as "togetherness (affectivity), As regards .the firm,
one of its aims is, obviously to give profit to its oWhers, and people who agree to this
do not do so simply because they belong to the firm, hut for instrumertal reaschs. From
this point of view, the distinction Parsons makes between family and firm in terms of

"functions” is extremely clear. In keeping with Freuds model, it is also true that he

sees the family as the most important of the socialising agencies for the development

of the future “citizen’; he adds, moreover, that the relationship between the family

and other socialising agencies should be seen in terms of comptementarity rather than
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opposition, realised through a balanced division of fo.frma;tf.ive Work.

The social Darwinism prevalent in Parsoehs tﬂpking leads him to see the
construction of the individual's role in terms of varipus ;'gs:;sié%ising agercies, and this
would sesm to build a bridge between the family and s::uciéty,' "smd hetweer the nucleus
of belonging and a future profession. Yet when he tackles the question of the
relationship betwesn the family and professions, he states that: ".. there is no other
sector in our scnci‘ety whose princinal features contrast more sharply with these of the
prafessional world than the family .. instead of being regarded in personal, emotionally
neutral terms, the family is treated specifically as & network of emotionally-charged
relationships, because the affection exchanged between its merbers is considered in
our society 10 be the most important hasis of their solidarity and fidelity"9.

These statements are the result of Parsons' analyses of the North American,
migdie-class "conjugal family, and they show a constant trend towards the isolation
and privatisation of the femily as capitalistic development procesds.

When ties with the original family are cut, the structural varisble of affectivity
becomes important, and when the hereditary system of ownership, which tends to
distribute the Inheritance in equal parts to all the descendants without regard for sex
or order of birth, is changed, kirship ties ro longer have any Influence on the chaice
of partner. [t is made freely on the basis of effective elements. Farsons sezms to mean

that there is & process of separation from the original family and strong Individuaticn

within the conjugal family. Since there are no *horizontal continaiiast of refnuner ated
skills between family and profession, and. there is no “vertical tie" in kinship
relationships, this might lead us to thirk that, in Parsons' theory, & mogel which allows
family and professional skills to cross each other has no right to citizenship, and yet

this model s of basic irmportance In understanding the structure and functioning of the

7T, Partons, La struttura sociale della famigii_a, in R.M. Anshen, La famiglia, la sua

funzione,_il suo destine, Bompiani, Milan 1974, pp. 261-262. The apparent contradiction:

between the two positions is removed if we consider that socialising agencies work for
a good Mintegration" of the individual inta the social system.
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family firm. Indeed, as he continugs with his analysis of the family, he irsists on
saying thel "the direct integration of the professional function with the kinship
system” s impossible. He ascribes the occurence of any such fusion to uneducated,
peasant societies with a pre—capitalisthic econcmic structure. Although he admits that
the family enterprise, whether large or small, played & fundamertal role during the
inftial phase of western industrialisation, Parsons insists that it can have ho right {o
eXist in view of the progressive splitting of work away from ownership, Since it fuses'
three institutions - kinship, professions and Owrership - the family firm appears & more
highly integrated family model than the contemporary  conjugal model in which
affectivity is the only cohesive eléﬁamt. However, 1t in no way contributes towards the
economic development of modern society, which reguires mare “universalised forms of
administration. On the cother hand, Partons. says that the productive professional
function has to be performed by the man, while the woman performs the grpressive,
reporductive function, and this reintroduces & profound splitting in the family which,
a5 we have already sgen, corresponds exactly to the distinction betwesn Feselisohart
and Gemeinsohadt, On the one hand, we have what we shall later term the Tpaternal
code", a prevalence of the rotion of achievemsni: rejationships between individuals
sesm to be governed by selectivity and measwred on the basis of skills expressly
suited to the attairment of given chiectives. On the other hand, we have factors

associated with affectivity and diffu_sicxn and the "maternal code': fusicnality, often of

& symbdotic nature, a prevalence of needs of belonging and integration as the
criterla on which relationships between individusls are based, independently of their

merits andsor particular skills or ohjectives achieved,
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3. Beyond Parsons: from the oppogition of '_hélungi__ng' angd "selectivity® to

*double symbolic exchange®. The svu’\ﬁolic dimension of skills ip the
I

family firm

During the sixties and the seventies, ﬁar’sﬁns' arguments led to & nunber of
functionalistic simplifications of an idenlogical nature, as happened in & quite dlfferent
field with Engel's'theory of the family. What these two distorsions have in common is a
reading of the relations betwesn family and society in terms of opposition. As has been
observed, such an opposition “implies the reconstrugtion In every society of 4
potentially unitary famnily model 10 which does not show up the actual differences
there are in the ways the family-setiety relationship is structured; in consequence, it
ignores and censures the symbolic values that these differences take on in the
individual, family and social imegination. It i possible to discern behind these
distortions an intention on the part of society to dordnate the family, the precondition
of which is, as we have seen, the separation and opposition of the concepts of
velonging and selectivity. In order to bresk cut of Parsons' frame of reference, we

have to re-establish & relationship between the two terms in some way. A rumber of

attempts have been made to do this, anﬁ Gordon Poole's seemns one of the most
interesting of them.
| His thesis is important for our argument here because, by duing away with
Parsons' artificial splitting up of the two terms, we can postulate the cosuistence of
aspects of the achievement principle and the pleaswre principle in the man/worman
relationship, and this means & mutual enrichment of Toth concepts which, as we have
seen, centre around the semantic network base_d an love and Work.
Bourgenis sociely, says Poole, is able to resolve the dichotomy betwsen the

pleasure principle and the achievement principle, but it does so “only by moving it on

W4, Wanaukian, 1 wincoll familiari in Italia dal secolo X1 al segplo Xk, 11 Huling,
Bologna $498%, p. 10.
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to the figure of the woman wWho has, at cne and the same time, to stimulats her
hushand's production and be herself a pleasing consumer obiect - she has both to fles
from hir and to belorg ta him. Obviously, there is not ane but two roles here, and they
can never be reconciled; the art of being femining is the art of the impossingen 11, By
cansidering the woman as both “inforior", because in direct cortact whith material
existence, and “superior", because the object of his libido, the bourgecis man finds
hirself wged to produce the goods which she will consume, "rdining but at the same
tine increasing his man nobitityt'2. It seems, then, that the opposition hetwesn

greed/domination/interest and libido/lovedpassion can be resolved somehow within tha

bourgeois marviage and that this function is, in some way, the "keystone' of such

mariages: "The chiective submission of the wife to her hushand ahd hig instrumental
utilisation of her - says Manoukian - is counterbalanced and rmitigatsd by the affection
and sentiment that are one of the most typical marifestations of the bourgenis couple”,

Por Poolg, it is the womar who brings the integration and the synthesis of these
mutually contradictory principlss to a Marrizge. Ve thirk that his thesis can be carried
still further by seeing within the family itself the co-presence of that "belonging' and
those "selectivity" criteria associated respectively with the affective dimension and
the achievement dimension.

From this point of view, the special featurs of the family seéms, ther, to be the
synthesis not only of 1) the maximisation of the lovesaffection relationship (the family

as a "oving context"), 2 the repression/probibition of patricide, violence between

~ siblings and incest (the marriage family as a “cordlitual context"y, but also 3 the

pleastre principle, and 4 the achievement principle. The play between these four
factors and the connections between them establish the organisationsl identity of the
family, making it both & loving context and a conflictual context, according to

the findings of the most recent research in the social peychology of the family.

"G, Foole, AllE origlid delis corcezione hirghese della donng, 0.463, i A, Haroukian,
Op.cit., pp. 139-163.
% G, Pooly, Qp.cit., p. 162,
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An; integration of this kind is '_pa;*.‘ticu]arly significant and interesting when
aphlie-j to the situation of & famiﬁf ‘iﬁvoived in the running of a firm. In this case, it
is no langer only the woman whn;has to resolve the paradoxical situation imposed by
the dichotomy between the 'pleasﬁ.re prirciple ard the achievement principle, where, she
has both to stimulate ber hushand's producticn and offer herself to him as & pisasing
consumer ohject. In a family involved in the running of a firm, the paradox is squared
sire in the firm too - 1.6, In an organisation whose aim s the productior of goods and
services - there is  always  exposure  to the  opposition  between

pelongingfexpressivenesgfintesration  and selectivity/achisygpent/attainment  of

dbjectives, with frequert expulsions from one or the other poles in the opposition.

1t is no accident that, ven at the very veginning of the study of sociology and
arganisational psychology, there was "doubt" sbout the impossibility of separating the
rational from the ron-rational (a-rational, ir-rational, supra-rational or infra-rationaly,
Indeed, what we are considering in this paper is no mare than e uf the many
consequences of this dualism. During the period covering the end of the last centuries
and the early years of this century, when western culfure was charceterised by a
growing irrationadism and Neo-Romantic pragatism and vitalism weve extolling the
virtues of the non-raticnal, Tayls:;r {enginger and productivity expert)__\ made serious
efforts to extend the limits of rationality. He did away with the boundaries separating
myth (the non-rational) from reasch in the factory and attempted to transform myth
into reasgn. This attempt - which we are teking here as a paradigm of the way In
which organisationat theories are frequently constricted - proved to be the cause of so
much anfuish in sooiety that Taylor ended up in court as & result. Later, as is well
known, the sequence “taylorism-humar: relations-organisationgl development-analytical
models-systemic models (sooio-technical systemsy-." led to the prevalence of either
reason oF nor-reascn in solutions to the dilemma.

The extremely "(unthappy synthesis" of the pleasure principle and the achigvement

principle, and of the rational and the non-rational, would sgem to be at waorl, then, in

€8

the femily and the firm. The co-presence of these slements creates a certain

degree of compatibility and, we might say, mekes possible the creation of an interface

netween the two systems, In other words, a sort of cirouit is established etwesn love
and wark within the two systems. Those who work in 4 family firm are lasss exposed o
being expropriated by their work, and so are saved to an extent from the process of
alienation that dominates work in technologically sdvanced societies. We do nat wish to
tackle the sconomic side of the poblem here by discussing what happens to the profits
prngiuqed by members of the family business or their eployees. We fesl thet it is
irmpertant, rather, to strass how, in thess situatimns, the significance of work returng

to the family in the form of emctionsl, value and kills replenishmert of & highly

symbolic nature, as we shall try to show later on with two historicat axampies, In this
sehse;, we can state that, by living out the cobflict between the fleasure principle and
the achievr:rne:nt principle both &t work and &t home, the members of farnily firms are
much tess aware of that *fundamental opposition to society or the professioral systemn
long postulated by many sociclogical theoriss.

This increased "compatibility" of the family and society bring sbout a good
degree of integration, A certain “exchiange’ of integration between family and firm is
produced, then: the two systems "export® integration to each other. This
“trade" ocours through two  chanrels:  from the farnily o 'the firm  through

intergenerational and intragenerational kinstdp ties? &> reproduction of the system)
LSS 1

ard from the firm to the family through the -:::uagulatienffinaliéatmn of action around

the attaihment of shared obizctives &> the production of the systemy. Of course, it is

a question of the prevalence rather than the absclute dominance of ore or the other of
the pmcesse.s‘. Indeed, it is cbvious that aspects associated with production {of
services, perheps, rather than goods) must alse be attributed to the family (as

socinlogical ressarch ower the past fifteen vears has fully shown) whils the firm

1 Cf. M.McGoldrick, E.Carter, The Family Life Cicle, in F.Walsh, ed., Hormal Farnily

Processes, N.Y. 1982; E.Scabint, ed., Liorganizzaziore famiglia fra crisi s sviluono,

Milano 1985, 98-1z6.
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is their use of the concepts of the loss, reparation and acoeptance of dependence.

According to Jagues, the symbolic value of any kind of work lies in its
discretional content, which 15 the antithesis of its prescribed content, Bis basic
hypothesis concerns the reparative aims of work: through his relationship with this aim,
the assignation of mental skill and other later phases theorised by him as typical of
any productive act sesn from the psychological point of view, the subject, when he has
successiylly accorﬁpiished his task, iz abls to examine how "good! his irterior resources
‘have been at repairing fthe primary ohject which was attacked and dastroyed. If
reparation does not become a maniacal defence, the disoretional side of his work
enzbles him to come to terms with the argiety deriving from the uncertainty that its
outcome will be successful, anxiety which, a5 is knowr, is the stronger the more
protracted the temporal dimension of the work process is. It is obvious, them, that loss
of the primary chiect (due to attacks made on it by the subject) should rot be denied,
but accepted and mourned for, ' ‘

Equally obwious is the central importance of the dependence relatichship with
external reality: only verification of one's suocess - understood as the production of an
external obiect - makes possible the reassurance that ohe's destructiveness is not
omnipotent ang conflrms the “power" of ong's reparative skills,

Reparative urges in turt presuppase, hefore recognition of and gratitude for fhe
external world, a symbolisation which is no longer confused but rather distinguishes
clearly between the self and the other i.e. the construction both of the self as distinct

from (arid dependent on) the other, and of the primary objeet as & total, not partial
entity. Thus, reparation presupposes a withcrawal from syribiosis, separgtion and the

construction, of an chiect-relationshdy,

In what sense, then, can we bring together Jagues' productive process and Weber's
theory of ertreprenetrship?

For entreprenzurship to described a5 a vocation (Beruf ), the entreprenewr has

to sublimate his immediate greed for mohey &l transform his accurdated money into
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an instru;;ent for cortinuous future productive im-‘estment:. e have seen, on the other
hand, how from & Kleinian point of view -Jé/qur:s fits "syrqbo]ic activity, reparative
impulses and sublinetory Irpulses, unﬁerst!;iqq" @s basis of all other creative activity,
into a similar conceptual referénce schqmé.’;

The use of the temporal dirension 'suggests ahother parallel: for Jaques, time
affects the anxiety associated with the dlscretiorary side of work; according to Veber,
time far the entrépreneur is & continuously repeated sequence of decisicns containing a
caloulated risk. For Jagues, however, the moment of denision is the phase which
produces the must anxiety in the work procsss, since the "decision® {fronm "de-ceedere”,
to cut away) syrrbolises hirth, cutting away, separation from ali possible alternatives.

The Protestant sthics has, moreaver, an important psychological side. It reassures

the subject about the power of his interier resowrces; he KNows that the course of his
life is already predestined by will of his inscrutable God, and so he commits hirnself,
paradoxically ¢although not too paradoxically, since the uncanscious, as is well ¥nown,
iér:ores formal logic) to the existential challenge of making the results of his work
external, wardly "signs’ of the benevolence of God. In other words,) the Protestant
ethics is & psychologically gratifying way of managing one's existence, "giver: ceriain
religious dogmas®, and it creates a life model which can mitigate t‘niz anxiety of
existence. The Catholic lives in a sort of symbiosis with his Mother-Church, in a
terrestrial world w‘niéh is & mirror of the supernatural world whose hierarchy it
reflects through participation in it The Calvini;t lives in & state of fotal separation
from an all-powerful, inscrutable God Father in & much more secular world than the
one th.e Cathalic inhebits. Bowever, this distance and separation come with totad and
gxtremely strong dependerce on & will that canndt be mﬂugn-:ec] by discrete events
such as, for example, the sacrament of confession (unlike the Catholic. &l he has is
the possibility of committing himself to a life of sterling maral worth, which is an
almost "magical® instrument of resssurance for him.

