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DRAGON is the SCOS journal,

so that it will deal mainly with the subject of Organisation Symbolism.
It will give priority to articles — case-studies or theoretical exposi-
tions — which consider the organisation as a human and social group
within which we see the development of phenomena outside the
precincts of classical systems analysis ; beliefs, myths, rites, heroes,
sagas, and so on. These new concepts usually coincide with the
introduction to organisation study of disciplines formerly remote from
it: linguistics, history, psychoanalysis, anthropology, etc.

DRAGON publishes working papers,

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

DRAGON is a vehicle for instant communication,

between members of S8COS and their associates. By publishing in
first-draft or working-paper form, the authors indicate that they will
welcome comment as to content, style, references, and so on.
Therefore, DRAGON should be used by contributors, readers and
commentators alike with this in mind. Increasingly greater space will
be set aside for readers’ letters and comments. Consonantly with
this, amended versions of earlier articles may be published at short
notice. It is also understood that contributors remain free to publish
revised versions of their papers in other journals of more established
academic reputation.
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KRISTIAN KREINER, Ph.D.

Department 6f Construction Management
The Technical University of Denmark
Building"115, DK-280G Lyngby, DENMARK

EDITORIAL

- 1)
Vincent Degot, my good friend and the DRAGON's father, has

asked me to write an editorial for this issus. He thinks that I,
being the current editor of NOTE-WORK, might have experience to
share and good advice to offer on how to rajse this strange animal.

NOTE-WORK and the DRAGON are similar animals in at least
one respect; they are "wild" animals. By design they do not aspire
to become institutionalized media for promoting the careers of the
contributers. Rather they are meant as a4 media for the early
exchange of infermation on on-going research in the network, and
for lively debate and feedback on the issues raised by the various
papers. Unfortunately, it is generally more rewarding to learn about
what others are doing then it is informing about one's own
activity. Likewise it is generally more rewarding to receive than to
give feedback. Thus, we may as well expect that the natural habitat
of DRAGONSs is full of "free-riders’ - by intent or more likely by
default due to lack of time and discipline. {1 am here talking from

my own experience as a would-be contributor more than as an-

editor). Still, also a DRAGON feeds only on papers submitted for

" publication. The meager diet of the DRAGON is probably provided
by: a few idealists, who volunteer to have their papers eaten first,
realizing that if nobody does there wiil be no DRAGON along; and
the spiritualists, who believe that after having had their papers
printed eternal silence will not ensue.

Everyone knows that fat DRAGONSs have more fun than skinny
cnes. Maybe the natural habitat of the DRAGON will prove 10 be
too much of a desert. Some engineering by the Father-in-Chief
might then be in order. What could he do?

He might try to domesticate the DRAGON, i.e., to bring it
into line with the ordinary journals. He would then have %o insist
on impeccable procedures for reviewing and selecting methedologi-

cally sound and theoretically full-fledged pieces of work. He would

probably also be required to change the name - something like
"International Journal of Corporate Cufture and Management" sounds
more appropriate. In this way, the DRAGON might grow fat, but it
would be no fun to watch! .

Alternatively, he might change the DRAGON into a parasite
living on the free-riders' conference papers. This may already be
happening since the infant DRAGON has fed exclusively on papers
presented at previous SCOS conferences. Such fast-food for
DRAGONSs has attractive features, not least for the feeder. How-
ever, in the longer run the nutritional value of this will probably
prove to be too low. )

Then perhaps it is better to turn the DRAGON into a beast of
prey - actively snaring people into committing themselves .pers.onal—
ly to produce original contributions. The field of organizational
symbolism is obviously full of prey. All it takes to entrap It Is
perhaps a personal "push". In my own experience, few ever
responded on my repeated, general calls for contributions ta NOTE-
WORK, and few led me down when ! specifically requested a
contribution from them. If that would also be the case for the
DRAGON's editor, the animal would grow and thrive - the only risk
being that due to the workload the editor might get eaten up in
the process. '

We are many who will eagerly watch the DRAGON as it
develops, and who believe In its mission and future. Our passivity
does not signal lack of interest: we know that it would be rational.
for us to be active contributors, but that we - like Ulysses - show
weakness of will. Therefore, help us attain at least an imperfect
rationality by tieing us to the tail of the DRAGON. The way you
snared me into writing this editorial might be a modus operandi.

 Inthe meantime, Yincent, drag on with the DRAGON and keep

smiling.

Kristian Kreiner
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Dear Reader,

new that you. can see how DRAGON looks like, do you

O;tb become a regular reader by subscribing to:
E * six issues (about each month) for 300 French Francs

* twelves issues for 600 F,F.

{ The next two issues will be mostly devoted to the Antibes Conference
papers, the following three to the Trento Conference ones. 0f course
we will introduce "fresh' papers when they will begin tc reach us)

In either case, pilease do two things:

- 1f you are not French, send the amount either directly
to V. Dégot or on the DRAGON banking account at the name of V. Dégot,
Account n® 000 5 03375 1 4, Société Générale, Agence § Saint Michel
27 Bld Saint Michel 75005 PARIS (FRANCE)

- s8i vous étes frangais,envoyez un chéque au compte de
1'ADREG, au Centre de Recherche en Gestion de 1'Ecole Polytechniqus,
1, rue Descartes, 75005 PARIS

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

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

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

the DRAGON reviewers.

Toward a Signaletic Symbology of Identity in Corporate Communication 5

Joan COSTA

1. IDENTITY. THE INDIVIDUAL AS A PARADIGM.

Philoscphically, identity can be defined as "thét which is
identical to the self.,®

There is a correlation amongf

- the being

- the entity (its essence and unity) and

- identity (sum and synihesis of essence and appearance
as perceptible uniqueness)

BEING + ENTITY = IDENTITY (unique and ideantical tc the self)

Identity is that which makes a being perceptible and mem-
orizable as unique (identical to the self), and, consequent-
ly, different from other individuals. Identity is the dia-
lectics of difference.

Insofar as the individual is identifiable, memorizable and
enounceable by the other individuals of a community, the
latter become subjects of communication.

In the context of corporate communication, identity does
not exist as an essence but as an object. There is identi-

fication, which is the instantaneous act of perceiving and

recognizing, performed by the receptor. By means of this act
the notion of “identity" emerges in his/her ccocnsciousness.
Identity and the act of identifying are experienced indisso-
ciably in a single perceptive instant. 1In this way two dif-
ferent things are confused in & single thing: perception and
what is perceived. It is an essentially integrating act.

Now whenever, axiomatically, what is identified is "idanti-
cal to itself" - in essence and appearance - for the recep-
tor what is perceived is the real thing. Therefore, iden-
tity is not & representation of another absent thing, but
the very present'thing.