On the basis of all this it would seem possible to diseern & common element
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lirking what has been said o far and Fornari's account of Instituticns, the type of

relationship established with the outsige wurld in tha work process, Accarging to

Taques, this relationship is the primary dbject - Freviously attacked by the shject -

attained through reparation; for Weber, it is parental figures in supernatursl fuise, I

this sense, it would seem useful to look nowe &t Farnarl and his "family transference in

institutions which are soreery on which the dynamics of internal chjects are projected,

In terms of ow argument here, Fornari's view that individuzls and groups found

institutions in order to dream of being at home in their own families {this is the

Fregm-nortarngt side of the institutions as oppesed to the Faptine sige. "Das

Unbehagen in der Kultue®, to yse Freuds phirase, is due to the fgsling of rot belonging

to our institutions, and this is because & projected ideal famdily is sought in them; the

male code prevails in the social and public institutions in which we work, and the

maternal code in private institutions such as, precisely, the family,

At this point, we could hypothesise that the family firm is a ‘primary scene"

where primary relations ars constartly performed with the origingl pratagonists

themselves. The fact that the family firm has been favoured by the natural selection of

the free market is & concrete fact, The family firm is a happy roix of various elements,

ong of which appears 1o be transgression - Institutionaily legitimised - of the incest

taboo (at an imaginary level, naturallys,

In this context members {redproduced themselves in an endogamic situation thanks

to Institutional/organisational Justification which is highly effective in reducing the

sense of guilt produced by incestuous desires,

The further fact that, in Jagues terms, more “Yimmediste" verifination af

reparaticn having been made s possible in & family firm is a further reason for the

success of this way of argenising the productive process, To baraphrase Jaogues, in the

family firm the burder of anyiety deriving frorm discretiohality depends not so much on

the temporal dimension as on the physical, spetial, existential o role-playing

dimensions or however we want to defire them. In other words, this anxiety is a highly
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adaptive function of the reduced distance\between the protagonists of the "work novel"'_“
since the "here and now of institutirmal'tl;'ansfereme is of greater importance fo the
relationship the subject has with his ir}férna] ohject thean in other kinds of productive
organisations. N

Cne of the particular skills of tﬁe f‘aimily firm seems, then, to be the special
way it defines the relationships imt’l.;ueen the members of the family/firm.
The interdepenen&ies of the various mambers makes possible the individuation and
differentiation of individuai people (division of roles and tasks) within the system, and
the system expects, as @ function essential to its very survival, the acceptance of
twofold dependence ¢based on achievement and affection, ag we tried to show earlier)
between the family members, ard the joint management of the conflicts which may
ocour precisely because of this twofold belonging.

A brief summary of our series of hypotheses regarding the dynarnics of

entreprencurial actjvi'ty in the family firm could take the form of three headings

descriving the basic elements reeded to understand the process of double symbolic
exrhange we have intraduced in this paper.

1) The family may be regarded as & context in which the splitting hetween hiology and
culture is reconstituted, or rather, a context in which hiclogy and culture open
theraselves to each other. In this sense, the family Is a symbol. It shouié #lso be
noted that family experience (nternalfexternal) provide's the material for man's
syrbolising activity through the roles and relationships linked to the family atd early
childhoad.

2} Fram the psychological point of view, work (Jaquesd is seen as an opportunity for
the reparation of the loss of the primal object; product and transformative
process become the symbol of the primary object.

3} The exchange ocours &t the level of values and skills.

Ve can spesk of a symbolic erchange because it occurs betwesn (1) and (2) &hd so

between two realities which have symbolic value, As we saw at the beginning
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of this paper, "symbol" refers ug etymolegically to & process of Fe=unian, in-tegration;
il symbolisation, whether private or prblic, or “daytime’ or "nocturnal® - as Fornari
says - expresses the tension of the search for something that we have lost or consider
lost, This process, which implies "a real transposition of affective jnvestment'”s, can
be resclved in two ways,

If, wher faced with the need o symbolise, the subject shiows wimsels incapable of
distinguishing hen-«veen the syimbol and the thing symbolised, we must speak, with Segal,
of "symbolic equation't?, This happens when the sibject is & child, ar, if adult,
mentally disturbed. Hormatly, hawever, there is an awareness of geviation, of the fact
that the ohject, the symbol and the last oiject are not the same. In this serse, the
symbal, as is well krown, bath is and Is ngt whet it stands for. Loss is not denied, but
through its elaboration the symbol is arrived at tharis to & bhalanced relationship
between fhe three principal comp.onents of all psychic activity, the alaptive, fthe
syimbolic and the concretic?8,

In our case, the syrbelic exchange ocours between the systems of the family and
the firm. Located as it is &t the crossroads betweer: biology and culture, the family is
the first place in which conflict between drives and the reality principle come to light.
In a space definable as soirething between "hios" and "societast, we see in operation
those difference which organise the family as such and enahle its members o formulate
their comprehension of their experience and of reality itsslf: malesfemale, adult/child,
parents/chilidren, life/death:, raspect fur/transgression of the law. The Play of these
differences, of the meanings they carry and of the skills which are in some ey

specific to each of the terms implicit in them, passes from the family to the firm,
16 G. Zanarini, Lemozione di pensére, Cluelr, Pologna 4985, rote 55, p. 117

17 H. Segal, Hote sulls formazions del sirbole, in Cagi elinici, 11 pensiero scientifion,
Rome, 1080, pp. 65-a1.

B The symbolic content of psychic activity deperds, In tum, on projectiva
identification whose prodromes lie in the good-bad splitting, Tt may be interesting to
ovserve that one of the possible uses of prejective identification is to avold separation
and that, as we mentioned previously, the symhol, fruit of projective identification, is
"that which binds togethert.




Similarly, there is &n opposite movement of return from the flrm :tu the family. I this
serse, it would seetn aporopriate o speak of & “Mya.f‘run &5 @& firm', and the
movement 15 present in some way in what has already beeﬁ\sﬁiﬂ infﬁis paper. If the
firm becames & place where family conflicts are aired (relationsl conflicts, but also
more "serious" ones) it 1s obwvious that this will lead to reactions and so also to
changes within the family itself. Since the family is a place where cultural, social, .
etc. models are r;‘:produced, it is pogsible, then, to erwisafe the emergence of an
.organisatinnal riodel of family relationships which is specific to and typical of the
family invatved in running & particular firm. We have seen, for example, the higher
degree of integration. But there is more.

For example, the skill of family members wher they are working in the firm is

often measured oh the basis of thelr belonging to the family itself: the surname

becomes in ifself, then, a real skill/qualification bestowing skill. Belonging to the
famnily certified by the "magic" surnams legitimises the position of the individual within
the hierarchy of the firm {position, status, role}, his power ahd his discretionality.
This is the reason why, for example, there is always the attempt to put “somecne from
the family in key positions in the organisation chartr someone in distribution, someone
ih admindstration, someone In production, etc. This poses not & few prf.;blems when

i & 5,
"aoouired" relatives (sons- and daughters-in-law, for example) have to be found plac

i § -
4. The Bleichrioders and the Rethschilds. An interesting case of *double

symbolic exchange® between family and firm

It would niow e as well to look at some historical examples to substantiate what

amilies & irms. The
hias been said so far sbout double symbolic exchange between families and f£irms

o . . I he
history of two German-Jewish barking families is particularly illuminating here, th

i i & two
Bleichréiders and the Rothschilds, whose intermingled affairs over the ]ast_.
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centuries have been studied by Landes?9,
Hith regard to the impartance given to the name as a gualification for working in the
family firm, Landes guotes Jacob de Rothschilds answer to the question, "What shows
that & person is a Rothschilds T don't think,' he replied, “that he i very different
from anyone else. Of course, he is very comscious of bearing the name. My upbringing
taught me to respect it, and one has an intense desire to carry on ang Improve its
traditions"20, Clb;ziausly, It is the symbolic importarce of the name that sarctions
belonging to ang being counted one of the family: the name and surname define the
awareness that individual members ang the family group have of themselves, the first
neme distinguishing the individus] within the family, and the surname, the family from
the rest of the community. In this sense, "the nama s a symbol, kut it is alsg capital:
something that should be defended and cultivated, and in which money and effort have,
ih many cases, fo he invested to prevent it from going dowrhill"2!,  That the name
certifies belonging and so also total layalty to the family is confirmed by the provision
teft by Mever Amshel Rothgchild prohibiting  soms-  and daughtars-in-law  from
participating in the firm which, upon the death of every Rothschild, had to pass
entirsly to brothers; othirs ware hot even granted the right ta be informed sbout how
business was going. When a sor-in-law requested to errer the firm, the condition wasg
that, precisely, he gave up his own name - even if it was of & Jewi;h family even more
anclent and venerable than the Rothschilds - and assumed the family name22, In this
respect, it should ke puinted out that the endogamic practices of the Rothechiids are

gertainly linked, on the one hand, to the nzsd to keep the family "heritage® intact and,

on the other, to the conwiction that cartain skills are transmitted genetically, As

Hanoukian says: v .. o marry hiood-relatives or relative-in-law is not just a cheice

%D, Tandes, T Bleichebder e 1 Rothsehild: i problemg della continuity nell'aziends
fariliare, in C,E. Roserkerg (ed.y, La_ famigiia rella storia, Eitaudl, Turin 1879, pp.
121-145,

o hid,, note 19, p, 147,
29 Inig.
@ D, Landss, On.cit., p. 138,

77




made obligatory in situaticns where thers ars few norcrelatives available. Morg often,
it is & reasoned choice made in order to minimise ’Epe risk of new ailiances with
outsiders. To marry a relative (at least for families witﬁ'\p\rope_rrty} in many Casks means
not just strengthening the family irheritance by avoiding ciis\bé'rsal,k‘\c_jn.zt also, and above
all, forestalling the risk of an alilance with somecne drknown, remaining in ar area of
security and equality, and eveding social cortroi®, We find here all the elements
mentioned earlier: the name & a skillfoqualification bestowing skill, the high degree of
internal integration, & constant search for strategies for controlling society, the
transmissibility of skifls specifically suited to the rurning of the family firm, eic. With
regard to this "transmissibility”, Landes mentions another declaration by a Rothschild:
"We are prowd that the bark has remained in the farnily for six gemerstions. The
Rothschild must have hed great cleverness - and good fortune - Lo have ween atle f0
produce a crop of first-class bankers every gerieration. The success any merchant barnk
achieves carnat, in the long run, excesd the success of the people in charge of itrah,
However, it is not always brothers or first-born who inherit the firm from its
founding father, In the case of the Bleichriders, the other family discussed by Landes,
the guardian of the family fortune, Gerson (later ernchled in recognition of his work,
and so "Vor'y Bleichrtider, realised that the family's fortunes were decli:ﬂing anid 5o,
aware of the incapacity of his own children, put his trust in a young cousin, Leopald
Sohwabach Ya stock-broking expert®, as Landes descrives him'. This means that the
vdouble exchanze! between family and firm (a syrbolic exchange, but one undoubtedly
pregnant also with practical consequencesy exploits, on the ohe hand, the fact of
belonging to the family group - the cantral importance af the name - but, oh the other,
doss not exclude the search for anr.!_ gxploitation of individuals possessing skills which,
although not necessarily transmitied from father to son, are regarded as being present

in the genetic pool of the fandly. The search for such individuals is permissible given

2 Op. gity, pab3.
M Jacch de Rothschild, quoted by D. Landes, Op.city, p. 140.
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that the survival and develapment of the firm itself are at stake

The name becumes,

then, a sort of pre-condition for being admitted to the selection process. In fact, the
choice s only made among those who bear {or who Zgree to bear, in a sort of ba:gain
between biclogy and culture) the “'symbol® of being part of the family's genetic
"heritage! biclogy and culture meet onge agaln: in order to Xeep intact the economic

herstas N e
eritage, trust is placed in indivicuals who hold intact the genetle heritace of the

e e R

farnily, Re-| ot ion i '
arnily, Re-production and production intersect: the former becomes # hecessary

CD L :
ndition for the latter; ard the latter ghcourages the formation of precise strategiss

‘ .
or controlling the former., As has heen shown, the practice of birth control was

develap: & i
loped and used matrdy by aristocrats and ecohomic power groups: “Families

belongi 21 g i
nging to these Elites were ... the first to use systematic and effective birth

contral i 2 ertifyi

rol in the modern aget25, By certifying the origins of an individual ara? defining
his bi i C i

iological and cultural nature, the family name becomes, then, an important factor
for non-ari e ificati :

hon-aistocrats too, & sort of certification of one's basic credentials, something

i o GCademic t
ke & professioral or academic title, sometting which, in cultures such ac the Italian

ane, exempts an individual from ary supplementary check on his skills. It hecomas
then, a "symbol® of his skills. ’

However, it is only through & complete survey of the affairs of these two
families that we can fully understand the meaning of "double ex-change“. The final
outcome of the history of the two firms ang faniiligs shows, in fact, how the two
systems replenish each other constantly. It is rot just a question of cbserving simply
that the fortune of the family and the firm, and equally, their ruin, are in the hands of
individual members of the family arad firm. There is something else which goes bevong

the individuals and dnvests the entire family greup as such.

Raving attained and than fallen form the apex of their company fortune in the

space of three gensrations, the Bleichrider family showed, over the same perind, &
b

5. pranico Riflessioy i_storic] =3 sociolg lio _della feconditd if
= 3 : 3
Ca ] 1 g soc g]f‘he sul _ceontre ! & 3




parallel décline, both trends being due, -according to Landes, to & kind of “self-
castration". By renouncing their Jewish blood in order to gain rapid é:ntry{‘. 1nt=0 the

German aristocracy, and thergby initiating a process of non-differentiation duij._‘e the

epposite of the one that had carried them - &long with the Rothschilds - to finahqi_ai‘

peakt of the Empirg, they "repudiated themselves ... in the hope of being accepted W
enceny; by the thirties {they had lost) all dignity" {biden) to the extert that they
declared themselv-es loyal 'to the Third Reich in order to save themselves. The
Rothschild's affairs went rather differently, as is well known. They are an example of
cohesion and contirudty made possible by an awareness of their origing, of their
solidarity as a family and the path they should always follow, By differentiating
themselves to the limits of isolatiom {of. what was Said shout their endogamic
practices), they raintaired thelr own identity in the surrounding environment and werg
strong in an identity acquired in previous certuries, the identity of a group belonging
to a religivous minarity which slowly shaped itself into a privileged group with special
lnks with the state,

Vith the suidance of these historical examples, it is now possible to g0 back and
gahsider the “separation-individugtion {or differentiation)-entreprenesurship(or fertility)"
nexus we identified eariier. )

In cases of complex interaction between the femily and the firm, this nexus can,

in theory, produce a sort of “double entry” table such a5 the one shown elow,

Table s LKIFORMITY DIFFERENTIATION
FERTILITY {a) {c) Rathschild
STERILITY (b} Bleichroder (6)
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Ve have posited the Bleickriiders and the Rothachilds as paradigmatic cases of two of
the four extremes in the real cortinuum cannecting the four verighles. The "empty
boxes represent cases aften found in famnily firms after the first generation:

{a) on the one hand, it may happen that it is, precisely, the fidelity and adherence of
the: family to the pattern of its pioneers that guarantees contiredty le. the successful

trarsmission of skills over the generations unifarmity-fertilitys

{dy on the cther, we not infrequently find cases of what we could descrive as ristations

penalised by "bio-cultural selection® which sieves out that peculiar organism, the
farnily firm (differentiation-sterility),

Obwiously, sperific cases will be placed in one or another of the hypotheticsl boxes in
the table according to the criteria underlying the choice between differentiation and
unifarmity. Thus, the "Rothschild” case would appear in box (@) (unifarmity-fertility) if
analysed in terms of its segond gensration, It ic the uniforsity of the family
differentistion model i relation to its surroiding  environment  that  permits
intergenerational continvity, as we have szen.

Hmilarly, the "Bleichrider® case wouid appear in box (o) (Gifferentiation-
fertility) if analysed in terms of its first Zeneration, while in our schems 1t appears in
box (b} (uniformity-sterility) since it is analysed in terms of later Zenerations which
mave towards involution and re-integration or ran-dif ferentiation, the opposite of the
initigl phase of expansion {which woult have been under differsrtiation).

These variations in placement in our scheme ate due, then, to the viewpoint
adopted, which méy be sxternal to the phenomena under analysis, or internal i.e. either
the gxternal environment of the family, or its preceding gensrations, depending on the
case. In reality, this produces two "double entry® tekles which cén be filled in with
appropriate deviations according to the situstions under consideration.

Morecver, if we lock at the life-cycle of the family firm, and even remaining

within the space of one generation, we netice shifts from each of the four Typothetical
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extremes towards each of the others, shifts which are in turn ‘cpnnected to the

confluence or divergence of the paths followed by the family and firm.
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IS CORPORATE CULTURE MYTH OR REALITY 7

Can the concept of corporate culture
be dissociated from an overall theory
of corporate organisation ?

by V. DEGOT

May 1984
SUMMARY INTRODUCTION

Generally spesking, the corporate culture concept
attracts attention as an altermative to the conventional approach
to corporate organisation theory, which focuses solely on struct=
ural variables as the factor of environmental adaptation. I
will not re-~state the latter type of criticism, no doubt adequately
discussed in many papers bresented in this assembly and elsewhere[&)-
Even though it may diverge from this line of critiecism on g few
points of detazll, the following baper recognises that most earlier
theories have falled to develop a corporate model which is capahle
of generating answers to =l the basle questions adressed by their
authors,

In recent yoars, the exponents of a cultural and symbolist
approach to the corporate organisation have introduced to this field
certain concepts borrowed from other disciplines, such as History,
Lingulstics, EBthnography, and so ok, while deploring the emphasis of
rival theories on struectural and contingential factors to the detrie
ment of obhers which, although less tangible, sre deemed nonetheless
essential to the subject. Many such papers raise the question as
to whether thelr suthors are not leaning over backwards in theip
anxiety to discount the effects of structure and contingency.,

In the final analysis, two lines of approach lie before us:

=~ either, we decide that the questions formerly being asked
were not relevant, and go on to consider z radically different set of
lssues (a line whieh does not seem to have been adopted, at least not
explicit’ly);

= ory we continuve to work within the same paradigm, assuming
it to be adequately defined by the earlier questions, but recognise
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that the earlier theories failed:to meet the issues, so that more
satisfactory solutions must be sought.