IE::,_insafar as the identity of an individual
o ;:_si::::i:;;y uniq:e and perceptihle as a whole, it is
s an.ima eT or "presented again," through the artj-
. ge (silhouette, profile
painting, photograph, holagraph). ,
here and take it up again later.

is a gestalt

drawing, caricature,
Let's leave this subject

2.
IDENTITY AND COMPLEXITY. THE BUSINESS ORGANIZATION

I

.f ve g? Oon now to communrication of corporate
In institutions and organizations
can be highlighted:

identity
three essential factors

._:}a) the principle of structural complexity
every heterogeneous organization

implicit in

b th inci
) € principle of the conventionalization of identity

in 2 system of signs,

c t i i
) he principle of symbolic functionalization as a com

municational pragmatic factor of identity

2.1. Structural Complexity

Contrar indivi i
Y to an individual, in every social organization

to the fr s
there iEXtent that it is a set of individuals and things
necessarily pluralit B
. . Y. structural divisi
plexity, dispersion and discontinuity ion, com-

Confronting the philesopher's "1 and here"
of the being (I) in a precise place (here),
organyzation an "us and in many places.” :
of this abstract set of diverse "nrgan;"'
hierarchical system ang roles; .
facilities and possessions;

a5 a concretion
there is in the
It is a question
their components
their financial resources,
: h their actions and interrelation-
;:;?jatizii :::ead throughout space/time. In sum,the ﬁ;;?”
et lon ere the productive articulation of this set
o $, by nature broken up, is the object of the

ien of a functional relation). | o

1

This multiple characteristic, which is in the nature of

~avery human organization, makes it difficult to imagine as

a whole, and not -at all presentable and representable as a

whole.

o.2. Functional Complexity

The company is a dynamic being that genarates & considerable
flow of activity, similarly complex, through its production
and intermediaries as well as by its physical and communica-
tional extensions - its ubiquity - through the distributicn
of its products through sales outlets, the mass of informa-
tien it emits, messages broadcast through the mass media and
the transnational scope reachéd by the expansion of the com-
pany itself.

The complexity is therefove twofold: in fnternal and exter-
nal structure. Progucts, acticns and messages, multiplied by
spaces plus times and divided by the coefficient of access,
constitﬁte the basic equation of this immense field of dis-
persion. All these clements in dispersion are - or should

be - identity bearers. And this identity must necessarily

be made explicit in a single, unique communicable form. This
ts the way to shape a whole in the mind of the public.

2.3. Complexity of the social environment

The company is & system, in the cybernetic sense of the term,
embedded in another larger system: the social system or, more
accurately, “the community."

The receptor universe external to the organization - the so-
cial field - is in turn a diverse, heterogenecus macro-set

of publics. These c¢an be characterized and typified im sub-
sets, each definable by its peculiar system of interests {mo-
tivations) and “values" {cultural, economic, moral, etc.).

It is precisely because of its insertion in this composite

of "publics" that the company has a public Yife, public ac-
tion, a public image and is exposed to public opinion.




Thus a private universe is found, indissociably, in inter-
action with another external universe: & public environment.

Superimposed on this essential complexity is a further dis-
persion factor inherent in our cﬁlture of the masses: the
mode of perception and knowledge, so highly disordered and
random. It is a "mosaic" process which constitutes a mul-
tiple, atomized - and especially overabundant - form of frag-
mentary, superficial and essential heterpgeneous perceptions.

This process is complicated when the cempany expands iis ac-
tivitieés into the marketplaces of other continents, where
ethnic, cultural and linguistic peculjarities multiply com-

municaticn barriers, thus introducing new dissociation fac-
tors. '

For all these reasons, the company must, a&s we have already
mentioned, make its essential discontinuity and complexity
explicit in a coherent, communicable form of its identity.

Furthermore, the greater complexity and variety of its social
environment, and the conditions under which the company will
be identified, require for this explicitness a single,uni-
versal language of synthesis.

Let's bear in mind the conclusions of these three sections.

3. CORPORATE IDENTITY, A SYSTEM OF SIGNS

Man is an intrinsic organic unity. The company is an arti-
ficially organized union.

I¥ a company then cannot become present as a single whole,
consequently, its identity cannot be represented. Company
monographs, economic reports, corporate balance sheets, pro-
duct catalogs and filmed reports, even if they are put to-
gether te add up to averall information, can offer no more
than an "image" of the company, made up of fragments. But

they cannot represent a "gestali totality" of the organiza-
tion, perceptibie and identifiable all at once and in a
multi-faceted fashion - neither for the different separate
elements that make up the company nor for itself as a whale.

Co%pbrate identity can only be designated, signified, syn-

thesized, symbolized.

fhe first identity sign is the name of the organization, a
verbal siagn (as opposed to an individual, whose first iden-
tity siagn is the self). The name is the only truly inter-
communicable identity sign: the Word, as the means of human
communication par excellence. All other corporate identity
signs are based on the name and will be verbalized - even
when they are nct verbal - by this name.

The second identity sign is the written transposition of the

verbal name, characterized by specific graphics that take the
n n

form and/or functions of the logotype or "verbal trademark.

The third identity sign is a graphic sign, an iconic form:
the symbol itself or “graphic trademark."

The final identity sign is an optical sign, particularly emo-
tional: the emblematic color or "chromatic trademark.”

These four classes of siuns become a system hecause of the

fact that: .

a) they are articulated with each other and are applied ac-
cording to rules in the formulation of corporate iden-
tity; .

b) as a whole thay appeal to the different psycho-visual re-
gisters of the receptor: _

- the logotype is linguistic in nature; it is a denoting fac-

tor, one of designation, and acts at the semantic level;

- the symbol is graphic and signai in nature and is highly

connotated: it has a function of impact and acts at the
esthetic level;



- the corporate color is physical in nature; it is a fascina-
tion factor and acts at the emotional level of feeling.

3.1. Conventionalization of Identity

A symbol is a conventional sign that makes those abstract
concepts and ideas communicable which are not visually rep-
resentable. The conventional relationship of the symbol to
what is symbotized is therefore essentially different from
the analogical relation of the representation with what is
represented. '

The content and form of corporate identity signs vary enor-
mously and there is not always consistency between them. In
this: conventionalization (which is the task of the concep-
tualist/visuvalist) the content is often more or less sym-
bblic;;i.e., it signifies ideas and attributes in relative
degrees of polysemy. Gther times it is more immediate and
ne longer takes attributes but objects as reference {pro-
ducts and things associated with them}, or mythological or
fantastic figures (visual metaphors) or emblems, like the
flag (for example in airlines).

The form similarly ranges from & heraldic origin to the ex-
treme in signs and from proximal visual rhetoric to allegory,

going from levels of icenicity to abstraction.

4. TOWARD A "SIGNALIZING SYMBOLGGY" OF CORPORATE IDENTITY

All these conceptual and grephic variants of corporate iden-
tity signs are profusely applied by companies, institutions
and groups of all types and sizes, from large multinational
groups to small neighborhood shops. Thus a world of signs

has grown up - not always justified by a correct communica-
tion strategy - which is characterized by both its generaliza-
tion and- profusion, as weli as by its formal redundancy. All
this uliimately becomes insignificance and undifferentiation,
exactly the cpposite of the essence and function of "cor-

porate identity."

There is an abuse of signs with no symbolic or identifying
content, which remain simple geometric shapes and mere

wyisyal noise."

:+he causes, as we have already stated, are twofold:

- their symbeolic emptiness
- their indiscriminate proliferation.

If one of the chiectives of this "Conference" is the crgani-
zation of symbolic communication systems, it will be neces-
secary, in our opinion, te set forth and defend two concep-
tual and functional principles:

1. Corporate identity signs must be symbolic or they will
not function to the fullest. That is to say, they must
be bearers of psychological attributes relating to itbhe
company, its profound and overall personality.

2. On becoming functionalized, corporate identity signs must
constitute a signaletic system. In other wards, an
automatic communicaticn system by signals {in the sense
of Charles Morris).

Only if all the determinism and energy accumulated in the
forms of major social symbols are incorporated into cor-
porate identity signs, &nd if we use them to create a sig-
naletic communication strategy, will corporate identity
functicn in the developed business world in a time marked

by strong competition.

5. Practical Examples

Let us no@ look at & few cases that may iilustrate our thesis
of signaletic symbology.

Slide 1.



Indiscriminate profusion and formal redundancy are charac-
teristics of lotogypes and trademarks with no symbolic con-',
tent, {

Slide 2.

Former trademark of the Caja Insular de Ahorros de Canarias
(savings bank), which was replaced in 1982 as a result of
a general corporate communication program.

Slide 3.

This is the new symbol. The palm tree stands for fertility

in the Canary lslands. "Guarapo,® or palm juice, is extracted
from it and its branches are used to make tools for everyday
use. The palm tree is also a constant on the island land-
scape.

The symbolic palm tree is shaped by overlaying the mathe-
matical signs for addition and multiplication (+ x)-

Its seven branches correspond to the seven islands that make
up the Canary Island archipelago.

Slide 4.

The vocation of the Banco Hispano Americano is represented in
this old trademark: Columbus®s route linking Spain with the
American continent.

Slide 5.

The bank's symbol has evolved throughout the years, but the
sphere_remains in all its transfoarmations.

With the implementation of a communication program in 1981,
the bank wanted to incorporate the attributes corresponding
to the institution's new phase in its symbelism.

slide 5

glide 8

slide 3

slide B

slide 7
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Slide 6.

The new symbol of the Banco Hispano Americano is a schematic
representation of the preceding symbols. From them it pre-
serves the sphere and the idea of expansion expressed by the
arrows c¢rossed in both directions.

Thus innovation, modern technology, the bank's expansion and
its universality are the attributes incorporated in this new
bank symbol.

Slide 7.

A major Spanish iren and steel concern, the Empresa Kacional
de Siderurgia, presented itself in the fashion of the years
when it was created, or what some critics have called "Fran-
coist esthetics.”

" Slide 8.

Currently, with the country's industrial reconversion, this
cempany has adopted a new visual jdentity and a new name:
the initials ENSIDESA.

This symbol is based on the emblem of the iron® and steel in-
dustry - the converter and lance - and at the same time
evokes the letter E, inclined in a progressive direction.

Slide 9.

In 1974 the Banco Nacional de México underwent a substantial
change with the incorporation of new financial marketing and
a change of corporate name, which evoked the idea of a gov-
ernment-ownad bank, although it was not.

The new name, Banamex, was also the name of the group. . The
Banamex Group includes and cocrdinates five financial insti-
tutions. Therefore the symbol contains five equal elements

in active coordination. The motif of these elements is taken
from ancient - Aztec engravings and signifies relationship or
communication.

The corporate colors are also symbolic of Mexican culture.
Slide 10.

The association of rural savings banks and the Banco de
Créditec Agricola (farm credit bank) have been recently cre-
ated in Spain. The main purpose of this state-run bank is
to aid in stabilizing a large number of rural savings banks
that have suffered from deficient management.

Thus 64 rural savings bank and one commercial bank, whose
common vocation is financing the agricultural sector, have
been organized into a group which has become one of the coun-
try's major groups.

Its new symbol expresses agriculture in a basic symbol:
wheat and union.

S$lide 11.

The Federaci6n de Cajas de Ahorros Vasco-Navarras {Basque-
Navarre Federation of Savings Banks) includes the eight
savings banks of the Spanish Basque Country.

1ts symbol intends to express the fabric created by these
savings banks in their common task. Two vertical elements,
two horizontal ones, twe compenents slanting from left 1o
right and two from right to left symbolically intertwine the
solidary work of the eight savings banks.

Slide 12.

This is the symbol of the Banco de Bogotd, which was recent-
ly created in Colombia - last April.
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The Banco de Bogotd is the country's leading bank, but up to

_ ) LOOKING BACK: EXPERIENCES IN MINIMIZING
now had no visual identity in accord with the idea of leader-

ship. . RESEARCHER EFFECTS

The corporate colors are those of the Colombian flag. g_- . Karen L. VINTON

ABSTRACT

This paper examines the problems of researcher effects when using
qualitative methodologles. Using the researcher's experiences, sone

guidelines are seb forth for minimizing the bias which may result from

researcher effects. A tool which the researcher developed for her study is

also presented. Future researchers are cauticned to plan for researcher
effects and are asked to share thelr research experiences with others.

slide 10

slide 9

slide 12

slide 11
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LOOXING BACK: EXPERIENCES IN MINIMIZING
RESEARCHER EFFECTS
Recent years have seen an increase in the amount of qualitative research
done by management researchers, For example, trative Sc 5} arte
dedicated one issve {December 1979) to lasues surrounding qualitative
research. The Journal of Management has speclfically requested articles that

use qualitative research. The Academy of Management has an interest group for
research methods and has had paper sessions on qualitative research issuesn
The use of qualitative methods typically means that the researcher must
interact with crganizational participants, for example, through interviewing
or observing. This leads to the researcher him/herself affecting the actual
subjeets of the reseapeh. Granted, the problem of pesearcher effects 1s
orucial to all types of research, but it is most closely scrutinized when
qualitative methods, such as participant chservation, are used, Kerlinger
stated that "the major problem of behayioral aobservation is the observer
himgel f* {1973=538)-

There are two major sources of bias when considering researcher effects:
{1} the effects the researcher has on the hehavior of the participants and
organization and (2} the effects the participants and orgardzation have on the
researcher. As researchérs, much of this is beyend our direct ;ontrol.
Researchers cannot make employees behave Tnaturally® (i.e. as if the
researcher were not there). A researcher cannot look at zn organization day
after day, and continue to maintain the same fresh perapective as the first
day the research began. However, researchers can try to control these blases
and recognize when they are cccurring in order to maximize the rigor of the
research design. If the blas becomes wncontrollable, researchers nave the
cbligation to recognize that and either s¢rap the results or clearly indicate

these problems when reperting the results.

19

This article will first briefly review the experiences various researchers
have had in déaling with this dilemma, Secondly, the author will describe her
own experiences in dealing with researcher effects and will describe 2 tool

which was developed to heilp ajd dn the control of these effects.

DEALING WITH RESEARCHER EFFECTS

When researchers enter an crganization, they bring certain preconceptions
which may be compounded by the degree to which the researcher 1s an "insider”
or "outsider" to the organization. Merton (1972) defined insiders and
outsiders as follows: "Insiders are the members of specified groups and
collectivities or occupants of specified soglal statuses; Outsiders are the
nermembers® (1972:21). In the pursult of knowledge, Merton feels that
researchers have often subseribed to either Insider doctrine or Qutsider
dcctr'i.ne; The Insider doctrine means that you have to be a group member in
order te understand that group., "One has monopolistic or privileged access to
Imowledge, or is wholly excluded frow it, by virtue of one's group membership
or social position” (1972:15). This doctrine also holds that "[the Outsider]
no matter how careful and talented, iz ex¢luded in principle from gaining

access to the socisl and cultural truth™ {1972:15). Outsider doctrine, on the

other hand, believes "that knowledge about groups, unprejudiced by membership

in them, is accessible only to outsiders® {1§72:31). Merton belleves that
nelther approach is correct to the exclusion of the other. He calls for
nInsiders and Qutsiders in the domaln of knowledge to unite™ (1972:44).

The cumulative polnt of this variety of intellectuzl and
institutional cases is not -- apd this needs to be repeated
with all possible emphasis -- is not a proposal to replace
the extreme Insider doctrine by an extreme and equally
vulneratle Outsider doctrine. The intent is, rather, to
transform the original question altogether, We mo longer
ask whether it 1s the Insider or the Outsider who has
monopolistic or privileged access to social truth; instead,
we begin to consider thelr distinctive and interactive
roles in the process of truth seeking (Merton, 1972:36}.
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Being an insider or an outsider -has particular impact u;eﬁ’ua?gg
‘ 4819 are twe
participant observation to study a group. Stephenson and Greer F1281)

anthropologlsts who studied cultures with which they were familiar: Greer

studied her home town, Stephenscn studied a town in an area whe}e'he_grew up.
They found that famillarity with a culture led to econcmy in the discovery of
cultural meanings becauae (1) less time was required to become acclimated to
the culture; (2} the researcher could avoid superfluous questiona; (3) it
helped prevent pisunderstandings (i.e. cultural faux pas); and (&) it was
generally easier to enter the culture and astablish rapport.