The focal points of these quéstions are familiar to all
of ug: what are the laws which govern corpeorate activity ¢ what
determines a given corporate structure gt a given time ? how does
that structure come to develop ? what are the links between the
structure and the efficiency of a corporation ? and so on's

When eriticising a theory whilst retaining the same paradigm,
we must produce alternative and better answers to the questions it
ralses. Howevery, I seem to discern a tendency to singularise the
eultural and symbolic dimensiem of the issues, and to neglect their
more organisational and sociolegical aspects. This belng so, ohe
1s ineclined to wonder whether the new theories likely %o emerge will
ba capable of affording answers to the following three questionss

= iz a corperate culture theory an overall theory of
corporate organisation ?

~ will it be capabkle of explaining the fubture development
of a corporate entity, including the decisiens which shape it ?

= how is it related to certalm aspects of earlier theories
of which 1t can be sald that, even if not sufficient in themselves,
they are unquestionably necessary o answering the previous question

The above is a brief ontline of the conitext surrounding the
corporate model developed in this paper. A model integrating the
cultural dlmension with the other itwo considered as relevant to a
proper understanding of corporate life: the scciological dimension
and the organisational dimensicn.

This model, which I am about to describe in & condensed forr
(hoping to keep 1%t comprehensible), is a tool adapted to two points

.-ou/to
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consldered to be Important: ths long-term development of the
corporationy and the insertion of the corporation in its social
environment., How the model contributes to investigating these two
points will be discussed in Part Two of the paper.

Next, two case~histories are used to illusitrate how the
introduction of the cultural factor leads te better understanding
of some corporate phenomena.

Finally, Part Four of the paper reviews some considerations
more specifically associated with the eultural factor and draws
attention to the faet that, although it may sometimes be regarded
as an explanatory variable, or sel of variables, we can hardly hope
to reconstitute the culture of a corporation (in %he way that some
anthropologlsts claim %o have done with the culture of primitive
soclatles).

1 = A Corporate Culture Model

Given that thils model is the provisional outcome of a serias
of investigations going back more than ten Years, in gome cases, it
may be more relevani to describe how its various componsnis gradually
fell into place, rather than to attempt to establish systematic
links between them and the somewhat similar findings reported elsge
where. In faet, the relevancy of the concepts we pubt forward
emerged more from practical field experience than from any particular
connections they may have with one or other school of thought {(2).
This gradual development of the model explsins how we were brought,
after a ten=year interval, to reappraise the findings of a past
assignment,. The approach derives from the method of observation
initially adopted, akin to a clinical ex mination, so that it is
appropriate to first describe the characterisiics of that method and
to show how its implementation, in three consecutive stages, was to
culminate in the model now presanted.
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1,1 = The clinical approach

A summary description of the aspects of this method we
consider relevant to preseht purpoges cannot go into the under-
lying episiemological assumptions iQVolved. They are probably
endemic to behavioural study, and fo}g;gn;to the natural scilences.

The first stage in the approach consiéts in deeciding %o look
at a problem affecting a corporation as it is seen and formulated
by the management and staff of that corporation, rather Lthan as it
is defined in the management textbooks. The difficulty being ens=
countered may be a symptom poinfing to an underlying condition.
Also, the fact that the corporation calls in a research team, as
' opposed to a Firm of business consultants, indlicates both that the
standard form of tregtment is felt to be inappropriate, and that the
corporation is prepared %o pay for the researcher’s intervention not
only in cash terms (there being ne comparison with high consultancy
fees), but also in ferms of permitting a searching investigation of
its inner workings.

One of the basic principles of the method 1s thus the prior
conclusion of a moral contrach, under whose terms the researcher is
left to judge the lengih of time needed for his diagnosis to he made,
and then for golutions to be formulated and implemeqted (here, being
required to indicabe the means, rather than to prodﬁce the final
results himself), while the corporation refrains from placing any
prior limits on the scope of his investigation, As will be seen,
each researcher is left free to apply his own Theoretical references
within the paradigm assigned to him, which may restrict his ability
to discern the deeper and wider causes of the trouble. However,
he may try out different types of solution in turn, and have lengthy
discusslons with members of the staff whose functions are apparently
removed from the particular area of the assignmsnt.

o--n/--
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The material thus cecllated constitutes a vastly greater mass
of informytion than that which iz actually used %o support the
arguments developed in arriving st the final study recommendations.
Alsco, the interference between the researcher and the corporation
cgn be very marked: when certain difficulties arise out of conflicts
between individuals or groups within the corporaticn, these may seek
to use iobbying techniques to influence the course of the investigat=
jon, It is for this reason that each researcher given an agsignment
of this kind is overseen by a monitoring group to which he makes
progress reports from time to time, thus maintaining the necessary
detachment from those contacted{3).

1.2 = The organisational aspect

The author himself gained his early experlence by conducting
investigations on the lines described above, but within the context
of a falirly conventional organisational paradignm. After graduating
from a management school, he started by developing operations research
models in the marketing field, while at the same time teaching
business economics and accounting, etec, at an engineering college,
However, the framework of these early studles had some rather special
features: the approach was guite removed from the Anglo=Saxon school
of management thought, and highly influenced by an engineering back~
ground. The problems involved were within the routine province of
operations research at the time: routing studies, stock control,
transportation schedules, and so on, But the true object of study
was in fact the irnadequacies of operations researech as such: either
sltugtions could not be expressed merely irn terms of the standard
algorithms, or the production of an "optimal" solution was not enough
to ensure its effective implementation.

A whole series of observationg covering a wide range of induste
rial and business areas thus led to the concluslon that the corporate
len was a place where most conflicts had no rational solution, and
where identification of the best solution (which In some cases actual-
ly exists !) was not enough to convince all thos® irvolveds This kind
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of remark may now seem rather naive, but would by mo means have
been so in the exdberénb climate of fifteen years age, when
gquantitative management ‘wethods were raising hopes to the sky.

In actugl fact, a more subtle deduction emerged, concluding
that the investipgationzal difficulty resulted from a shift in the
balance of comprcomise. When an outside "expert" is called in to
resolve an organisation problem, this means that one of the people
or groups holding that balance has decided to upset it, wheress
most of the others would prefer to maintain the status quo.

1+3 = The scciclogical dimension

The research assignments just referred to no doubt made little
contribution to the organisational aspect of the study of corporation
However, they enabled the author to make a true-life agsessment of
many prevalling hypotheses, and in some cases to discern their
limitations,. An opportunity to make further advances cohcerning
a particular aspect was however provided by a series of agsignments
the need to examine a large number
In more

with a common chargcteristic:
of decigicns whose business wvalue was not clearly eévident,
precise terms, the decisdons of factory managers in two industrial
groups (in different sectors) to promobte or neglect measures Improvin
working conditions in workshops, departments, or whole factories.

Phe fact that the Immediate financial value of the decisions
was not evident - being obscured by many variabls factors related
to the social climate and its implicationseyls significant to he
extent that it leads to the highlighting of decision criteria of

different kinds. An important difference between the two groups

ersalus
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existed in this respect:

- in one case, there was the straightforward alternative
between tazking action and letting things liej

= in the other, an investment in improvements had to bhe
made at all events, but the kind of investment depended
on whether or net improved working conditions (replacing
assembly lines by production units) were to be an aim.

It emerged quite clearly that the managers who favoured the
mest "innovatlionary® solutions were those with the highest qualifi-
catlons and soeial backgrounds (in France, according to the findings
of P. Bourdieu (&), these two factors are usually assoclated).

This finding constituted (although pessibly speclfic to French
soclety) an improvement on the hypotheses formulated by some authors,
including Harch and Simon ( $ ). When describing the processes
leading up to "satisfactory" deeisions, they attribute the nature
of those decisions partly to the degree of experience of the people
rasponsible for developing them, Cn the basis of the field
observations just mentioned, however, the behavioural model of
decisien-formers exblicitly advocated by these authors can be
replaced by a socioclogical model referring to a broader series of
variables: degree of qualification, father’s occupation, ete.

This therefore relates types of decisions to types of deciders by
means of ohjective criterla, deemed to be preferable toc a psycholog-
ical evaluation as the prime factor - although continuing to recognise
the latter’s relevancy.

4 further step in the same direction consisted in determining
the social structure of the corporation, a kind of distribution
diagram for the objective sociclogieal data which typify the deciders
and point to their career prospects (defined as the highest level
already achieved by an individual possessing the same characteristics).
This diagram can be described as representing the intersection (in the
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gets theory meaning of this word) of the corporation with the

overgll §§gx§§i structure.

Eacixﬁhdividual 1s thus typified by Lactors whose distributlo
(and relative value) is known for the corporation as a whole. Thes
faetors are a cause of variation 1In attitudes, since they account fo
the different decisions reached by people in similar positions and
confronted by the same problem. The fact that the variation was

found to be smaller than had been expected within the corporation

and, at all evenis, smaller than 1an society as a whole, led to the
introduction of the notion of "corporate culture®.

l.4 = Corporate culture

If we had to £ind an anthropological reference %o support
our use of this concept, Bateson’s Naven (2} would serve our
purpose. From a certain standpoint, culture can be considered as
a behavioural regulation factor which tends to limit variations and
enable endwbehaviour to be foreseen.

The culture concept represents a breakaway from conventional
organisation theory, since 1t ceases to focus on the differences
between individuals (position, confllets, ways of resolving these)
and transfers attention to the shared values and perceptions which
enable individuals to work together, I% could rfairly be sald that
it is concerned, not with the 5 percent of variables which different
iate individuals, but with the 95 percent which unite them. From
thils standpolnt, culture may be defined as a system composed of
shared perceptions, although unconsclously shared for the mosi part.

In the context of decision theory, culture may be seen as

--oc/o-
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a pseudo-rationalistic phenomenon, to the extent that these shared
perceptions are regarded-as genuine truths, although they are in fact
no more than collective images. This explains the fairly strong
inertia of the cultural system, one of whose most common effects is
to create g gap between the corporate body and its environment, the
latter being filtered, so to speak, through the glass of corporate
perception. Whence some distortions leading to decisions which
later prove to be very far from ideal.

The empirlcal basis supporting these different but complementary
ways of describing the culture concept 1s of course derived from the
comparative study mentioned earlier, directed to social structures
and decisions concerning imprared working conditions. The matching
of comparable decisions as between the two groups brought out the
speeific features of each system of perception brought to bear: a
manager in one of the corporations would have sesmed "out of placen
in the other. The same observations enable us to qualify the
cultural system as being pseudo~rationalistie, by reference to its
relationships with the organisational and technical structures
involved. Without evoking a causal effect, one can nevertheless
identify two chains of fachors:

=~ one the one hand, the nature of the product, centrallsation
of technlcal competence, approach to selecting investment options,
consecratlon of local optimisation, and functionalised worker concept;

= on the other hand, heavy and non-specialised investment
brogramme, decentralised techniecal competence, disscclation of ine
vestment policy from working conditions, consecration of the company
as a teaﬁ, and humanistic worker concept.
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_1.5 = The corporate model

This very sketchy outline of what we mean by corporate
eulture = to which the final part of this paper returns - shows
that it forms part of a whole in that it develops actively within
ﬁhe organisational and social structures of the corperatilon, We
will now go on to consider certain features of the model which
emerge when it 1s applied not merely to a particular corporation,
but to the higtorical deVeldpment of the corporation and its role
in relation to society as a whole.

As concerns the theory of the corporation as suech, it is
necessary to draw attention %o the dynamic nature, in both the
short and the medium ﬁerms, of the relationships between the Lhree
dimensions considered. Taking the example of the comparative study -
already mentioned, we stressed the fact that the incidence of the
sociologieal factors was evident mersly insofar as that of the
gcononic factors had been neutralised. Whenever the optimum econ-
omic decision ceases to become the priority sim, there occurs a
dispersal of the options put forward. This reveals two things:
firstly, and expectedly, the drive for economic efficiency is a basic
value of the modern culture; secondly, and less evident, glven that'
the same causes produce the same effects, the soclological varilables
can have a secondary incidence even when the sconomic focus is re-—
introduced. They then bear not on the economic validity of the
options taken, but on the concrete expression of these.

The emplrical approach brings us back to the elements of a
theory of corporate lnnovation. Furthermore, by pursuing the
investigation of the relationships between the three dimensions
considered, we arrive at a form of decision theory in which the
irnovation lssue 1s seen as a particunlar aspect. Condensing things
to an extreme, it can be sald that:

- organisabtional contingencies determine the range of the
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theoretically feasible optioms (the full extent of which is never
kmown in actusl practice, but which follows the classieal micro-
economlc theory by assuming informaftion to be totall;

= the "habitus" of the individual manager (his sociological
bersonality, expressed by the objective variables determining his
career prospects) affects the sub-set of opiions he will actually
percelve and then consider out of the full range (on the principle
of making necessity a virtue, the individual tends to perceive only
those alternatives which he is likely to atbtain)j

~ the corporate culture bears on all these options through
the value differential applied to each by the corporation at the
particular time (maintaining product quality, selling at all costs,
avolding industrial disputes, ete)s

= according to his habitus and to the nature of the optiong
perceived, the individual is more or less influenced by the regul-
ating effects of the culture, and evaluates the benefits he can
personally derive from each alternative available.

Although starkly set out for the purpose, the ahove processes
generally evolve only on the fringes of the plane of consclousness.

As wlll have been noted, we have s variation on the theme of limited
rationalism,

The integration of the cultural factor in a dynamic model of
the corporation 1s considered to have a number of advantages:
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-~ firstly, the concept ceases to he purely academic and
becomes an operational adjunct to field assignments;

- secondly, the regulatory function of culture awards 1t
a theoretical role in establishing the relationship between
individual aspirations and corporate values and ob jectives.,
Asféhoﬁn in another paper (%), most corporate theorias opt
“éitﬁerjfor an individualistice approach or for a holistic
appreéch, and have difficulty in combining these two levels
of individual and corporation to form a single tool,

The social struecture, as described above, also accomnodates
a reconciliation between the individual and corporate aspects, to
the extent that the "efficiency" of the criteria periaining to each
individual (such as degree of gqualification).depends on the distri~
bution of those eriteria within the corporation and in soclety as
a whole.

However, only the cultural factor is able te fill the gap
separating the main schools of corporate theory: » decision theory
(individualistic) and corporate behaviour theory (holistic). As
has been stressed, the dimensions ldentified here fi¥ in wilth the
theory developped by Cyert, March and Simon. Howaver, where the
latter establish a formal homology between the Individusgl and the
corporation on the the bagis of a single behavioural reference, we

substitute an empirical homology which amounts to deseribing culture

as a kind of "hablitus"™ of the corporation.

The next part of the paper, especlally the section dealing
with corporate identity over time, emphasises the advantages of a
formulation of thls type, which snables us to define the status of
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a glven corporation at a gilven time as Dbeing the sum of the
decisions previously made: where decision Dt takes the
corporation € frem t %o % + dt , we have G(Tlgfﬁ=TDtdt .
This mathematical formulation and the identification of the
status of the corporation *o a differential maniford locaglly
homeomorphie to our 3=dimenslonal space, could l2ad to some
interesting developments if we were mot brought up short by
the inherent complexity of differential geometry. (A similar
kind of obstacle will be encountered later, when we coms %o
discuss the scope of the culfural concept.)

2 - Corporation, History, and Soclety

Many compilations whose authors analyse, c¢lassify and compare
the various schools of corporate theory are remarkable by an absence
of any historical perspective (to some extent, this 1s consistent
with their reference o the portmanteau concept of organisation).
This is not toc say that these authors leave out the chronologleal
factor, but they seem to consider that the corporation as seen by
Taylor, by Mayo and Barnard, by Simon and then by Peters and
Waterman, 1s a single entiiy form which can be the object of a
static theory.