The four major disadvantages which Stephenson and Greer (1981) feund in
doing ethnographic resea;ch in a femiliar setting dealt directly with issues
concerning researcher ef fects, particularly how familiarity affects the
researcher. Firat, familiarity with a culture can produce blindneas (on the
part of the researcher) to cuitural patterns, Seccnd, ordinary (at least the
researcher perceives them as ordinary because of familiarity) happerdngs 02y
be ignored and not recorded. These ordipary events may, in faet, be
significa;t. Third, the role of researcner and the role of cultural member
may conflict. Finally, if the researcher expects to have a continuing
pelaticnship with the culture studied, too much cauticn may be applied while
conducting the study or writing the ethnography. They concluded, based upon
their own experlences, that:

the gniggiglgg_underlying the prublems and advantages
identified are not any different from those encountered by
ethnographers working in nonfamiliar cultures... Beneath
their particular e;gr:::igfiriZHZZebizﬁfliar culture
zizs:i;piiiicZ:zcz, pricr judgment, and the human inability
to separate observation from feeling. Personally, We are

willing to take the risks of familiarity in order to gain
understaading {Stepnenson and Greer, 1981:130).
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Heiiman (1980} also did researck in a setiing in which he was a member:

kis synagogue., He found that while there were problems in doing researah

where one is a familiar partieipant, there are also rewards. For example, one

problem Heilman found was that some friendships became strained because of his

role as a researcher. Yet his insider perspective provided him with the

insipghts teo examine links between rituwal behavior and sooizl status; something

he felt an outsider never could have found.

...I have seen things avallable to no one else's eyes, but
at the same time paild a price for my perspective. At times
the price seems tcoo high, while at other times --
particularly when I can stimulate cthers to think about -the

implications of what I have s3een -- well worth it (Heilman,
1980:107).

In Van Maanen's (1982} research on poliee recruits he started as an

cutsider, but he was an active participant observer and went through the same

activities as all new police recruits, becoming an insider as he progressed.

an Maanen states:

I believe I have learned to think like a cop, and yet I am
able to stand back and oritique that particular frame of
reference as well as desecribe it, This Is a curious state
of mind and not at all characteristic of men and women I
know in the police world who, of practical necessity, take
for granted much of what T regard as unexpected fact. To
suggest that I have become fully part of the police world
or even to suggest I have come to understand it as the
pollice themselves do would be a grave error. I do not have
to 1dve with the results of police action as my ioformants
must, Ethnography involves participant observation, but
observation 13 the governing term because no matter how far
the researchers may move In the opposite direction, they
remain outsiders who will eventually leave the field, write
reports, and move on in ways quite different from those
studied. The result is that fieldworkers, by moving in and
out of a distriet social world, come to regard the factual
validity of the informant's world as far more subjective or
conjured than they do (Van Maanen, 1982:145).
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STUDYING YOUR FAMILY'S BUSINESS
T studied my family's business {through participant observation) as part

of a study of organizational culture in small, femily-owned businesses

{Vinton, 1983}, My decision to use my family's business was besed primarily \.‘.

on two reasens. First, I could get ageess Lo this small closely held

information not readily available to outsiders in nan-publ ic corporationsa.
The organization, QA8S, Ine., was a small (17 employees) engineering and
nanufacturing firm. The problem of potential researcher effects seemed to be
insurmountable due to the fact that I was a member of the owner's family.
therefore, 1L was imperative that I carefully addresa these potential sources
of bias., Four major steps were used in the study: evaluating pre;:onceptions,
designing the research, mend toring centrols during the research, and
maintaining controls during data analysis.

The first quest_ion which I ralsed was, "o I have too many precqnceived
notions about QRS?" During an interview in which I recollected oy thoughts

about my family and QRS, I stated,

Busineas dealings were shielded from me as a child, We
never talked much abeut the 'goings eon' at work around the
dinner table. I visited the shop-a couple of times an the
weekend, Usually when Dad had to go pick up a blueprint or
something. I remember the shop oo Park Avenue (the original
location of the company). It was so dark and dingy... L
pemember viziting the current shop on Morris Road one year
around Christmas time., It must have been when I was in
college, because I flew into the airport, and my dad picked
me up. We then returned to the shop for thelr Christmas
_ party... Other thnan those times and a faw bimes T met some
of the pecple Dad worked with at home {i.e., Mom and Dad's
25th anniversary, oy wedding), I never spent puch time at
the shop. The names I pemember most were Hal, Kem, Dennis.
I was probably a little more familiar with CCG, a divisien
of QRS, because Andy was the husband of Mom's beat friend
and Paul (my brother) worked there tco. I knew the
receptionist, too, since she always answered the phene when
T called Dad.

corporaticon. Second, as & stockholder and family member I could get access to -

1

23

Evaluating one's own preconceptions is difficult so I discussed my feel ings

and lnowledge about QRS with several colleagues. Based on these discussions,

I concluded that my direct involvement with QRS was and had been minimal and
that my famililarity with the company might even be an asset, CQOue of my
colleagues suggested that I try to fdentify all possible researcher effects
which could oc¢cur. This I did, but I extended tﬁe analysis by deterﬁining what
would be the outcomes of the various reseaprcher effects. Each effect was
related to potential negative and positive outcomes., The positive outcomes
were listed with guldelines to help accentuate those outcomes; the negative
outcomes were alse llsted with guidelines to control those effects. I
displayed these lssues and outcomes in a chart-like format which was uszed as a
refersnce throughout the study {Figure 7.} Even though this chart was
developed before any field work took place, items were added during the study.
For example, a new employee started working for QRS during the'second
observation period.

Item 8 in Figure 1 addresses what could happen if the

research interfered with his socialization,

Insert Flgure 1 about here

The actual research design was also developed to help minimize researcher
ef'fect, Triangulation was used when collecting data: interviews,
observations, and documents. Each source of data was compared to the other in
crder to help find variances due to the researcher, Document data was a non-
reactive source of infermation about the organization and helped to assure
that excessive bias in the observations and interviews had not occurred.

Another component of the research design was the timing of the fleldwork.
The actual study had two separate observation pericods. During the first

pericd I tried to be especially cognizant of any serious researcher effects,
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i was particularly concerned that I would be percaived as & SpY (see Item 1,
Figure 1}. I was tested several times by various members of the oréénigation.
Thelir tests consisted of telling ue something confidential and then éeefﬁg if
I would betray their confidence by telling the owner or some cther :
organjzation member. I was extremely careful ta preserve confidentialitf‘aﬁh
as the organization members recognized this, they became more relaxed (and
jess cautious) around me. After the first observation period I, again, used
colleagues to help. ndebrief" me, An initial comparison of the various types
of data meemed to jndicate that the researcher affects were not serious enough
to consider changing the research site.