This assumption is a questionable one, however, and it seems
necessary to explicite the distance (degree of refinement of the
observation data) and the theoretical standpoint from which the
corporation is viewed as a subject of study. Let us take an
illustration in a different field: a church is a place of worship
in which a minister conducts services attended by believers. In
the Catholic faith, the church must comprise a holy altar and a
space Lo accommodate the worshippers, and so on. But the church
is also a building whose architectural design has evolved over time,
not only in step with changing artistic tastes, but also with varying
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The cultural status of each corporation stands
against the backcloth of an overali trend which we will
call that of "™indusirial civilisy 7, in reference to
the concept and findings of W. Eliag (9} in relation to a
different era. This is defined as the process by which
increasingly wide areas of society have learned and assimil-
ated the collective values enabling industrial corporations
o operate as they do now. It is not g steady process,
being affected by developments outside it: new technol-
cgies (e.g. the computer), emergence of new social groups
(engineers ang cadres), and so on,

attitudes te the act of worship itself (for example, a return at
certain times to the old basilican design). Gongequently, the
church=building has taken on qifferent styles (Roman, Gothic, ete)
and differént lay-outs {bagilical, cruciform, ete)s In our.anology,
the corporation 1s a scelal structure which appeared at a ?01nt in
time (as the church-place-~of~worship), but whose organisation has
since known different styles (like the church-building}. .Whereas
the study of organisations has not been concerned to identify
periods within which the objects of comparlson were indeed comparable
(with the possible exception of some work by Chandler (8), and e?en
then through a mafginai approach taking only implieit note of this

problem). The social strructure of the corporation also reflects

an overall trend., TFor instance, there has been a fairly
regular evolution ever since the start of tha 19th Century
as concerts the multiplication and diversification of job
profiles in the business worlds accountants, data procegwe
sers, personnel managsrs, technical directors, etec., These
uew types of corporate stalf, coineiding with organisatiocnal
changes within corporations, gradually integrate with the
social hierarchy (which to some eoxtent reflects the business
hierarchy) by forming socigliy homogeneous groups (clerks,
technicians, cadres or executives), sach with its own way of
life and set of values.

Investigation of this particular point requires the deploy?e?t
of a corporate model idédntifying those factors which change signifi-
cantly over %ime and remain relevant to even short-term: study aims.
We will now show that the model described herein fulfils this need.

2.1 = The corporation congidered as an historical object

3

Looking at each of the elements comprising our medel,
we find that theyvary along two axes, synchronic and diachronie
reapectively. But the basis of variation is not the same in

both cases. The organisational structure itself undergoes changes -
with the appear,nce of new organisation chsaris responding,
not only to the increasingly complex needs arising out of
Job diversification (functicnsal snd hiersrchic expansion)
within the corporation, but also to the effects of the
Industriagl civility trend, which produces groups of
individuals able to take positions in the chain of command,
such as via delegation of authority and functions. In this
direction we note the effects of technological progress come
bined with those of more sophisticated manzgement practices,

Along the time axis, the changes affect soclety as a
whole, including the standard corporate model consldered as
a social structure at a given point in time (discussed further:
in the next section of this paper}. In relation to the hist-:
orical trend, the variations of corporations from the standard
model are of small amplitude.
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Iwo fundamentyl questions arise out of the shove
ohservations:

~ firstly, which is the dimension which dominates, so
to speak, the others 7

ﬁ gsecondly, what are the ouftslde forces leading %o
the emergence of the corporation and dictating its
development trends ?

As concerns the first polnt, specific case histories
show that the dimension playing the leading part in the
transformation procegs is not always the same, For example,
the complexification of crganilsationzal structure dus to the
creation of new Job profiles takes place pricr to the transm
lation of the latter inte new and recognisable soeial groups
(although soecial groups cannot be defined merely in oceupaticnal

“terms) (9. Conversely, to scme extent, changes in the
soclal structure have led = 1n France, at least - to the
emergence as business leaders of people from these new socigl
groups, usually with higher academic qualifigations, who have
introduced rationalised management practices and concepis,
This in turn has led to a renewal of the cultural basis
underlying decision-making (the "engineer mentality®) and
gometimes to organisational restructuring {(concentration of
French industry following World War Two).

Frem the fact that the dimension dominating the others
changes over both the long and the short terms - giving a
pattern akin to a harmonic score = it can be inferred that
the outside force sparking off change also differs from
time to time. In Francey the drive to improve efficiency
by remodelling organisational structures did not elearly
emerge until the end of the 19th Century (for the United
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States, Chandler gives this ss oceurring from the second
guarter of that century), probably under the pressure of
inereased competition in some sectors of activity. For

the time being, however, in the absence of adequate research
findings by social historians concerning the nature and
function of the corporatiom, it is difficul$ to carry this
assumpblon much furiher.

There 1s however a dlscernable oversll trend marked
by specific developments: the gradusl emergence of the
corporation as the central focus of our soeciety or - to
quote Eliag once more - as the place where the complementary
and competing aims of the different social groups are given
organised expression, This trend maintains a constant
course for so long gs the business and economic factors
remaln the dominant pressures governing society. For some
years past, however, the guestion has been raised as %o
whether thils will continue unendingly. Although the trend
of the different dimensions we have considered 1s similarly
univoeal {increasing complexity of soelal and organisational
structures alike, increasing weight of corporate values in
the industrial civility) y they may well have devel-
oped in recent timesa reverse component whose incidence will
be increasingly felbt. In the field of factory organisation,
for example, there has been a return teo less rationalised
systems than the production line (integrated production units).
and, In the cultural fleld, industrial aims are beinz opposed
by aspirations to a better quality of 1ife.

At a glven time, there is the possibility of a divergencs
from the gensral trend. Not on gccount of the synchronie
distortion discussed in the next sectlion of this paper, but
due to the fact that some businesses, from technological
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considerations or because they are in g highly competitive
sector, are experimenting with solutions which others will
not adopt until later, and even then in possibly g different

form,

2.2 = Relations between the corporation and soclety

The overall status of each of the dimensions considered
within the soclety can be defined at any given time. In
ralation to that status, each corporation exhibits some
inconsistencies, bub the internal characteristlcs of each
dimension remain constant = so that we can say that there
is a homological relationship between all corporations in
respect of these.

The truth of this can perhaps best be seen when we
consider the aspect of soclal structurae. Scociety is divided
into fraétibns ranked hierarchically by reference to certain
criteria. The relative position of sach fraction depends on
the kind of criteria awarded priority, which in turn depend
on the plsce or type of social activity. For example, within
the corporation, there are some levels where competence is
recognised as the essential quality,so that the level of
qualification is the structural leveri solsewhere, good soclal
contach may be a prime consideration, so that social background
counts most; and so on. For companies engaged in the same
technological sector and having organisational similarities
(size, capltal struciure, ete), the same criteria correspond
to the same levels. It so happens - and here again the
cultural factor compounds the effects of the sociologleal
factor = that society dynamics result in correlations and
amalgamations: the highest-rgnking social fractlons are
those formed by the people with the best diplomas; at the
same level of formal qualification, an individual with a Ilower
social background will tend to compensste for his smaller
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offering in this respect by a greater display of competence
and work output; and competence iz more pogitively recoge
nised as a community ssset, in that it can be achieved - or
s0 1% seems - through hard work and application which sre in
themselves deemed meritorious, The socclal background asset
being partly inherited, it has a less democratic aura.

As concerns crganisational structure, we have seen that
each period is characterisad by the range of possibilities
available = in the sense of already %ried out and widely
known - to decision makers. A cholice between alternatives
becomes possible when a corporation has its entries into a
number of information networks: consultants, specialist
journals, universities, and post-graduate fraternities. AlL
these relays ensure some degree of struetural and technical
(manufaeturing or management techniques alike) balance between
corporations and contribute, to an extent again depending on
sectory size, and other parameters, to the development of
standard outlines = rather like weberian ideotypes = arotund
which the actual structures revolve indivigually. For
instance, the social contacts of some business leaders enable

thelr corporations to keep more smartly abreast of the latest
innovations,

The culture of a corporation also refers to values and
perceptlons shared by many psople outside it, It can be said,
indeed, that many of the principles nurtured in business
undertakings have been later adopted in other kinds of
Ingtitutionss: nowadays, a hospital is managed on the same
lines as a company (although, in France at least, it does not
clese down when found to be unprofitable)., At the same time,
we must not imagine that values which seem as natural as
competence, order snd progress have alwavs been so prized as

they are now: in other days, courage and birth took pride of
place.
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When exemining our three dimensions, we see that the
factors congidered relevant to understanding corporations
are also meaningful - or take on meaning - when applied to
a system referring to the overall structure of society.

The range of initiative left o a company executive depends
not only onbhi§ aﬁilities and his rank in the company, but
also on the}fgiafive rarity of his diploma, on the stabte of
the employment market, and so on. This is not to say thai,
conversely, our three dimensicns are adequate to explaining
the whole social system: for example, they discount all
matters concerning political, artistic and scientific life.
The State has other fibres than those of a corparation.
Nevertheless, I am once more inclined to agree with Elias’s
view of the corporation as the institution which has taken
over the functions perforged by “Court Soclety" in older
times, to the extent that/provldes the ground on which

the different social fractions achieve some degree of balance
among themselves and where the Ypecking order™ iz resolved.

2.3 ~ Three questions abeut the corporation

When we note the successive corporation thecries put
forward since the beginning of the Century, we are immediately
struck by their pendular swing between two poles:

- firstly, the irndividualistic approach, tending to
foeus on a representation of the corporate worker
or manager, and seeking to infer from this the
characteristics required of the overall structure
if it is to attract individual subscription to the
common aimssj

- secondly, the holist approach, looking at the corpore:
ation as s whole and seeking to establish a relationshi
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between environmental characteristics and those

of the organisational gructure. Only as a second
step does this approach consider the characteristics
needed by an individual to integrate with thai
structure.

Few theories have directiy attempted to bring these
two extremes onto the same plane. However, typical examples
coming to mind are the work of the Tavistock Institute, that
based on Simon’s theories, and that currently pursued in France
by the Management Sciences Unit of Ecole des Mines and the
lanagement Research Unit of Ecole Polytechnlque.

To my own mind, the only way of ensuring that the
symbolist=cultural paradigm becomes more than Just another
swing of the theory pendulum is %o integrate culture with an
overall corporzgie model, as we have tried to describe, and
then %o apply that model to resolving some fundamental gueste
ions regarding the underiying nature of the corporation, our
present ignorance of whieh may be the cause of the backwand=-to
movement in question. Thus far, an excessive striving for
short-term operaticnal performance has probably led to the
neglect of these issues, resulting in the succession of
theories which remain unrelated except in the major consolid-
ated reviews (1). At the same time, there is the risk that
&n ali=-embracing approach could lead to creating a gulf between
the theoreticiang taking an inereasingly long-term view of
the corporation, and the field researchers who are necessarily
Limited to short-term but practical assignments,

It 1s with this risk in mind that we came to formulate
three questions which are in faet three Tacets of a generie
problem: 'What is a corporation 2%

= the first of these questions concerns the historical
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development of the corporation: "What ig the nature
of the forces which brought the corporation into
being and which now shape 1ts main evolutionary
trends "

- the second concerns the identifty of the corporation:
What is the theoretical or other justification Ffor
assuming that the ¢ corporation being looked at to-day
is the same as the corporation also named C ten years
ago oM

- the third relates to the nature of the corporation:
"How and why 1s the corporaticn the seat of specific
phenomena and processes which are different in their
nature, or attract different explanations, from those
obgserved in other sgocial institutions 29

Little research has thus far been expressly and direetly
devoted to Investigaling these questions, although a consider-
able amount of fleld data relevant to them must have been col
lected. It is not the purpose of this paper to suggest any
plausible answers, but merely to show how the medel described
herein can provide a relevant and effieient tcol to that end.

2e3.1 ~ Historical development

Here, it is not necessary to return %o our earlier
demonstration, showing that the dimensions built into the model
have evolved over time. On the other hand, it is appropriate_
to consider whether the various trends within what we eall
the corporation are related %o a single and identical entity,
The starting point of our investigation of this theme came
from a threefold cbservation: the corporation has not always
existed (an affirmastion which to some extent assumes that we _
can refer %o criterla differentiating it from its non-existence
this is not to say that it was once iInvented (as were depart-
ment stores and maile-ordsr companies); and it is a natural
entity (as opposed to a conceptual entity 1ike the crganisation
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for example).

The problems . of origin and of subsaquent development
thus arise together. In all logic, the features identifisd
as constituting its original being must be the same as thoge
which illustrate its further development - although this does
not necessarily mean that the forces which, so to speak, brought
the corporation into the world are of the same kind as those
responsibla for its later growth and transformation, For
instance, to extrapolate slightly from Eligsy it can be
lsgitimate to consider that, in France, a decilsive change took
place when the logic of prestige which prevailed over competit-
ion between rival social fractions during the Monarchy, gave
way among some of those fractions to a new logic based on
economic competivity, This phenecmenon, very well brought out
in Balzac, can be related to the prolifieration of corporations
seeh as institutions, and differs guilte significantly from
what was described by Weber in "The Protestant Ethicn, This
change in the dominant logie, or change of logle among the
dominant classes, lad to the emergence of some of our modern
culturzl values, 4s was well demonstrated by Elias, the
ancient nobllity saw no connection between income and expend=
iture when ordering their lives; but economic rivalry brought
the notions of providing for the future, keeping down, costs,
and so on, which are exemplary bourgeols values.

A second hypothesis we can formulate is that the COrpor=
atlon subsequently and gradually increased its autonomy as it
became g shaping influence on its environment, as we suggested
earlier on,

2.3.2 - The identity of the corporation

As compared with the previous point, which we can say
with Braudel (12 ) concerns malnly the long term and the oversll
concept of the corporation, this section investigates some
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processes of medium-term interest. The true probvlem is

that of defining eriteria which, for corporations as a whole,
can be the basis for deciding what is identical and what is
different, and which justify us in saylng that a given corpor=-
ation is the same as of "t and t + dt ,although its struct-
ure, staff and strategy may have changed.

Referring to the modei considered, we can postulste a
gquasi-mathematical definition of identity: "identity exists
whenever two successive states of the corporation are connected
by a path, within the area circumscribed by the three dimensions
considered, which remains continuous (still in the mathematical
sense of the term)". Keeping to a framework of simple ideas,
the notion of continunity in the concept of a corperation can
be asgimilated to the compounded aggregate of all previous
decisions. This means that the definifion of the deeision
intervening between + and % + dt must contain an slement
of econtinuity.

The now~famous decision model developed from Simon, under
the name of "limited rationality"® or "satisfaclory decision®
throws some light on this issue. According %o Simon, a decisier
ghould be analysed with regard to its results for the corporat=-
ion. Over time, the latter has developed standard procedures
to circumscribe the decisions that can be examined (these pro-
cedures to some extent constitute the collective memory of
the corporation, but not the corporate culfure as formulated
by us). The individual in a decisicn-making function studies
all the possible options in turn, as they occur to him in
random order, finally selecting one which, in terms of the
standards of Judgment current in the corporation (usually
of an accounting nature), promises “satisfactory" performance.
Here, when defining continuity in terms of the decision taken,
we have congidered only the crganisational dimension. It is
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highly relevant in cases where economic criteria weigh
heavily in the balance, but is not usually sufficient, in
view of the highly behaviourist role awarded to the decider
and of the random order followed by the options he considers,
to a full explasnation of the nature of decision-making.

The inclusion in the declsion model of the declder?s
soclological characteristics and the cultural system factor
makes it possible %o ldemify certain types of deciders in
relation to g ranking order covering all the options they
are likely to have tc consider (leaning towards either cone
servative or more novel solutions as the case may be)}, and
to allow for their position in relatian to the cultural
values which sometimes magnify the lmportance of subsidlary
veriables (whose economic role is not clear), thus influencing
the form of decisions (but not their performance).

24343 = The nature of the corporation proper

Hersy, we seok to determine the extent to which the
corporation is the scene of specific phenomena which do not
cccur in other social organisations. To tgke the case of
corporate staff members, this means the extent to which their
behaviour within the corporation differs from that outside it,.
At first sight, in this connectlon, it might be expected that
the extension to society in general of standards and ways of
seeing things originally linked with the corporation tends to
smudge the distirnetive feastures of the latter.