It was alse impertant to implement some neontrola" during the pesearch. I
wged the chart 23 & guidel ine through the entire research period (including
data anmalysiz). Other controls included keeping a personal journal, taplog
interviews when possible, and conducting many of the interviews off-site. The
Journal was particularly nelpful in recording my feelings and thoughts a5 the
research progressed. My journal became my gonfidant during the fieldwork. I
perscnally found that being a participant chserver was a very lonely

experience, I couldn’t confide in my family about my experiences as thé

research progressed because they were subjects too. The research site was far’

away from;frienda and colleagues. When I wasn't observing at QRS, I was
writing field notes, planning interviews, and examining documents. The
journal provided an outlet for many unsaid feelings and comments. It helped
to cleanse my mind so I ¢ould start each day with a fresh (relatively
speaking):perspective. During data analysis, T could alsa refer to my journal
in order to see if there were any parallels between my feelings and my
observatlons. ‘

The taping of interviews obvlously heips Lo collect aceurate data. I

eapecizlly taped those interviews with family members. I felt, as an
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interviewer, particularly susceptible to bias during those interviews. By

taping (then transcribing) those interviews, I did not have to filter what I
heard into notes. I had what was sald verbatim., Another helpful technigue
was conducting as many of the interviews as possible off-site. Many of the
employees had to leave the office to call on customers or run errands, I
would travel with the employee and do the interview in the c¢ar or over lunch.
This helped to avold interruptions ka common oceurrence at QAS) and te
preserve the confidentiality of the interview., Finding private time with an
employee was practically impossible at QRS's off'ices because only the owner
had a private office.

Controls for researcher effects must continue inte the data analysis phase
Qf a study. The primary eontrol I used was, again, dialoguing with
aolleaguea. I had colleagués review my field notes and the resulis of wy
analysis in an effort to detect if any unseen blas (on my part) was creeping
intc the analysis. I also referred to my chart and journal. Were certain
nega;ive patterns appearing in the analysis? Did the data collected from

documents, interviews and observations corrcborate one another? Since 21l

‘data cannot be reported, I carefully ccmpared what I included in my study and

what I did not. This znalysis helped to reveal whether I was selectively
ineluding or excluding data which would be particularly favorable or
unfavopable. For example, was I protecting my family by not reperting ecertain
ineidenta? Was T being tco harsh on my family by reporting everything? In
the end, I was confident I had presented a halanced view of QRS because I had
controlled for researcher effects throughout the study, from conception to
publication.
CONCLUSION
If we, as reseacheps, are going to maintain riger in our research, it is

important to establish controls for researcher effects, especlially when the
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researcher interacts with the subjects. The most important insight gained
fraz this researcher's experiences {s to face potential probleums before the
research begins, then carefully design the study so researcher effecta can be
controlled.

It iz impossible to eliminate research ef fects, unless one chooses &
totally unobtrusive research design. However, ip arder Lo answer some oﬁ,tﬂﬁ
research questions which face us today, uncbtrusive measurements are typi@all;
impractical. I was aware that some researcher sfFects accurred during my ‘j
study of QRS3. Threougk informants, I know that the telling of off-golor joke%
disappeared when I started the study, but by the time I lef't, raunchy jokés :
were creeping back into the employees' joke repertoire,

T also know that QRS had an effect on me. I was slowly being socialized
into the group. There were distinct parallels between what I observed
occeurring to the new employee and what was happening tc me. BY the end of hﬁe
pericd I had a distinet role in the group, T could understand their lingo, I
told jokes, I took my turn pleking up lunch just 1ike everyone else, and I
had my "own" parklng space. QRS even locked different to ne. The office
initially appeared as a meas to me, but by the end of my study, I could see
that the mess had an order to it.

T don'%t believe the presence of researéher effects }nvalidates a study,
rather 1t is something which can be controlled and recognized. Deal ing with
researcher effects can be instructive for the researcher. This was my firat
cpportuni;y, since returning to academic 1ife, to 2pend an extendad period of
time with:a work group. Like Van Maanen {1932) stated previously, I could be
both & member of a group and stand back and see the group. I found this a
very different experience from peing a full-time employee.

Finally, as managenent researchers explore new and different

pethodological horizouns, we should share our research experiences as well a3
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our results. Reading the experiences of Van Maanen {1982}, Stephensen and

Greer (1981), Heiiman (1980) and many others helped me become aware of

reseaprcher effects which I may have never considered. These researchers also

helped to set a standard of rigor for wy study. It's easy to do sLloppy

quantitative as well as qualitative research but there is some comfort when
doing statistical work in kpowing that. a certain level of results will yield
astatistical significance, There are currently no such standards for
qualitative research. There are, however, those researchers who share their
experiences and help gulde others in the development of rigorous research
designa which use gqualitative methods. These rigorous designa will help

qualitative research achieve higher levels of "significance.?
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MUTUAL EFFECTS AMONG NATIONAL AND
ORGANIZATIONAL CULTURES

by
Theadore [. Weinshall and Yael A. Raveh

INTRODUCTION

Obviously, there is a linkage between the national culture of a country
and the organizational cultures of the corporations operating within it.

Such a mutual Tinkage between national and organizational culture is
weaker when the organization is a subsidiary of a multinational
corporation, but even them it exists. In order to discover such a
cultural affinity we could compare the sub-cultures of subsidiaries of
the same multinational corparation in different countries. We would
discover that the cultural differences between such subsidiaries are

actually the cultural variations among the countries in which the
subsidiaries are located.

There are several poignant questions, however, about this Tlinkage between
national and organizational culture:

- In what cultural aspects are national and organizational cultures
similar?

- Is culture the only Tink between the behavior of the nation state and
the behavior of organizations operating within it?

- In what cases and how has one culture a lTarger effect over the other?

- When is the national culture dominant over the organizational culture,
and when is it vice versa?

The analysis of the relationship between national and organizational
culture is done in this paper by way of the concepts of the Total
Organizational System (70S) which we present in a recent book of ours
(Weinshall and Raveh, 1983). This is why we start this paper with a
description of the dynamics of the TOS.

This is followed by a part which discusses some mational culture aspects
which have a bearing upon organizational behavier and culture. We then
deal with different aspects of nation-states which influence

organizational and cultural behavior. In TOS (Total Organizational




System) terms we are dealing in this part with the Wider Environment

in which organizations operate, which. consists of five environmental
systems: the employment market, the mﬁpey market, the consumer market,
the technological-scientific and the soéjo—cultura1 systems. In this
part we devote special attention to the‘ﬁOS of governments and their
relation with the five environmental sy#téms:

Next, in the fourth part of the paper, we proceed to survey various
types of nation states. We present few examples of developing, of
industrialized, and of highly industrialized nation states.

Subsequently, in the fifth part, we look at different types of
organizations, from the point of view of democracy , autocracy and other
factors. MWe sum up this part by deseribing different organizational
cultures, by way of the degree of customer inveivement in them; as
examples of types of organizations for this classification, we give
husiness corporations, State Owned Enterprises (SOE), government and

military organizations, and universities.

Finally, in the last part of the paper, we discuss the relation between

nations and organizations operating in them.

1. THE TOTAL ORGANIZATIONAL SYSTEM (T0S)

The TOS deals with what organizations must do to survive, what they must
do to avoid stagnat{on and coltapse, The dynamics of management and
organizations over time are described and analysed by way of the TOS
(Total Organizational System). This notion of a total arganization system
assumes a dynamic relationship betwéen management of the organization and
the environment, both of which are affected by changing cenditions of
size, place, and human nature. Any change in one part of the total
system affects the other parts and the survival of any grganization is
continually threatened by the changes brought about by growth, which in
itself is essential for survival.

The TOS {see Figure 1) is composed of the immediate environment, the
wider environment, the organizational strategy., the scope of decision
making, the managerial structure, and the -managerial characteristics.
The imiediate environment includes the organizations competing for the

. . . 33
organizational co-operation of the human factors of managers, workers,

trade unians, bankers, shareholders, suppliers, customers, goversment, etc.
The wider environment inciudes the systems of the employment market,

money market, supply of and demand market for materials and products, as
well as the technology and socio-cultural systems. The scope of decision
making is the total amount and complexity of the decisions imposed upon
the management by their own organizational strategy, influenced by both
the immediate and wider environments. Managerial structure refers to the
actual way in which the decision making is carried out, formally or
informally. The managerial characteristics are the leadership and
followership characteristics of managers, from the chief executive down.

Consequently, organizational systems are actually contingency systems;
that is to say that the different components are contingent upon each
other. A major change in one subsystem may not only affect what is
happening in other subsystems, but may also alter the rules by which
these systems are governed. It will be shown, therefore, that principles
which, until quite recently, have governed management education, its
teaching and writing, are based on false assumptions.

-The employment market
system

- Manogers [+— -The capitol (meney)

- Trade upions market systerm

- Bankars The consumer {supply-

- Sharsholders demond| system

- Suppliers The techndlogicol-scientific
- Customers {ond educotional) system

- Gevarnments, etc. The socio-cultural {and
geopoliticol} system

cooperative resources (hyman
facters):

’ N
’

: THE IMMEDIATE ENVIRONMENT THE WIDER ENVIRONMENT

| | Gther erqanizations competing Camposad of the following

I | for the folowrg organizational ‘environmental systems -

I

|

THE DECISION-MAXING MAIN SYSTEM

ORGAMIZATIONAL STRATEGY
In what, how, ond whera is the
arganization operating

SCOPE OF DECISION MAKING (SDM)
Established primarily by the
following foctors:

\ «The employed jeyet of technology/science
S -The product/service diversity
o -The geogrgphical disparsa

, .
7 l MANAGERIAL STRUCTURE J

{ f ENT
£ ' i
li‘ Hi N}A NAGEM Actual {informal)

Ay
\ The lacdership and followership
MANAGERIAL CHARACTERISTICS

Figure | Two main systems and six principal systems of the TOS
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Thus, all of the follewing principles turn out to be absolutely wrong:

- there exists a ‘good’ and desirable organizational structure in which
an organization should operate at all times;

- there are good and bad managers, i.e. a good manager will always be
good and a manager who has completely failed in one arganization or
another could never succeed in the same or in any?ofhér organization:

. it is desirable to have people continue to work in theﬁprganization
as long.as possible, and the organization should do whaiever it can
to hold on to employees who are doing very well today; ' L

- there are rules which should govern the establishment of organizational
structures. One of these rules is the so-called 'span of control';
it represents the number of subordinates that a manager can control.

There are a few Total Drganizational Sysiem {T0S) terms and abbreviations
which we use in this paper. We therefore present several items out of
the Abbreviations and Glossary, appearing at the beginning of our recent
book. Where abbreviatiens and terms appearing in the definition are
themselves defined elsewhere in this glossary, they are printed in <talic.

Communicogram A technigue for describing, analysing, and feeding back
ora] interactions for therapeutic and corrective purposes.
It is usually based on a two-weeks' self-recording study
carried aut among about 30-50 managers who record their
interactions from memory. The interactions are subsequently
matched and the resuits are fed back to the participants.

FDM FACTOR/S OF DECISION MAKING, the human factors which take
part in the deeision making, namely the human groups into
which a1l the members of the organisation are divided
according to their TOg roles (i.e. according to their roles
in the organizational input-output system) and their
effects on organizational survival. The FOM in industrial
and business organizations include: managers, workers,
trade unions, bankers, shareholders, suppliers, customers,
and governmeats. In other types of organizations the
names of the FDM may be different.

Immediate The environment in which organizations compete with each
environment cther for the FDM.

MC

MS

NATO

QAPEC

OPEC

Organization
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MANAGERIAL CHARACTERISTICS, the inter-personal
characteristics (1eadership, followership, and others) of
managers, A manager relates best to other people and to
his work when his role in the managerial structure (MS5)
is suited to his MC, and when the M5 is the proper one
for the organizational scope of decision making (SDM}.

MANAGERIAL STRUCTURE, the actual relationship structure of
the management, which indicates the way in which the
managers are directed by the person who is at their head.
When the MS is of a whole organization, we find the CE at
the head of the MS. In order to encompass and manage the
growing organisation, management has to adapt its structure
to the soy from time to time. The main MS in which
managements are structured when the organization grows
over time are: entrepreneurial structure (informally
centralized), functional structure (formally centralized),
product/service line structure, and area structure {the
Tatter two are formally decentralized).

Morth Atlantic (Alliance) Treaty Organization

ORGANIZATION OF ARAB PETROLEUM EXPORTING COUNTRIES. The
majority of the OAPEC countries, with an overwhelming share
of the 0PEC 01l reserves, are Arab countries. Two of the
CAPEC members, Algeria and Indonesia, are non-Arab but
exclusively Muslim countries.

ORGANIZATION OF PETROLEUM EXPORTING COUNTRIES, the members
of which were, in 1973: Algeria, Ecuador, Gakon {asscciate),
Indonesia, Iran, Iraq, Kuwait, Libya, Nigeria, Qatar,

Saudi Arabia, United Arab Emirates, and Venezuela. The
majority of these belong to 04PEC.

From among the many definitions of organization, we prefer
that of Chester Barnard {7he Functions of the Executive,
Harvard University, Cambridge, Mass., 1938, p.81): 'A system
of consciously co-ordinated activities or forces of two or
more persons.' These persons or members of the organization
are not only the managers and workers (whom we réfer to as
the operating organization) but also persons - for example -




SDM

SOE

TOS

UNESCO

WHO

Wider
Environment
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the customers - belonging to any of the factors of
deeiaion making (FDM) without the co-operation of whom
the organization cannot survive.

SCOPE/S OF DECISION‘MAFING, the total physical amount

and complexity of the managerial DM, which the management
undertakes in order to ensure the continued co-operation
of the FDM so that the onganization may survive. The

SDM is a function of the Eompefition of other organizations
for the different FoMin the <mmediate envivonment. 1he
intensity of the competition is determined by the con
existing in the wider envivronment.

b
i

STATE-OWNED ENTERPRISE/S, the economic organizations owned
by the state. The degree to which the state is actually
involved in managing the SOE may vary in a way similar to
the invelvement of the shareholders and their boards of
directors in managing the organizations. There is, howeve
one important difference between an SOE and a non-SOE. Th
shareholders.and the government in an SOE are one and the
same FDM.

TOTAL ORGANIZATION SYSTEM is a set of interrelated
organizationa1 systems presenting the contingency dynamics
of the organization over time, navigated by management.
It serves primarily ana1ytica1npurposes and leads to a be
understanding and evaluation of the state of an organiaat
at a given point in time. Its other contribution is in
permitting the strategic planning of all its component
systems and their offect on each other.

United Nations Educational, Social and Cultural Organizat

World Health Organization

One of the six principal systems of the 705 and one of th

four principal systems of the main system of decision mak?%
in the Tos., 1t is composad of five enyiranmental systems y
the employment market, the capital market, the consumer '
market, the technological-scientific system, and the socio:
cultural system. Together with the MC it is one of the t
principal systems of the Tos which are independent of

other principal systems.

o
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Zaibatsu A very large Japanese corporation. It is usually very
diversified in its product/service lines {i.e.
conglomerated). The Zaibatsu of which there are only
two ‘scores, have their own employers' association. It is
the top employers' association of Japan, Ac Keidanren.
The heads of the Zaibatsu and their Keidanren seem to be
at the top of the power hierarchy of Japan.