Our idea 1s that the specifiec characteristic of the
corporation comsists in the variety of cultures and sub-cultures
to wfound there, a variety which stems from the Tact that the
cultures sre functione-related. By contrast, it is fairly

eenn/as




108

sasy to distinguish the arbitrary nature of the cultures
specific to administrations and medical establishments, for
axamnple. Culture performs the function of making predictable
the behaviour of ihdividuals both in gbsolute terms and in
relation to one aﬁpthér, thus enabling the formation of
increasingly long éhéihs of basic operaticns such as are a
feature of modern indéstrial undertakings. These chains,
despite their length;énd increasing complexity, are becoming
aver more dependablgl This characteristic is consistent both
with the idesa of standardisation taken from Bateson and with
the role of c¢ivility in general as seen by Elias.

From this point of view, the cultural dimension fits
in with the organisational structure and the social system
on two accountss

- firstly, it is adapfed within each corporation to
suit the practical needs of the latter’?s purposes;

« gecondly, it interacts with the soclological charact-
gristies of individuals in such a way that egch of
the latter accepts it to a greater or lesser degree
depending on his or her soccial background and origins.

We will now illusirate the importance of our three
questions by reference to two case~histories from practice.

3 « Two Case~Histories
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- secondly, it must expound on the same set of phencwmena
and obhservations as was studied using the earlier theories,
at the same time‘bringing together two points of wview
hitherto either unconnscted or asctually conflicting with
each other: on the one hand, the study of internal corporate
regUlating processes which can be placed under the general
heading of "decision theory"; and on the other hand, the
study of the adaptation of organisational structures to
their surrounding environmentg.

Concerning the Tirst point, the current literature is divided
under two main headings: economic history studies, which employ
merely a very sketchy idea of the corporation and neglect =~ among
other aspects = the questiion of its internal organisation; studies
which, on the contrary, attempt a long-term transposition of a rather
conventional organisational concept strongly marked by the notion
of technologlcal determinlsm (the work of Chandler is a good example
of these).

In both cases, these studies address a much more limited
prospect than the one which our model enables us %o approach, as we
explained In the previous part of this paper.

Concerning the second point, z considerabls number of papers
and books have been published. Rather than follow the established
rule of arguing that the concepts déployed by our model have a greater
force than those used in earlier theories, we will now go on o
describe the kind of analysis the model makes possible, by reference
to two case-histories from practice. In one of the two cases, even,

The corporation model integrating the cultural dimension we
have outlined above must, if it is to be an improvement on earlier
theoretical approaches, possess two characteristics:

we are able to compare the findings from a conventional organisational
approach agalnst those resulting from a more "eultupglh approach,
although noting that the two different forms of argument gave the

same result from the standpoint of organisation of the researcher’s

« firstly, i1t must provide a connection between the "outsidet intervention. The case-histories illustrate both the method of

attitudes = historical and sociologlcal = to the corporation
as just described, and the Yinternal" attitudes foecusing on
the latter?s functional purposess

----/o-

-vc-/oc




110

observation described above and the application of the framework
of interpretation ocutlined in Part One of this paper, and our
account -of them separates as far as possible the respective roles
of the three contributory dimensions considered,

3.1 = The casé df the Nestlé Company (13 )

This assignment originated with a request addressed
by SOPAD (the French subsidiary of Nestlé Internaticnal) to
the research institute where the author was emploved at ths
time. The management of the company felt that the mileage
recorded by their sales representatives during their daily
rounds had become too high, and that the ifineraries being
follewed were not rationally planned. Bach salesman was
allocated a territory of several hundred square miles.

When the study commenced, nothing of the activities
of such salesmen was known to me, apart. from the general
ideas that can be picked up on a marketing course. The
problem described merely reminded me of Little?s well-known
algorithm which enables a commercial traveller to optimise
the travelling distance between different towns. My
co=researcher and myself thus familiarised ourselves with
the organisation and procedures governing the work of the
salesmen in the Division concerned, before calling for the
dally reports on which each salesman recorded the shops and
stores visited, the actlon taken and the time spent in each,
and go on. Then, af ter locating the points of csll on an
accurate map, we reconstituted some of the itineraries folw-
lowed and found that they were not optimal in terms of Little’s
algorithm.

In possession of these route maps, we next asked the
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salesmen concerned to explain how their routines had been
planned. For each éction performed during the visits, we
attempted to list all the constraints which could have affected
the choice of the particular day and time. For a clearer
wnderstanding of this point, it may be advisable to describe

the work of these salesmen who were travelling for a company
gelling high-turnover food items. Their job was not so much
to take in orders, since even the smaller stores tended to

be supplied from central purchasing agencies, as to carry out,
especially in the supermarkets, product-promction activities.
The implementation of these activities requires a combination
of circumstances which precludes arbitrary timing; for example,
a given campaign may be organised at the level of a chain of
stores with sales outlets all over France, meaning that the
salesman has to make appointments with all those In his sales
territory, check that they have ordered a sufficlent quantity
of the items being promoted, make sure that the display material
will be on hand, and so on. Thils example Illustrates just one
of the aspects of a job which has become extremely varied.

Taking account of the salesmen’s explanations, sometines
corroborated by information obtained from the Head Office in
Paris, we performed a simulation of their working activity
with a view to determining the possibilities of improving their
travelling schedules, The simulation exercise shounld more
properly have been conducted on heuristic selection lines, buk
for a small number of events it was legitimate to rely on
visualisation using a map. In any event, the heuristic
approach would have been superfluouns, as 1t scon emerged thak
incorporation of the imperative congtraints led to exactly the
same itineraries as were being followed by the salesmen up to
then. In other words, and contrary to prior assumptlonsz, Ihs
salesmen’s decisions had had an opltimlsing effect.
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The first conclusion to be drawn from this cbservation
was that, if dertsin constraints were modifidd; the optimising
ability of the' salesmen might cause them to settle into even
more satiéfabﬁbry habits.

A further conclusiocn was that the slackening of constr-
aints could not be brought about at the local level, even if
this was the level at which their adverse sffecls occurred.

Nevertheless, it was necessary to make an inventory of
the constraints which appeared the most harmful., We, the two
researchers, thus each spent a period of two months in cbserve-
ing the daily work of the salesmen; usually introduced to them
as newly-recruited tralnees, we participated in a number of' the
getivities performed by them. This observation pericd, to-
gether with contacts at a higher level of the company hilerarchy,
brought us to suggest that some of the main constraints could
be mitigated by a better flow of iInformation glong the chain
of command; such as by giving the salesmen earlier warning of
future plans of action. At the same time, 1t was possible
that salesmen who could optimigse their travell}ng schedules
when faced with a get of constraints legving little room fer
choice, would find difficulty in doing so 1f the number of
options open to them increased. To asslst them in achieving
this, we developed a procedure based on the use of documents
enabling the gradual planning of their fubure rounds in step
with the receipt of the relevant information. This brought
us back to a simplified heuristic approach based on the visual
agsessment of distances on the map.

The gystem was given a pilot run employing only a few
of the salesmen, and amended 1n the light of results. TNext,
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we gradually taught the other salesmen to apply the method.
Finally, at a manor house used by the company as a training
school, the method was formally presented to the two hundred
sales staff involved, in the presence of the top management.
After a few months of full-secale Implementation, we drew up

an account of the savings achieved by the method: depending
on the particular sales territory, the reduction mileage was
between 15 and 20 percent. The study was performed in 1971/72,
and {twelve years later is still being used, following the same
principles and with some slight compuber intervention added

at appropriate stages.

4t this point, it might be considered that we have seen
no more than an example of a classical organisation study,
carefully performed and having proved its effectiveness. It
was only several vears later, in fact, that I came tc formulate
a more "eculturalistich interpretation of what had really been
implieit in the =study. It should be noted that this post-
mortem analysis in no way detracts from the method developad,
and that it would probably not have affected things if it had
been produced at the time. The approach adopted for the
assignment - lengthy observation of working habits, dialogue
with those involved, free zccess %o all levels of the organis-
ation, and so on = no doubt facilitated the revised interprete
ation, to the extent that the study was designed without
reference to any preconceived ideas concerning such things
ag the profiles of the salesmen or of the company employing
ther, so that the data collected opened the way to several
avenues of investigation.

Wy "eulturalistic" analysis is based on two main pointss

= firstly, the salesman profile viewed from within the
company became adapted to the changes in the nature
of' their job, themselves due to changes in the retail
marketing sector;
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“g' . = secondly, the functional implications of this
: Wgelationship between sglesman profile and job
K_hrofile made it necessary apply aconcrete pro-
cess when seeking to effect the adjustment re-
quired.

At the start of the exercise, the dominant image of
the salesman as derived from an analysis of the way his work
was organised (particularly Information flow), reflected an
earlier status of the company’s environment: +the time when
its products were retailed through small and unconnected
shops, where the travelling salesman’s job was limited to
taking inventories and jotting down orders. As we have
already noted, the retail food sector has undergone radical
transformation during the past fifteen years or so. The
small shops have joined up to form chain stores, and super-
markets have made thelr appearance. This trend has been
accompanied by a need for new forms of action at the points
of sale, with orderwtaking becoming only a marginal Feature.
The company in question had developed techniques and facilitles
for handling these new forms of aeticn, but had neot made all
the organisational adjustments required by the underlying trend
In particular, it had failed to allow for the fact that the
new assignment of its salesmen involved many more non-scheduled
tasks, sc that a major part of their Job consisted in ceoping
with ad hoc sitmations. . The culturally effective profils
of a salesman is thus that of an organiser and promcter of
point-of=sale getivities. Consecration of this new image
implies new information-flow systems which recognise these
new attributions and allew them to be expressed.

In my view, however, this adjustment of attitude would not
have been truly effective without the material contribution we :
developed to accompany 1t. One reason for this is of a fairly
symbolic nature: by giving salesmen the means of organising '
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thelr work themselves, we consolidated the idea that this
activity had become an Integral part of their jobs. Another
reason Jerives from the fact that the former salesman profile
had performed a functional purpose, in that it corresponded
to the salesman’s job profile. The discrepancy between the
0ld salesman profile and the revised job profile was revealed
by a particular symptom: the increased mileage marked up by
the sales forew. Bub, because of the relationship between Zane
profile and job~content, it was felt necessary to seek to
modify the former with the help of a method which was as
conerete as possible and which also implicated the higher
levels of msnagement, these being the main target of change.

The above case-history would seem to be a fairly clear
iliustration of the relationship between the organisstional
and the cultural dimensions of the problem. 4ar additional
point may be brought out: the salesmen who volunteered to
have thelr working habits investigated, together with the
main advocate of the study at genera) management level, pos=
sessed certair Individuwal sociclogical characteristics differ-
entiating them from their colieagnes {level of gqualification,
age, previous career, ete), and we later observed that their
Personal investment in the exercise had rather tended %o
enhance their careers.

3«2 - The case of an automobile company (14 ) (15 )

This study was initiated following a proposal made by
the Personnel Department of the firm in question, and more
pracisely by the unit responsible for improving working con=-
ditions, The purpose was to perform a post-facto assessment
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of the processes leading to the introduction to a partienlar
factory shop of a production technique quite different from
those previously employed, and of a klnd likely to improve
the conditions of work there. :

On the grounds of safefy, coupled with the obsclescent
state of the equipment, 1% had been decided that the shop
would be completely modernised. Hitherto, there had been a

production~-line system employing fifty workers, the unit job~time.

per statlon being less than one minute. It is well known that
this type of arrangement encourages absenteeism, a danger
Ingreased on this partienlar line by the fact that the work
performed there was notoriously unatiractive: the actual
mean output ratio, in terms of real output versus theoretlcal
output, was in the regilon of 6% percent.

The department responsible for designing the new shop
had merely proposed that a broadly identical production line,
but wlth new machinery, should be set up. However, the shop
production manager countered this by adveeating replacement
by integrated production uwnits, each comprising four workers
who together performed all the operations previocusly divided
along the production line, The job cycle (time between two
identlical operations) was fifteen minutes, with the operatives
chooging the distribution of the work. With this kind of
system, the output ratic is almost directly proportional to
the attendance ratio.

The second solution was finally adopted, as being more
in line with the established investment cost criteria, but
not without difficulty: in faet, and this was unusual for
such a routine decision, the firm’s Chief Executive had to
adjudicate personally.
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To have a proper understanding of the problems which
this decision raised.within the company, it is necessary to
know scomething about the local management practices, especially
concerning capital investment options. A desoription of these
shows how a belief in the supreme advantages of the production
line (which may have been justified at one time) became rooted
in the organisational structure, so that the members of that
gtructure became the ardent defenders of what was no longer
more than a debatable system,

8ince the Taylor ethic came to France, accompanied by
its train of organisational principles (separation of the
design and production funetions, inecreasingly complex time-
and-motion study methods, assembly lines, and so on), the
nature of certaln products has changed and their markets have
become more competitive.  Automobile manufacturers, for
instanca, offer wider ranges and bring out new models more
fregquently. They have been forced to rationalise their
investment choice procedures by concenirating them in increas-
Ingly heavily-staffed departments, such as what is known in
the case in polnt as the Central Methods Directorate. The
basic task of this directorate is, referring to prototypes
developed by the B & D department, to lay down production
schedules: order of operations, shop-floor layout, Jjob times,
and so on, It is thus acknowledged as the legitimate power
behind all new productive investment decisions.

This legitimacy stems from the fact that the directorate
wields the tools needed for the “scientific® preparation of
those deeislons: 4%ime-~charts, work-splitting principles,
speclallsts in the materials employed, and the like. Although
the Central Methods Directorate took on its pressnt Form only
about twenty years ago -~ well after the widespread introduction
of the production-line system -, its main experience has been
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with this type of plant organisationi and, through a kind

of mimicry, it has itself gradually developed into a production
line for making production lines. Thigxhqs tended to limit
the range of solutions which could be:cdﬁgﬂgered whenever a
new investment project came forwards Howefeﬁ,fthié organige-
ational explanation leaves room for a more "cultural' component
of behaviour, as we shall now see.

An automobile is made up of g large number of components.
The production cost of the whole vehicle is related to its
gelling price to the public, but this does not really apply to
the components - for which there is ro wide market.  Thus,
it is never known whether the production cost of a given com=
ponent, taken separately, 1s sufficiently low (in the terms
stated by Simon). There has thus grown up an obsessive drive
to cut costs as far as possible, based on the loglc of perfecte
ionism, which is s$ill further aggravated on account of the
large number of units turned out. This is why hundreds, or
even thousands, of people employed in the Methods Directorate
spend their time on shaving off a few millimetres of metal.,

It is this maximslist approach which has :so far dominated
the evaluation of investment projects and led to a constant
repetition of the same organlsational solutions. This
influence bears not on the method of evaluation proper, butb
on the range of options to whick that method is applied. Pro=

duction lines lesave room for many combinations of well-establishe:

ed techunical solutions, so that they give opportunities for

easy and systematlic comparisons between many sets of options.
There is thus a good chance of ending up with the best possible
productlon line for the given purpose. We can thus refer to
an optimum standard which, owlng to the maximalist obsession

already mentioned, i1s not recognised as merely a local (in the
mathematical sense) phenomenon. The function of the eulitural
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perceptions shared by the staff of the Directorate is to
mask the distinction beiween the said local optimum and what
may be a better solution but which lies in an ares not acces—
sible %o the systematic determination of the cptimum resnlt.
In other words, those shared perceptions serve to provide
reassurance as to the quality of the work performed on the
problem as percelved,

This being so, an engineer who is not a true Methodsg
men, and who draws attention to - even by inference - the
existence of this organisational terra incognlta, is bound
to provoke tension and confliet. We will try to show that,
here again, the cultural dimension is of functional incidence,
to the extent that its pseudo-ratlonalistic effects take root
in an organisational concept; +he engineer and the Directorate
are both right, but from different logical standpoints:

- In ferms of economie logie, the engineer is right in

that his solution is better within the framework of
the investment criteria applicable,

= in ferms of "organisational' logic, the Methods
Directorate is right in preferring a local optimum
that is sure to be attained, rather than a solution
only hypothetilcally "better®™ than thaﬁ cptimum,

When the shopfloor engineer produces an organisation
blueprint more cost-effective than that produced by the Methods
Directorate, and based on totally different principles, he
provokes a deeply traumatic situation affecting not only the
particular directorate involved, but also the rest of the
corporation. Firstly, because he hag flouted a culturally
Important value: that of legitilmaey, which dictates who has
the right to speak of what (in the absence of specific rules
to that effect), in the name of a higher value - rationality.
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Secondly, because by producing a betber solution than the

cne generally accepted as the best, he raises déﬁbts CONCEerhn=-
ing all the other findings of the Methods Diréﬁ%brate - and
even more so to the extent that no-one can say fhat still
better solutions do not exist. R

The wealkmess of the engineer’s position is revealed
by the latter consideration. His appreoach is neither systenm=
atic nor capable of being generalised. Insoffar as the system
he proposes is not the product of an exploratiocn of a structur-
al set of fgcts, its quality derives from the imaginative
ability of its author, Furthermore, an econcmic evaluation
of that system requires the existence of a reference basis
such as that provided by the best production iline. For these
reasons, the proposed solution implieg the existence of the
Methods Directorate, and does not point to s new way of design-
ing workshop layouts in general.