Z. CROSS-CULTURAL MANAGEMENT: MANAGERIAL DIFFERENCES BETWEEN COUNTRIES

When a group of peopie from a variety of countries are gathered into the
;ame formal organization, they bring along with them all the differences
in communication behaviour, education, social stratification, organizational
structures, and languages which we discussed in the previous two chapters.
Nobody could better describe the consequences of such a gathering than
the author of Genesis in his account of the construction of the Tower of
Babel {Babylon):%®

Once upon a time all the world spoke a single language and used

the same words. As men journeyed in the east, they came upen a

plain in the land of Shinar and settled there. They said tc one

another, *Comz, let us make bricks and bake them hard'; they

used bricks for stone and bitumen for mortar. 'Come,' they said,

"let us build ourselves a c¢ity and a tower with its top in the

heavens, and make a name for ourselves; or we shail be dispersed

all over the earth.' Then the Lord came down to see the city and

tower which mortal men had built, and he said, 'Here they are,

one people with a single language, and now they have started to

do this; henceforward nothing they have a mind to do wiil be

beyond their reach. Come, let us go down there and confuse their

speech, so that they will not understand what they say to one

another.' 5o the Lord dispersed them from there all over the

earth, and they left off building the city. That is why it is

called Babel, because the Lord there made a babble of the

language of all the world; from that place the Lord scattered

men all over the face of the earth.

Dhe has to consider a 'language' in its wider meaning and exchange the type
of organization from a construction organization building the Tower of
Babel to, say, a military one defending the Western democracies (NATO) or
to political ones, preserving the health and culture of the world {WHO
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and UNESCO), and we are transplanting this passage from about the
twenty-eighth century BC to the twentieth century AD.S7

Five areas in which such national 'language’ differences accur are
communication, education, social stratification, organization structure,
and language itself. These are not the only areas which affect

management and in which one would find national 'differences. Nevertheless,

these five seem to be the most predominant ihxsb‘far as they affect
multinational management. ;

Other areas influenced by cultural values, though sbmetimés crucial fer
multinational managers, seem to be of secondary importance when compared
with the ones chosen for discussion. One such additional area is that
of competition and profits, attitudes to which differ sybstantially from
one culture to another. Attitudes also differ substantially with regard
to what one might call business morality. This includes such matters as
bribery, which in some countries is regarded as outright corruption, and
in others is accepted. The degree of government intervention and the
extent to which this is considered tolerable is another factor for
miltinational managers to fake into account.

The national differences discussed concern primarily countries which
belong to what 1is commonly referred to as the ‘Western culture'. This
excludes compietely different types of culture, as, for example, that of
Japan which has a totally different 'business ideolqgy'. This may be
defined as 'any system of beliefs publicly expressed with the manifest
purpose of influencing the sentiments and actions of athers'.5% The term
business ideology' is used in & recent description of the Japanese
managerial systems, in which the personal and cultural background and
practices of Japanese management are summarized for a period of over 100
years.”® Communication, education, social stratification, and organization
structures are covered by this study, together with a comprehensive
discussion of the historical development of Japan’s business ideologies.
The study shows that the ways of thinking and the decision-making process
are being conducted in Japan in an envircnment that is in no way derived
from Western culture. Hence the following discussion will only be
concerned with Western types of behaviour, and the references to Japan
are incidental.

Communication The existence of different patterns of communication in
different countries has often been suggested, but seldom systematicalily
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investigated.®® For greater precision it has been necessary to develop
a new analytical tool - the communication diagram, or communicogram as
it is now called. This makes it possible to discern and analyse one of
the basic differences in managerial structure among different cultural
environments, namely that of communications behaviour. This use of
the communicogram became evident by coincidence rather than through
testing hypotheses concerning management communication. In 1966 a group
of students carried out a communicogram study which was conducted in
three organizations, one British and two French; this was done simul-

taneously with another study exploring the relationships and attitudes of the

same managers included in the communicogram study. The chief executives

~of all three organizations had been promised that they would receive not

enly the results of their own respective studies, but also a comparisen
between themselves and the other two organizations. However, analysis of
the data by the computer showed that the tota) number of interactions

in the British organization for the 50 participants during two weeks was
2639:; but the number of interactions for the 21 and 26 participants of
the two French companies was 128 and 215 respectively, too small for

analysis.

When the British chief executive was presented with the results of his
organization, an apology was made for not being able to provide him with

- 'a comparison with the two French organizations, on the grounds that the

French managers failed to report their interactions. He replied: 'The
reason is quite clear to me, they just do not interact orally.'

He was right. We went back to the individual daily interaction sheets
and discovered that on each British sheet there was an average of some

15 interactions per person per day, but only two or three interactions

per person per day appeared on the sheets of the managers in the two

French organizations. The number of reported interactions with other

managers participating in the study was usually about one third of the
total recorded interactions; this corresponds with the results of an
average of 5.3 per person per day in the British organization and 0.5
and 1.0 interactions in the two French organizations. The reasons why
such cuitural differences evolved probably have to do with the fact that
French organizational culture has been more affected by the development
of business organizations which have been influenced by the Church, the
army, and governmental organizations, than the other way around French
organizations are relatively more bureaucratized (i.e. formalized), and
consequently adhere to more written and less oral communication.
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Therefore, while the degree of formalization is an indication of
managerial structure, it is also an indication of the cultural effects on
management. That is to say, that if two identical organizations had been
compared from the point of view of their scope of decision making and of
their managerial structure, but with one operating in France and the
other in the UK, significantly more oral communication would have been
found in the latter. The other finding is that when comparing oral
communication in the three Western countries (ééé Table 1) - the USA, the
UX, ang France - the US and the UK figures are fﬁund to be similar

(4.7, 5.0, and 5.3 interactions per person per-@ay, respectively), while
the French figures {0.5 and 1.0} are significaﬁt]y Tower.

The similarity of Britain to the USA rather than to other European
countries with regard to managerial behaviour has already been found by

others in connection with managerial attitudes and decision-making processes.®

The almost identical rate of oral communication in Anglo-Saxon organizations
on both sides of the Atlantic Oceam is another indication of the cultural
affinity between the USA and Britain.

Israel 1s represented in Table 1 by two types of organizations - military
and banking. These two types explain why the daily numbers of interactions
per person in Israel (2.6 to 4.4) are smaller than those of the UK and

the USA (between 4.7 and 5.3). Had we drawn a formal written or informat
oral scale of communication, we would have placed France on the formal

end of the scale, the UK somewhere between the middle of the scale and

its informal end,®2 and Israel at the very extreme of %nforma!ity.63
However, the two types of erganizations studied in Israel, military and
banking, are typicaily formal, hence the relatively Tow oral communication.
There have been only a relatively small number of studies which have been
devoted to explaining the reasons for naticnal differences in communication
patterns. The explanation for such differences is in the cultural
variances among the countries.®*

Education The suggestion has been made that the availability of higher
education in a country determines its economic growth.®% This theory is

hard to verify because of the differences in educational methods between
countries. Some of these differences affect managerial style more clearly
than the general amount of education available. For instance, the difference
between the French approach and that of the USA can best be described by
saying that one is dogmatic and the other is pragmatic. The French

approach is Cartesian: the most systematic and quantitative assault
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Table 1 Comparison of self-recorded interaction studies in organizations in lour countries®

Marketing
pharma-
cewtical Industrial Industrial Education:
Industrial consumer electronic aireraft Army manggentent Banking !
plastics? goodi® components® production® ardnanced development®
USA UK France France fsrael UK Israei 1976
1959 1966 1966 1966 1969 1971 A
erof managers: .
50 60 26 21 43 32
34 50 26 24 41 27 -
10 io 10 10 i0 10
1708 2639 128 215 672 1272 788 1049
utually perceived 26 14 17 7 38 17 16
Jaily average per person 5.0 5.3 0.5 1.0 2.6 4.7 3.4 4.4
22 45 73 29 19 14 25 18.5
78 55 27 71 81 86 15 81.5
1
47 35 46 73 50 43 515 39

t concerning the first six studies appearing in this figure are from Weinshall (1979, p. 261}. The Iast t I
2 of the same banking organization which were studietl'lg:inmltmeously. { P 3. The w0 colamns present the data from two
_lly publ.isl-ncd in Weinshall {1966) on which Weinshall (1979, pp. 211 -226) was subsequently based.

iy publ.!,shed :n ngmh:a]l and Vickery (1970), on which Weinghall {1979, pp. 259265 and 411 -415) was subgequently based.