The production line is not merely a reference basis, It
is founded on a whole system for ecaleulating production times
which are not used just in evaluating investment projects, but
also for monitoring output rates, for determining personnel
needs, and for other purposes involved iIn the day-to-day
management and future planning operations of the company. The =
advantage of this system is that it is the same for all the
plant?s workshops. If the kind of solution proposed by the
shopflcor engineer were encouraged, it might give rise to the
emergence of a multitude of corganisaftiongl principles, possibly
conirary to each other in some cases, and at all events hard
to encompass within an overall view of things. It is for thes
reasons that we pointed to the difference between the economic:
logic espoused by the worishop manager (which makes senss on
the local level) and the crganisational logic embodisd in the
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Iethods Directorate {which tends to promote wniform meshods
of management) .

As in the previous cass-history, the shopfloor engineer
advocating the new organisation possessed a higher %technical
qualification than most of the other staf? holding the same
position (which, strictly speaking, is a supervisory post
rather than one entailing technical raespongibility). This
qualification enabled him tc see his project through (in fact,
nine successive versions had to be produced, illustrating the
stern battle he fought with the Methods Directorate). Further—
more, the assurance with which he conducted the task mnay be
attributed to the fact that he was from a higher social class

than the other workshop managers, most of whom were former
foremen.

The above brief account illustrates the relationships
between culiural values (helief that a solution is optimal),
managetient procedures (the costwsccounting system employed),
and orgenisgtional structure (that of the Kethods Directorate).
Thelr involvement explains why the corporation sometbimes
regcts violently to initiatives which are chjectively sound,
even 1f unorthodox in organisatiord terms, in that they may
be a threst to the corporate design. It would require a
considerable amount of effort for the corporation to draw
the organisationagl consequences (in terms of the overall
structure) of the solution provided by the shopfloor engineer;
espsciglly in view of the size of the corporation concerned.
This may explain the ambiguous ending to the story: shorsly
afterwards, this engineer was transferred to a higher position,
but one which tool him out of the production side of the
company.
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4,1 = Culture and the corporste identity

When defining what we mean by culture at the stert of
this paper, we referred o Bateson’s degcription of the concept
in "Naven" ( 16). Without disowning %his early work (he in
fact added a preface tweniy years later), Bateson went on to
study humsn communications with the Palc Alte school, from the
joint approach of psychiatry and anthropology. In "Naven',
eulture was described as a factor of behavioural stsndardisation
which had different effects depending on the sccial status of
the individual;

- by defining what the individual can legitimately
express concerning social life,

- by defining the possible behaviours assoclated with
each social status position.

Subsequently, the Palo Altc school was influenced by
developments in linguistics, and came to define as belng
cultural, the sub-set of behaviours (among those expressibls
by the body or the voice) which a soclety (in the sense of g
gocial group) regards gs significant (17 ).

Refusal of the right to speak on certain subjects, fo
certain categories of individugls, performs the function -
according to the early Bateson - of preventing what he calls
Bgchismogenesis™, meaning the precess by which a soclety can
explode under the effect of the internal stresses caused by
the attitudes of some of its members. This work cn culture
snd communications was based on the observation of primitive
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soeieties (New Guinea and Bali), of the sccial behaviour

of the ofter, and of psychotics, all of which are fields
very remote from that of the corporation, It was for this
reason that we felt it appropriate to show that the cultural
medel we were developing was a component of g corporeate
theory aimed at explaining the evolution of the corporation.,
We were concerned to demonstrate that the fact of including

a culturgl element in such a theory was a decisive contribut=
ion to the investigation of corporate transformations over
time: i1t enables understanding of the Tactors of inertis and
intercourse which are foreign to a corporate model that
totglly discounts the socio=gconomic ineidence, whereas the
corporation is in fact gaining ever greater autonomy. iy

we can establish the relationships between the cultural per-
ceptions and sccial groups behing this sutonomistie trend,
and the homological features of the social struecture, then
Wwe can also establish the limits of autonomy at any give
point in time.

Culture iz thus part of a self-perpetuating process
which is fed by the dynamic interaction between the COTPOTr
ation and the society, and which acts by differentiation and
Integration owing te the gradusl assimilation of codes of
conduct and legitimisation procedures by increasingly wide-
spread groups of individuals. As already mentioned, this
gradual selection process led us to envisage defining stages
and styles of corporate development in which the cultural
factor is especially prominent.

From the methodological standpoint, a precise study
of this process requires us to ftake certain precgutions that
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could be described as eiementary, if only they had slready
gained currency:

= avold transposing, unreservedly, concepts such as
those derived from the study of primitive sccieties,
which differ from the corporation on at least two
important scores: thelir immobility and their relative
simpiicliy;

~ avold stifling the corporation within a mass of
miscellaneous entities, collectively lumped together
under some such heading as Morganisations", whereby
it is studied in relation to the same variables as
are theatre companies, hospitals, and prisons;

- avoid considering the corporation as an atemporal
ingfitution, and reject the idea that observations
and theories dating back fifty years necessarily
retain their initial significance.

It is important, then, that the concepts dewveloped
in relation fto the corporation should leave room for invest-
igating the three basic questions concerning its historical
development, its ldentity, and its specific nature.

I% is also important to bear in mind the fact that
anologies are usuglly of only limited relevancys viewing
the Automcbile Company case-histery in the light of the
mechanics of schismogenesis adds little to our understanding
of the corporation. The same applies to using the 'double
bind% theory when considering the company?s attitude to its

cadre personnel when it says in effect: Winnovate, but realise

that innovation is gangerous for the corporation®,
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4,2 - Is corporate culture s concept or a field of knowledge ?

The cultural element as thus described arnd, so 5o
speaky put into operation, emerges more as a conceptual tool
than zs a sysbem capable of being exhaustively depicted. In
other words, we see no prospect of ever arriving at a cut=ande
dried definition of the culture of a corporation. There are
two reasons for this, the one theoretical and the other
methodologlesls

~ the first reason is the one already mentioned, when
we noted that the corporation was on a different scale
of complexity from that of a primitive soclety. If
we can claim to be able to take a comprehensive view
of the latter, this is because it remains virtually
static: after a five-year absence, the researcher
can go back and find that the social structure and
values are unchanged. Whereas the culture of a
corporation, despite a builtwin inertia, is in a
state of constant evolution due to the ongoing inter-
ference of the internal organisational structure and
of certain outside factors such as changing technology
and styles of managementsg

- the second regson is comnnected with the difficulty
of observing the corporatien. Even if he finds that
fairly stable procedures obtain, and that many events
derive from routine, the observer cannot hope to single
out at all times which factors are truly significant
in the evolutionary pattern: there are too many
centres of deelsion, and his own place in the scheme
of things is never quite clear, Even if he comes up
with a coherent account, there will always be some
doubt as te the general walue of his observations
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For these reasons, we are inclined to 1link the coneept
of corporate culiure with two complementary lines of research
(diseounting historigal research such as that concerning the
evolution of industrial intercourse):

- firstly, the case-study approach in which the cultursl
element ls a concept bound up with a theory defining
its manner of application, and designed to broaden
the framework of reference surrounding the study.

Two examples of this are given above;

~ secondly, an attempt to define w» failing a comprehensive
cultursl structure - some generlc traits which are
bound to occury at some point and to some degree, wlth=-
in the cultural complex of all corporations. Examples
of this will he given a 1little further on, showing how
the identification of such tralts can enable comparative
studies between corporations and the development of
spacific methods of observation.

For this second line of approach to be effective - espece
ially with regard to comparative studies -, we must explaln cur
basis for considering the corporation as a separate field of
knowiedge. I% ig for this purpose that we have integrated
the cultural element with a corporate model and described how
that model can contribute to studying the questions "ihat is
a corporation ?¥,

As conecerns the study methods applied to investigating
the cerporation from a cultural standpoinf, there nc doubt
exists a considerable number of alternative techniques (The
author previously illustrated one such method by describing
how the staff of a company were brought to draft futurological
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scenarios in short-story form (13 ). However, we fesl that
the methods adopted should all erable the researcher to have
the kind of relationship with the gorporation concerned which
allows full access whilst at the same time leaving room for a
coolly critical appraisal. To some extent, the necessary
distance can be preserved by leaning on the acquisitions from
outside professicnal gatherings ang literature, but a more

- permanent arrangement can be achieved by regurlar contacts

between the assignment researcher and a group of oubtside colw
leagues engaged, perhaps, in other filelds.

4+4 = The main traits of the corporate culture

As these are seen at present, they lie on three different
levels of investigation:

- a level concerned by the question of staff and
corporate profiles,

= a level involving the problem of logicsl definition,

- & level on which we examine the relationships between
the cultural dimension and the other dimensions congide
ered (although the effects of these are already felt
at the two previous levels). A kind of study of the
funetion of culture and its place with regard to organ=
isational ins%itutions, '

4e4,1 = Profile~building

This term is taken to mean the manner in which some
specific profile-images are adopted by a corporate
culture, or by the culture of particular given sub-group
of individuvals, Two of these images are folt to be
particularly relevant and interesting, for several
reasongs
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= one 1s the image of the individual
= the other is the ove;all company image.

The first interesting point 15 “that'these two extremes

of the soclal system constituted by the corporation boih
correspond to images which are current in cultural

systems of a different nature: to those of the individual
and of soclety as encountered in primitive cultures and
anthropological theory; and to those of the eitizen and
of the State in the political context.

Then, as already noted earlier, corporate theories have
often sdopted as thelr starting point one or other of
these two images, usually taking the model from some
established discipline, such as psycholegy for the
individuglistic approach and systems theory for the
holistic approach.

Findlly, many decisions are in fact inspired by one cf :
these images, to the extent that the latter are considered :
as an integral part of the current rules of the game.

Between the two extremes, particular fractions or sube
sets may be given a specific image. One exgmple of
this is the salesman image referred to in the first case~
history described above; another one was encountered by
the author, concerning the office perscnnel employed in
a technology~based company {19 ).

Logilcal definition

We earlier described culture as being a kind of pseudo-
rationalism, which 1s consonant with the quite commonly
accepted definition of culture as a system of agreed
perceptions.

To some exteni, our industrial society can be described
in terms of Weber?s "legalistlice~rationalism®, meaning
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that it is shaped by people concerned to eliminate
arbitrary decision-making and discriminztion between
individualss thecretically, every act of authority
must result from a “logical" process of reasoning,
However, this process itself often refers to stereo=
types, whereas the area within which It applies and

the form which it takes may differ from one corporation
to the next{20).

Let us take the example of investment projects designed
to improve working. conditions, Some corporations, for
organisational reasons (nature of the product, focug of
competence, efc) or due te historical circumstances
(nationalised companies, companies with a tradition of
soclal reformism, ete), have developed a humanit rian
attitude consistent with making financial provision for
such projects, whereas others econtinue te apply the
rurely economic criteris governing investment eoptions,
S8imilar situations arize when a miscellany of criteria,
not direetly comparable between themselves, has to be
ranked In an order of priority. We then see that some
companies stregs the commercigl side, giving priority to
sales strategy and "gimmicks", whereas otherg are more
concerned with produet quality and sophistication,

This type of observatien can to some extent apply to
national stereotypes, some countries being renowned for
the reliability of their products and others for the
aggressivity of their salesmen (2! ),

The cultural element in relation to the organisational
dogma

Here, we are referring to the functional atiribubes of
& corporate culture, whereby it sustalns the activity of
the corporation by acknowledging some of the virtues of
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 the established convention (such as who can speak on
:;jw@athgubjects), while introdueing channels of comnuni-
‘cation between different levels of the hierarchy. The
eulturyl factor thus maintzins very strong links with
the organisational structure. If we analyse the latter
and systematically ldentify all the features which are
not gtrictly derived from the economic rationale (which
from the cultural standpoint corresponds to a kind of
zero point on the scale of values), we can extract from
it the shared perceptions cerresponding to the ecultural
incidenca, The following are two brief examples of this

The first concerns the connection between the worker
image and the organigation of production inside & steelw
works. At the sbtart of our assignment in this under-
taking, the rules of work left very little initiative to
the shopfloor workers, who were congidered very much on
the Ilines of Taylorist theory, i.e. ag robots performing
repetitive movements. It had become evident that this
rigid attitude was an obstacle to attaining the more
flexible production objecitives needed in a2 depressed and
increasingly competitive market. To rémedy this, an
attempt had been mpde to adapt the production side by
promoting the notion of a more responsible worker, capable
of initiative within a closely-defined area. In its
desire to re~shape the dominant worker image withln the
company, especlally in the minds of the qualified technics
al executives, the management had over a perilod of years
Introduced various kinds of changes: recruiting of young
workers at a higher level of gualification than had been
the custom, workers partiecipation in decisiong affecting
thelr conditions of work and the choice of new machinery,
and so on., The recent introduetion in France, well after
the assignment in questlion, of what are known as "Quality
Circles®, corresponded to the same preoccupation: te

-IIO/-.

131

obtain an effective Improvement in shopfloor organisation,
remodelled job definitiens must be accompanied by a consonant
change in the image of the shopfloor worker as sesn by those
placed ahove him.

Our second example concerns to the overall company lmage as

a factor of Investment options. Within the industrial group
considered (22 ), the decision=making process was up to a few
Yyaars ago baged on traditional costeaccounting procedures, and
the yard-stick was the internal rate of return on investment.
Then, following an appraisal by a consultancy firm using the
Boston Consulting Group approach, this was replaced by a
method based or the relative cost position. In other words,
a method which led to investment options refleecting internal
performance alternatives was superseded by one which examined
that performance by reference to the outside competition. We
thus have a clear illustration of an introspective company
imzage changing to become an outward~looking one.

The three main trailts of the corporate culture considered
thus coneern three different levels of approach, but the
effects of the variable factors involved may be felt in come
binations between those levels: the commection between the
corporate culture and the organisational structure is related
to the images which prevall when judgements are formed.

5 = Conclusiong

Bven if the tenets of theory or the lessons of particular
experience impel the reader to disagree with all or part of our
model?s assumptions, the author feels able to claim that it meets
a number of the requirements which any corporate theory should
fulfil, or by which it should be assessed, Four such requirements
can be Identifieds

« the first, already given detailed treaiment in another

oooo/-o
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paper {z3 ), concerns the model’s ability %o combine,
i --within a single conceptual framework, the two extremes
Tof individﬁal versus corporate wholae. It thus reconciles
two points of view which fall to meet in many of the
theoretical propositions expounded: decision theories and
corporate behaviour theories;

-~ secondly, there is the matter of seeing the corporation
as a soclal structure. A model should provide the means
of investigating the long-term relationships developing
betwean the corporation and the soclety as a wholes

- next, we have the relationships obtaining between the
gorporatien and society at a given point in fime. The
components of the model should foecus attention en the
way that a proper understanding of the corporation lmplies
a reference to factors that are meaningful only in terms
of society as a whole; such. as the soeial status of the
people working in the corporation, or the social processes
by which new management ideas are propagateds

= finally, there is the abllity of a single madel to eontrib
ute to the study of the three aspects of the corporate
antity discussed above: the specifie phenomena it generw
ates; 1%s consistency over the short term; and its
long=term origins and future.

Evidently, the fulfilment of these four requirements lmplies
that the focus of interest lies with the slngularities of the corpors
ation. From the methodological standpoint, we must therefore obey
the three recommendations algo formulated earlier: :

= be caubious in using concepts borrowed from other disciplines
where they were developed through empirical experience not
related to the corporationg

-o-o/co

= pay keen attention to the transitory as
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~ beware of the notion of "organisations¥, which obfuscates
the true nature of the corporation by Iumping it together

with other institutions that are irrelevant to it on almost
every count;

= pect of the corporat-
s and thus to the doubbful advisability of maling direct

extrapolations to modern companies of findings developed
Tifty years ago and based on an industrial context which
bas since changed in many ‘essential respects, particularly
that of the status or Industrial intercourse.




134
NOTES

{1} like thoses presented alt the Vancouver Conference on {rganisation Culture
1-3rd April 1954 and at the Lund {Sweden) Conference on Organisational Symbo-
lism and Corporate Culture, 26-30th june 1884.

{2) About the theoretical backgrounds of our model, see V. DEGOT, '"Le modéle
de l'agent et le probléme de la construction de l'objet dans les théories de

1'entreprise" Social Science Informations, Vol 21, n® 4-5, 1982.

{3) For more precisicns on that approach, see M. Berry, J.C. Moisdon, C.

Riveline, '"Qu'est-ce que la recherche enfgesﬁibn?" Revue Informatique et

¢

Gestion, sept-cct 1979.

(4) P. Bourdieu, "Avenir de classe et caﬁsélité du preobable", Revue Frangaise

de Sociologie, XV, 1974; M. de SaintMartin, "Les fonctions sociales de 1'ensei-

gnement scientifique', Paris, Mouton, 1971.

{5} J.G. March and H.A. Simon, "Organizations" New York, J. Wiley and Sons,
Inc, 1958.

{€} G. Bateson "Naven" Stanford University Press, 1971.

{7} V. Degot "La représentation de l'agent dans les théories de l'entreprise:
egsal d'approche &pistémologique” Report for the French Ministry of Labour,
Paris, 1979.

{8} A.D, Chandler, "Strategy and Structure", Cambridge (Mass.), M.I.T., Press

1962, and "The Visible Hand", Cambridge {(Mass.) Belknap, 1977.

{9) N. Elias,"La Société de Court\"La civilisation des Moeurg),"La dynamique de

L'Occident! Paris, Calmann-Levy, 1973-74-75

(10) P. Bourdieu, "Les sbtratégies de reconversion", Information sur les Sciences

Sociales, vel 1Z n® 5 1973.

(11) C. Perrow, '"Complex Organisations", Glenview (Ill.), Scoft, Foresman and Co

1972 and D, Silverman, ''The Theory of Organisation", London, Heineman, 1974,

(12) F. Braudel, "Civilisation matérielle, Eccnomie et Capitalisme', Paris,

Armand Colin, 1879.
{13) M;Berry, V.Degot, R. Maillard, "Etude sur l'organisation de la force de

vente des produits Nestlé', Paris, Ecole des Mines Publ. Sept 1972,

(14) because of reasons of confidentiality, the name of that French enterprise
cannot be divulgated.

(15) V. Degot, P.L. Dahan, "La diffusion de l'Amélioration des Conditions de

Travail dans un groupe industriel", Paris, Ecole Polytechnique Publ. 1978.

(16) G. Bateson, "Naven", op. ¢it.

(17) P. Watzlawick, J. Helmick Beavin, Don D. Jackson, "Pragmatic of Human

Communication, A study of interactional patterns, pathology and paradcxes",

Wew York, W.W., Nerton and Co Inc. 1967.

(18) V. Degot, J. Girin, C. Midler, "Chroniques Muxiennes: La télématique au

quotidien™, Paris, Editions Entente, 1982.

138

(19) P.J. Benghomi, ¥. Degot, C. Patte, "The image of the administrative
function in a large French company" Communication at the Lund {Sweden) Confe-~

rence on Organisational Symbolism and Corporate Culture, June 1984.

{21) On the relationship between national cultures and corporate culture, see
Ph. d'Iribarne, "National cultures and the functioning of organisationa"
Communication for the Lund (Sweden) Conference on Organisational Symbolism

and Corporate Culture, June 1984,

{20) J. Girin, "Langage en acte et Organisation”, Economie et Société, série
Sciences de Gestion, n® 3, 1983.

(22) B. Collomb and J.P. Ponsard, "Creative management in Mature Capital

Intensive Industry”, Communication for the conference on Creative and Inno-

vative Mapnagement, sept. 1982, Austin, Texas.

(23) V. Degot, ".e modéle de ltagent", op. cit.




ACTION RESEARCH AND ORGANIZATIONAL SYMBOLISM: THE ROLE OF SYMBOLS
IN CHANGING THE WORK ORGANISATION
Antonic STRATI

The Baric experiment began in 1973/74, and continued
until the last follow up study carried out in 1982. It is descri-
bed in the two following sections;: unit grouping to redesign the
job, and rethinking the job redesign. The symbolic aspects are
mainly used to explain, rather than beiﬁg themselves examined,

used as objects, or seen as representations.

UNIT GROUPING TO REDESIGN THE JOB

The research

Computer technology has created a need for data con-
version: written and printed information must be processed into
machine readable form. Baric Company provides such processing on
its own premises, as well as other services which include accoun— X
ting, stock and preduction control, business plaoning, financial
modeling, and technical analysis.

Baric, owned by ICL (60%) and Barclays Bank (40%), with
a staff of 900 in 1974, is a-small business, and yet is one of the
largest bureau in the United Kindom. At the Data QF:ﬁf:fion unit,
raw data such as payroll, invoice and stock control@inforhation is
converted onto papertapes, magnetic tape or cards into machine rea-

dable form} This conversion is carried ocut by operators, who are

mainly female, by merely depressing a key on a typewriter. These
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cards or tapes are fed into a computer and processed into payroll
or control and analysis summaries, and the results are then given
to the customer.

The mechanical nature of depressing a key on a type-
writer shows the coexistence of the plurality of levels and technics
in the technelogy, Touraine (1955), of a computer service bureaux.
Since 197C +the Tavistock Institute had a consultancy relantienship
with Baric including the organisaticnal design of the Company.

During 1973/74 the Tavistock Institute carried out research coheerning
carezr~ development and labour turnover. The report indicated that
high labour turnover among the Data Conversion operators was the fo
cal point of the problem. At the end of March a proposal was put forth
to carry out an.action research project in that unit, and in September
the project was commissioned.

The mechanical nature of the operator's job or high labour
turnover, whith one was the core of the presenting problem at the time
of the contract? In the previous research many of the operators complain
ed about the ambient aspects of their work. Just one of the operators
focussed on the alienation of the Jjob itself. From the content of this
interview, and from what was absent in the content of other interviews,
the Tavistock research team made a choice about the core of the problem.
The internal physical environment, supervisory iIntervention on the social
climate, the organisation of the working time, were simultaeously reali
stic troubles, and the displaced conscious expression of the unconscious
anxiety about becoming a machine. To redesign the job became the aim
of the action research project, Bain (1982), and therefore it didn't

have the usual sense of the expert defining the job,
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The job redesign

A Steering group oversaw the course of the action research
project. The Work Team analysed: the work culture in weekly meeting; the
role of management and supervisory roles within the unit; and the socio-
technical aspects of the functioning of the Punch room from Octcber 1974
to June 1975. The Work Group met in June and . . July 1975 to design an
organisation for the Data Conversion unit. The three task groups, starting
in July 1975 were:.the Operator's job group, for planning the implementa
tion of changes in the unit; the Structure group, to analyse the structure
and roles of the proposed superviscry/management hierarchy and supporbting
roles; the Boundaries group, for analysing and planning changes in the
boundary relationships of Data Cenversion unit.

The project groups addressed themselves to working on the job
nature, and they identified that the basic tasks of designed job in the
Data Conversion unit might be a source of both alienation and satisfaction.
In February 1276, one year and half later, the Tavistock team withdrew.
The changes did occur during this project collaboration: changes in the
contents of operator tasks, in the number of levels in the management hie
rarchy, in the contents of supervisory roles, and in the boundary relation

ships of the unit.

The follow up studies

The reviews that the Tavistock team carried out in 1976 and in
1277/78, the discussions with the Managing Director of Baric, the ex Chief
of Data Conversion, and the Chief Superviser in 1980 and the follow up
study in 1982 indicated that the production of the new organisational life
was evolving jointly with the efficiency of the unit in converting custo .

mers data.

The management hierarchy by 1977 had been reduced by three
levels and by July 1982 four levels were designed out. A new management
style emerged. It was less authoritarian, more consultative and encoura
ging of operators taking on new tasks. A growing clarity about the work
of each other's units and the decisicn to reﬁegotiate contracts with
customers about time and quantity of input and output were achieved.
Thus two new techmical support roles were created. The new crganisatio
nal space was build up emphasing the disereticnary aspects of the work.
Each individual operator decided which new tasks to perform according
te his preferences, potentialities and skills in respects to the group's
work needs and cheoices,

Thus, the job boundaries expanded and became permeable, as
the job spectrum enlarged to be seen as one complete task, not individual
smaller ones,

The cperators tasks, which consisted initially of punching
and verifying, expanded to encompass the entire work process and fun

ctions in the Data'Conversion unit.

ALLOCATE

REDISTRI-
BUTE

COMBINE

RELEASE

STRING

SECURE
VR

DESPATCH

Fig. 1 ~ Grouping by work process and function, and by place
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By 19786 the obefafﬁrs}organized themselves in three different
sub~groups, having the identical primary task and the same kind of resour
ces and opportunities. All together they constituted the greoup system. Most
of the actual operators didn’t know the cld work orgenisation. They didn't
experience it, they just watched it in the minor paths of the new organij
sation. For most of them the transition from the old to the new meant main
ly the buildings of the group system. Because of the reduction in the num
ber of operators, the three subgroups become twe, and finally only ons.

The Tavistock research team which carried out the formal reviews
found: a steady increase in operator efficiency, & reduction in sichkness
rates, and a very large decrease in labour turnover. Recruitment and trai
ning costs had decreased and the reduction of management levels saved the
company money.

Turnover and sickness rates went down. The mean number of years
the operators worked in the Data Conversion unit varied from about one in
1974 to five in 1982. The turnover from 110% in 1974 becomes 24% in 1978,
and 4% by 1982. The sickness rates reduced by 6 days per operator quite im
mediately after the intreduction of the group system, and remained stable
at around 13 days per year. As those rates were lower the Punch room effi

ciency average increased by 34% until 1978, and again by 3% more until 1931,
bui efficiency decreased in 1982 because of the introduction of new machi
nes.

fhe hard data indicates the mutual adjustment between the group
members efficiency rates. The difference between the maximum and the mini
mum efficiency rates decreased by 58%, and it conlinued also during the in
troduction of the new technology. In fact the average of the vclume of the

products per operator doubled along an increasing trend which reached its

maximum iﬁ 1982,

The number of cperators and trainees in the unit diminished -
and augmented along the years but the trend is unique anyway: 28 people in
1874, around 20 until.1978; then, just 15 in 1982. Also, the decline of .
batch Processing in the computer industry lead to a reduction in the number
of operators needed, and therefore the company stepped recruitment.

The Tavistock follow up study of 1982 found, through the socio-
technical analysis of the unit, that the technological change which occuz_
red in 1982 was not a technological inncvation, but rather Jjust a change
in equipment; it did not modify the contents of the operators' tasks, or
the work flow, The new equipment was introduced because of itg capability
to process a larger veolume of material. But these changes mainly increased
worker dissatisfaction, because there were more operations to perform to
acquire the same results. The positive aspect of the instillation of the
new equipment for the operators was the poessibility for greater control of
their working time: two tasks, punching and verifying, could be carried
out simoultaneously.

The group was not involved in Baric's decision about the new
technelegy, and this brought to light several areas of conflict between
the operators and the Company. A process of deskilling started. The opera
tors did not care to learn how te carry out all the tasks in the Jjob spec
trum with the new machines. During individual interviews and group discus
siong, one conflictual focal point was the relationship between flexitime
and customer supremacy. Therefore, the operators chose to terminate the
group system, because they felt it to be ineffectual.

A guestionnaire administered at that time indicated that the
most fulfilling aspects of the job for the operators were: seeing the work
finished on time, ang leaving woerk on time. Also, for them, the Jjeb was

"just a job". When the operators drew a flowplan of what Baric was to them,
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& common perspective emerged: the corridor was frequently drawn larger
than the punch room, and the "Way Out”.was'éxglicit in some cases. Althou
gh they chose to terminate the group,$§$§em,.£he questionnaire illustrated
that they still had an emotional attachméht to that system. ?hey also felt
to be self supervised, and specified the need for a clerk.

The discussion of the results of the questionﬂaire between the
Tavistock team and Baric staff resulted in the acquisition of a clerk, and
in one more level of the management hierarchy being designed out. When the
Tavistock team withdrew in October, the operators were learning how to per
form the several tasks within the jcob spectrum, and the efficiency rates
began to increasé. There were two basic points thal enhanced the group sy
stem, which had been indicated during the follow up study: a general feel
ing among the workers that they were not involved in their job to the same
extent that they had been in the past; and that these same operators choose

the adjectives "hardworking" and “efficient" as the best words with which

to describe themselves,

RETHINKING JOB REDESIGN R

The impetus factors

To the operator, when key depression were 75,000 each day, ap
proximately 3 per second, cybernetics and system theory locked light years
away. Anyhow, that particular technological setting was unlikely to be fun
damentally changed. The Baric experiment indicates that " technology while

providing a limit to the nature of tasks generated is not a necessary fac
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tor in organisational change, in the same way that impetus factors and con
ditions for change are", Bain (1982). The individual willingness of the
actors to do something in the organisational arena locks powerful whether
structural and cultural conditions permit change to occur.

At Baric the action research project made sense differently to
the different participants. Te the Managing Director and Senior Management,
it satisfied the desire to reduce the very high and costly labour turnover.
To the Tavistock research team, it was how the problem might be analysed
and possibly resolved. Underlying these interests ang willingnesses, there
was the reality of the operators' work. The first two wills were manifest
and overt impetus factors., The third one was latent and ambiguous; the ope
rators were not organising anything else, such a5 a trade union,

The knowing, the learning, and the making choises in job rede
s8ign may be a process invelving many subjects acting at different levels,
whether or not the philosophy behind it is that the design comes from with
in and from experience. The philosophy of organising for the expression of
individual capacities has evolved, as the process of organisational change
has developed.

The four major impetus factors from which the Baric experiment
evolved were: the interests and willingness of the people involved, the
condition for change, the technology, and the philosophiy. From the very
beginning the project was launched with working groups without a designed
leader. The gollaboration of the Tavistock research team and Baric staff
in actien research, Spink (1977), is the aim of the contract. This is a
virtual impetus factor because it mobilizes the consciousness, and creates
the sense of a shared authority. Every realistic progress in changing the
work culture and work organisation produces positive effects on the emo~

tional structure of the subjects' organisation.




144

The neutral spaces

When the project is commissioned, what the contract assumes
and implies is a sense of experimentation. Through this experimentation
there is: 1) a discovery of the individual capacities of the subjects them
selves, 2) as well as a discovery of their performances, that is, their
realized capacities. In the spiral of consistency and change of the orga-
nizational design, there are neutral spaces where the ambiguity increases
and there is a shaping of the reticule of relationships. The dynamics of
a process of self-generated change are located in these neutral
organisational spaces which allow, because of the ambivalence, the poten—
tial for job redesign. There is a spontaneous trend to equalize the diffe
rent powers of the actors, and to make permeable the individual and the
organisational boundaries.

The less the boundary looks like a deadline, the more the or-
ganisaticnal life may disclose its fertility. Towards that process of lo-
sing and rediscovering the individual and organisational boundaries both
the alienating and satisfying natures of the job itself were identified.
The job redesign pointed out those aspects of the work in the unit which
call for decigsions to be made, Jagues (1956}, and the need to deal with
the anxiety, Jaques (1955), Menzies {1960), the people were expressing.
The process involved examining: the uncenscious displacement of anxiety
into other objects or containers, Bain (1976); the damaging system of pro
jecting anxiety onte cthers' roles; and whether or not the unnecessarily

constricted operators' capacities for discretion.
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The boundaries

The choice to design the organisation for the expression and
the growth of human capacity was hindered by oo many levels of supervision
and management to be contained in the new organisational space. That choice
engendered anxieties about the capabilities of the operators, and about
the redundancy of certain levels of management. The conscious commitment
to redesign the jobs in the Data Conversion unit pointed out the considera
ble resistences born from anxiety. The boundary between the conscious com
mitment and the considerable resistences was net merely a division which
was completely defined once aﬁd forever. Rather, it is like the sea where
it meets the beach, the sealings are mixed, and the backward and forward
motion of the water defines the boundary, as well as the anxiety.

In the initiating process of the Baric experiment, the enthusi
asm, not technological changes or advancements, served as the greatest im
petus factor in redesigning the job. The enthusiasm is the expression of
the "statu nascenti" (initial state), Alberoni {1968}, in the way that the
falling in love is for something to do.

In the transition from the old toc the new organisational set—
ting flexibility needs support to define its own congistency; once in the
sea one appreciates the stability of the sand and the rocks. Changing or-
ganisation seemed tec be the new nature of Data Conversion unit. The idea
of, and the possibility for, change were the forces that mobilized the
work groups at Baric. The new work organisation built through this process
of change was a bit like a lung. Each individual operator willing to work
in the new organisational setting was a member of his own subgroup and

thereby of the Baric group system. For each subgroup, the identity of the
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group (its activities and boundaries) became the foundation of the work
culture of the unit. When cne level of operators' membership, the subgroup
and its symbols, was designed ocut, then, these internal boundaries were
out; the group system and subgroup boundaries ceincided, and the rela-

tionship of the group to the individual lost its previous definition.

The two different outcomes

The organisational change produced two different outcomes: ser
vices for Baric customers, which is a commodity; and the organisaticn of
working life, Strati (1978). The second product of the group system, which
is the organisation of working life, has two aspects: it defines the struc
turing of the work crganisation; and the identities of the workers themsel
ves. The subjects of.the nrganisationél change send ti:e group system cut-
put to themselves and, therefcore, the group system becomes their own new
input, Lotman (1%73), Broms and Gahmberg (1982). The process is iterative,
and the group system in that process acquires and selects its symbolic
meanings depending on its readers, Lotman (1977), Silverman (1975), Stra-
ti (1882).

The two different cutcomes were sources of energies to each
other. The quality and the guantity of the output of the Data Conversion
unit impressed the Baric customers, the Company, the related units, and
the people working in the Punch room. Most of the users and the preducers
of the unit output admired the work organisatien, which the dynamics be-
tween the two different outcomes shaped. In spite of this, the new histo-

rical organisation did not spread te the rest cf the company.
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The beliefs system
228 Deliels system

The Baric experiment was a precess of self-generated change,
and the initial state could not indicate what the eventual set-up of the
unit would lock like. One of the main beliefs that suppeorted the emotio-
nal structure of the new work organisation was the idea of change through
the bargaining process of pecple's strategies, values and whishes, The be
lief in the agreement, Lotman (1979), was the calcium of the organisatio-
nal skeletron of the unit, thereby designing out dependency.

For many years, nothing disturbed the relationship between the
two outcomes of the Punch room. The change of the technological equipment
in 1982 brought to light the nature of the linkages between the group sy-
stem and its own environment: the work organisation's great dependence on
company strategies. The ownership of the process of selfw-generated change

was the core of all the problems in the unit.

The archetypes of the work culture

The intrnducfion of the new machines became the metaphor for
the game of who owned the production process. The shape of the problem was
not overtly conflictual from the beginning. Rather, subgames, anti~task
phenomena, which were all part of that callective experience, worked to
reframe the Baric experiment,

Managing the boundaries of their competence and their skill,

operators fought against dependency. "Skill is the magical union between
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feeling and the production of reality. It is ainatural amalgam of form,
substance and expectations in the ferventkhdpe for survival amid the co-
smic uncertainty, but also keeping the game going on", Strati {1982). Cho
osing to deskill themselves, the operators underlied:

- the belief in the process of negotiaticn and agreement;

— the uniqueness of the self—generated change;

-~ the force of proximity as a resourse in adepting strategies;

the power of the ownership of competence, Heller and Wilpert (1981);

— the centrality, for action, of the instrumental atiitude towards the
outcome of their own previcus actions, such as their competence and the
group system.

The redesign of the boundaries of operators' competence and
authority disclosed the ending of the conflictual aspects of the game. The
proup system was characterised by four possible levels of reading of the

actors attitude toward their own actions:

- infinite supernatural set-up. During the everyday working

life, the group system may be read as a metahisterical orga

nisational setting, without the initial and the final points;

- evelutionnary supernatural set-up. The group system may be

read as something which is internally mcdifiable, and whose
destiny is to live for ever. Like the immortality of mankind,
or like the modern industrial society, Strati (1978; 1981),
the group system is the best way to organise work flow and

task performances in respect to people's needs and desires;

— immortal historical collective set—up. The group system may

be read as the proof that people lead the structuring of that
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organisational life, and manage its boundaries. Even theough
it will end, its mark in mobilising the people's conscious—
ness and hope for improvement in the work organisation might

survive becceming the myth of the group system;

- historical cgllective set-up. The group system may be read

as a toeol for expression of people's skills and emotions. The
organisaticnal setting is unique, because it belongs to its

producérs and users. Therefore its time boundaries depend on
people's cheices whether to look for another way to organize

the working life.

The four different ways of reading the attitudes of the people
involved in the dynamics of the organisational change affect the nature
of the outcomes of the Baric group system. They influence the relationship
between the quality and the quantity of customer service; and both the
structuring of the work organisation and the identities of the workers
themselves. The group system boundaries shifted between the operators' skill
and the Company's stratepy, through the plurality of the time boundaries.,
Focussing on that iterative process, several organisational spaces may be
identified: the passages through them, rhythms and the reframed dynamics
within the process of self-generated change.

Depending on its readers, the group system changed its nature
but not the nature of performing the task, which has not been modified in
its basic imagery during Baric experiment. Before the experiment had star
ted, such as during the transition from the old to the new work organisa-
tion, hardworking and efficiency were the main values of the work culture.
They have indicated the compatibility of the changes which occurred in the
Punch room, within the Company organisational setting, and were proof of the

group system's right to coexist with other units of Baric.




150

#) I would like to thank the persons whe helped me in desigpiqg and
realizing this work; and among them, in a special way, Alastair Bain

and Jerri Fosdick.

REFERENCES

ALBERONI, F., Statu nascenti, Bolegna; 11 Mulino, 1968.

BAIN, A., Presenting Problems in Social Consultancy, in Human Relations,7,1976.
r *r

BATN, A., The Baric Experiment, London; Tavistock, 1982.

BION, W.R., Experiences in groups and other papers, Londen; Tavistock, 19861.
, W.R.

BROMS, H. and GAEMBERG, H., Mythology in management culture, Helsingin; Kaup-—
, H.

pakorkeakcuium Kuvalaitos, 1982.

BURRELL, G. and MORGAN, G., Sociological paradigms and organisaticnal analysis,

London; Heinemann, 1979.

DANDRIDGE, T.C., MITROFF, I. and JOYCE, W.F., Organisational symbolism, in
Academy of management review, 5, 1980.

FELDMAN, A., MARCH, J., Information and organisations as signal and symbol, in
Administrative Science Quaterly, 26, 1981.

FOSTER, M., An introduction to the ¥hecry and practice of action research in
work organisations, in Human Relatiens, 2B, 1872.

i i H i 1976.
6IDDENS, A., Mew rules of sociological method, London; Hutchlnfon,

GLASER, B.,and STRAUSS, A., The discovery of grounded theory, London; Wiedenfeld
s B.

and Nicolson, 19G8.

HELLER, F. and WILPERT, B., Competence and fower in managerial decision making,

Chichester; Wiley, 1981.

HULT, M. and LENNUNG, S.A., Towards a defintion of action research, in The
Journal of Management Studies, may, 1980.

JAQUES, E., Social systems as a defence against persecutory and depressive an-

xiety, in M. XKlein (ed.), New directicns in psycho~analysis,

London; Tavistock, 1955.

JAQUES, E., Measurement of respensability, London; Tavistock, 1956.

KELLY, J.E Scientific management, job redesign and work performance, lLondon;
3 LRI

Academic Press, 1982.

151

LOTMAN, J.M., O dvuch model jach kommunikacii v sisteme kul'tury, in Trudy po
Znakovym Sistemam, VI, Tartu, 1973.

LOTMAN, J.M., Tekst i struktura auditorii, in S.Salvestroni, Testo e contegto,
Bari; Laterza, 1980, (1877).

LOTMAN, J.M., Dogovor i 'vrucenie sebja kak archetipiceskie modeli kul ttury,
in S.B8alvestroni, cit., (1979).

MENZIES, I.E.P., A case study in the functioning of social systems as a de—
fence against anxiety, in Human Relations, 13, 1960.

MEYER, J.W. and ROWAN, B,, Institutionalised organisations, in American Jour-—
nal of Sociclogy, 2, 1977.

MILLER, D. and FRIESEN, P., Archetypes of organisational transition, in Admi-

nistrative Science Quaterly, 25, 1930.

MINTZBERG, H., The structuring of organisations, London; Prentice Hail, 197¢.

PETTIGREW, A.M., The creation of organisational cultures, Brussels; working
paper, 1977.

PONDY, L.R., FROST, P.J., MORGAN, G. and DANDRIDGE, T.C., Organisational Sym-
bolism, Vancouver; working paper, 1980.

REASON, P. and ROWAM, J., Human Inguiry; Whiley, 1981,

SILVERMAN, D,, Reading Castaneda, London; Routledge & Kegan Paul, 1975,

- SPERBER, D., Rethinking symbolism, Cambridge; University Press, 1975.

SPINK, P., Acticn research and the analysis of complex social problems, Londoen;
Tavisteck, 1977.

SPYBEY, T., Traditional and professional frames of meaning for managers in the
textile industry, Exeter; working paper, 1982.

STARBUCK, W.H., (ed.), Organisatic#s-as ideological systems, issue of Journal
of Management Studies, 1, 1982.

STRATI, A., Yed.], Lavero produttivo, composizione di classe, egemonia, Verona;

Bertani, 1978.
STRATT, A., Ergonomics and work organisation, Glasgow; working paper, 1981.
STRATI, A., Organisatiocnal structure and dynamics as a reflection of uncon—
scicus processes, Exeter; working paper, 1982.

TOURAINE, A., L'éGvolution du travail ouvrier aux Usines Renault, Paris; Edi-

tions du C.M.R.S., 1955.

TRIST, E., The evolution of socio-technical systems, Toronte; Ontario Quality

of Working Life Centre, 1931,




i 152

SC0S Conference, Montréal 1986

”Cultu}aiﬂEngineering: the evidence for and against"

A "cultural" misunderstanding

Towards a turn from hypocracy to symbolism

The term "engineering' commonly implies a certain comprehension of
technological means. Or, the other way around, the level of techno-
lecgical development - usually confounded with "civilization' -
occasionally entails a popular acceptance of engineering, whether it
is corresponding to basic demands or dispersing actual social inter-
ests. Due to the hypocracy of a ruling "elite"” at times, and with-
cut any regard of sublime creativity, such an intervention will be
called "cultural" in order to get withdrawn from "secular" critique.

From an insight of the European past an association like this inevi-
tably arises whenever an oufiine of "cultural engineering” is dealt
with; but where the psycho-analytical concept of sublimation has been
cvnically suppressed. The former European ''cultural pessimism'; which
led wup to the presumption of the holocaust, had emerged from an op-
pose of "culture" against '"nature'. Accordingly "nature' was regarded
a "rough material’, either "sane" or “spoiled”, which at any rate de-
manded for a specific value-orientated purification. Christian apo-
logies, namely several Protestant cnes, backed this unilaterality and
spent their commendation to a profound exclusiveness of technival ci-
vilization. The engrained popular culture subsequently became a mat-
ter of creed, superstition, and pelitical delusicon: Under the auspi-
cies of a nature-culture-confrontation the decision is up to these,
whether 'matural roots" or a stigmatizing 'culture" give raise to an
actual performance of atavism or aggression. - The prepared means of
its "engineering'" - although called "optimistic' now - are distincti-

vely the same anyhow.

183

That is to say: such a fiction of culture is destined by the
tocls enticled to it. The more programmatic these are, rthe less
they endavour after human 8kills; and the less they c{aim to
personal engagement, the more regardless of sentiments they be-
come. In absence of any historical consideration, exactly becau-

se of its lacking but, there is, however, to state a bloody link
between the “'$5" and "Rambo I1',

Faced with the emersion of such a recurrent catastrophy, European
thought has prepared a ¢oncept of culture, which tends ;o medf;te
technology with nature. In concrete - that means: with the histe-
rically grown reality - that idea focuses upon the display of )
personalities and their acts of sublimation. The subjectives ought
not adhiere to forcing issues cr ascribed roles; on the contrary
the enlarged enviroment is due to them. Symbolism with this per:
s?ective is everything else but.a presupposition: an always chan-
g1ing preduct, that is resistant to compulsory directives and digi-
tal resorption. *

A A P

§ that it is the characteristic of European culture to he 4 social

product of personalities in communicational discourse, it must of
; & 3

course, be contradic { ! i i
, tory to any kind of 'engineering” and its impe-

rial tasks. Against the overture of the instrumental apologists”

2] e}
third hand nature', however, culture gets strengethened by its very
idea. ‘ —

Wolfram Burisch

Dep. of Sociclogy
Universitaet Paderborn
Warburger Str. loo

D - 4790 Paderborn (FRG)
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5;%’ Université du Québec & fontréal o

DEFARTEMENT GES SCIENCES ADMINISTRATIVES
1485 vue Saint-Denis, J-4206
C.F. 8899, Succ. wAx, Montréal IQuébach H3C 3P8

Montreal, February 18, 1986

TELEX: ESC RIS MTL 05-828549
1514 2824113

Mr. Holfram Burisch
Department of Sociology
UNIVERSITAET PADERBORN
Warburger Str. loo

0 - 4790 Paderbern

WEST GERMANY

Dear Mr. Burisch:

The theme of the conference is *Cultural Engineering: the evidence
for and against". Please find a copy of the call for papers attach-
ed. The conference will he oriented towards a discussion of empiri-
cal and documented evidence rather thanm theoretical arguments. As
your proposed paper makes no reference to empirical data or documen-
ted evidence it is slighty off theme.

Your theoretical paper is otherwise both interesting and ciose to the
conference theme. Would it be possible to rewrite your paper to in-
clude either empirical data or a documented case study? TIf so your
paper could be presented at the conference, Please iaform us as to
whether you are willing and able to make this change.

Many peole have responded to our calls for papers after thg deadline.
For this reason we have decided to extend the deadline for producing
the final version until May 15, 1986, It will be important to res-
pect this deadline as it leaves us jusi the time necessary for compi-
1ing and printing the proceedings before the conference begins on

June 25tn,

The conference will open on Wednesday the 25th of June at 9:00 A.M,
and will run until Friday the 27th at noon. The annual meeting of
5C0S (Standing Conference on Organizational Symbolism) wiil be held
on Friday afterrcon,

Thank you for showing an interest in the 1986 SCOS conference.

Yours _sincerely ’
’ % a

Brian HOBBS
/gb

- controversy between ''Post-modernism" and "

UNIVERSITAT 155
GESAMTHOCHSCHULE
PADERBORN

Wolfram Burisch

Fachbereich'1

Phi!osophie‘ Geschichte, Geographie,
Religions- und Geselischaftswissenschaften

SOZIOLOGIE

Universitat -Gesamthochschule-Paderborn. Postt, 1621 4730Paderborn

Mr. Brian H o b b s
Université du Québec 3 Montréal
Dép. des Sciences Administratives

1495 rue Saint-Denis, J-4205 Zimmer Nr: C 2 335

C.P. 8888, Succ A, Montréal Teleton (05251) 601 oder
| Conada H3C 3p8 ' Durchwahl 60 - 2066

PADERBORN, DEN 4.3 .86

_.Dear Mr. Hobbs,

In fact the present European scenery is shaped by the fundamental
the historical Modern'.
A?cording te these divergent orientations models of cultural en-

g?geef?ng on one hand, concepts of subs tantial reason on the other
side are dealt with. Ultimatelly it comes to the point, whether to
conserve the straight technologies of political manipulation,
‘to strengthen the cultural concern for historical discretion.

or

This discourse can be mediated in every sphere of intellectual

life: philosophy as sociology,

ife arts as psychiatry. Due to it's sen-
sivicy,

. however it cannot get reckoned in terms of scales or sta-
tistics. Applied technologies are the grave-diggers of any con-
ceptional effort.’

With regard to this notion it would be unseemly but tgo ignore a

major concern of the actual theoretical discussion at a SC0§-Confe-
rence on culture,

Yours sincerely ’

-

(Wolfram Burisch}

Anschrilt: Warburger Strae 100 4790 Paderborn  Gebduda C

Posttach 1621 Telex: 936776 unipb d
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