¥ puhhshbd‘m Tsirulnitsky and Weinshalt (1974), on which Weinshall (1979, pp. 291-307) was subsequently based.

aliy appeared in Weinstall et af, (1971}, on which Weinshall {1979, pp. 365—373} was subsequently based.
ally appeared in Nachmias et al. {1978) and Weinshalt and Vickeey (1970) on which Weinshall (1979, pp. 411 —432) was subsequently based.
possible on every problem, while taking into consideration all factors
which may influence it. The Americans, on the other hand, are more
interested in the usefulness of the result than in the theoretical side

of the method used to approach the problem.

Thus, if the same probiem is presented to a French and to an American
businessman, the former is iiable to discover, say, 20 facters which
influence it, think of about 50 alternative solutions, and attempt to
find the connection between them. Each alternative would be weighed in
the light of the conditioning factors. The American, by contrast, would
probably look for the three main factors which influence the problem and
take these into consideration. He would then decide on, say, five
alternative solutions and evaluate them in the Tight of these factors. The
two different ways of thinking show that there is a basic difference in the
social, cultural, and educational vatues of the two people. Many Americans,
for example, envy the French for being highly cultured and broadly educated,
but despise them for their supposed inefficiency, disorder, and
uncleanliness. It is precisely their tendency to specialize, which is so
often incompatible with a broad outlook, which seems to enable the

Americans to attack their business problems so efficiently. The French
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broad outlook, on the other hand, and a knowledge of the culture of the
world, while they may confer an ability to see the whole picture, also
give rise to a tendency to include more and more factors in the analysis
of a problem.

The separation between faculty and students, of which the French universities
have been an extreme example, has been made possible by both the teaching
methods and the design of the physical facilities. The professar enters

the lecture hall by a door other than that used by his students and
confronts a crowd of hundreds, usually in a hall originaily designed to
contain a much smaller number. He delivers his lecture, often read, and
repeated from year to year with modifications, without allowing subsequent
discussion. The students perceive this way of- teaching, in many jnstances,
as the pronodncement of gospel in whateverufieTH of learning this may be.

The physical design of many French universitieﬁ prevents the faculty from
meeting their students out of c¢lass, even by chance: Separate facilities
exist for faculty and students, e.g. restayrants, toilets, and, even,
1ifts and staircases.

while continental Eurcpean universities prefer a separation of faculty and
students similar to the one described in France, British universities '
advocate a certain degree of co-operation. This is chiefly practised out
of the classroom in the so-called ‘gytoring' sessions. Members of the
faculty, usually Junior members, coach the students on the material
covered in class, or any additional material. The conseguence of this
co-operation out of the classroom is that there is also a fair amount of
participation inside the classyoom.

The third learning method advocates, in principle, co-operation between

the faculty and the students both in the classroom and outside. This
method originated in the USA, but is spreading gquickly elsewhere, especially
to countries 1ike Israel where the ties with cultural traditicn are not

as, strong as those in western continental Europe.®®

The purpose of graduate studies in management and business administration is
the academic training of managers for middle and higher management tevels in
economic and public organizations. Tne former include industry,
agriculture, banking, insurance, transport, tourism, and other services.
The public organizations are governmental, military, and municipal ones,
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sther public services, and trade unions. Graduate management studies are
10t for the training of professional people who might serve public and
zconomic organizations in fields such as engineering, chemistry, law,
sconomics, and others. Their purpose is to train people who might fulfil
nanagement functions. The training includes finance, contrel, production,
narketing, research and development, persomnel, as well as a synthesis
which combines all these and is calléd 'business policy*.57 As every one
of the managers in charge of the above mentioned functions has to be in

2 permanent relationship with the other functions of the organization,
every manader has to receive a thorough and all-round training in them
all. In the modern organization, the proportion of professional people
is increasing from year to year. There are those who believe that within
20 years the number of professional people in an industrial organization
will exceed the number of non-professionals.

. The manager, who has to be a professional himself, finds himself in charge

of one or more functions, each of which involves know-how at an academic
level, and many of his subordinates are also professicnals: auditors
report to comptrollers, economists to finance managers, market research

- people to marketing managers, engineers and scientists to the research
-:and development and production managers, sociologists and psychologists
-~ to personnel and manpower managers,

This means that the manager in the modern organization has to have a

profession before he becomes a manager. 1In many cases, a man acquires a

" managerial position by working himself up one of the 'functional channels'.

':;Thus, for example, a man starts as a junior engineer in a certain

o organization, progresses through the various stages of engineering and
..production, and becomes manager of the productior or research and
development division. When he reaches management in this way, he is well

acquainted with his function but does not always know how to manage it.

::_Th1s is why we sometimes lose a good engineer and gain a bad manager. In
 other instances, an old-time engineer (or old-time auditor, economist,

and so on) will receive management training through advanced management

: courses or through a graduate school of management. MNevertheless, he has
to make this lengthy practical journey along one of the *functional

, . . R
channels'. He has to have had previous academic training, meaning a

“ bachelor's degree, to ensure that he has the educational ability to know

how to study what is going on in the organization. His bachelor's

" degree might be in any field.
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The case studies included in the learning pregramme are usually chasen

to ensure coverage of various situations that have occurred in recent
times in business and other organizations which might employ new

managers after their graduation. The Tength of the 'recent times' depends
on the circumstances and especially on the rate of the technological
changes which dictate the conditions under which the executive operates.
The cases studied today in good graduate business schools generally
deseribe situations which have occurred since the Second World Wavr. Most
of the cases occurred during the last ten years, and some enly in the

last five.

Readings, seminars, reports, business games, and all other teaching
material complementary to the case method are usually based on the
problems to be encountered in the cases. This is why the material studied
is very rarely out of the context of the situations in which the

manager might expect to find himself during his career. In addition, it
has been suggested that there is a need for fictional cqses, based on
expectations of future managerial situations. Such op1n1ons “are prompted
by the increasing rate of change occurring in organizat1on5 today

Thus, for exampie, even the study of business histery is carried out in
relation to those themes that have a direct bearing on what is happening
in present situations and are important for the actual performance of the
manager's functions. Such an approach results in a large economy of the
students' time. These points are relevant to the training of all
managers. However, the participative Tearning method is of special
jmportance in the training of multinational managers, who will have to
operate in different socio-cultural environments.

The possible effects of higher education on multinational management have
aiready been discussed. We should, however, realize that management

is composed of, and assisted by, people who do not necessarily have a
university education. Let us therefore consider the degree of secondary
education in several countries. Table 2 shows the percentage of 6=17 and
20-24 year-olds in education in different countries. As all the four

Table 2 Flow of high school education to higher education in four countries

% of §~17-year- % of 20-24-year- % in higher education
olds in olds in higher af those with
education education previous education
fi) 2) (1) and (2)

Britain 94 20 2k

Holiand 93 23 25

Esravl 82 24 29

usa 85 54 64

Source:  UNESCO (1976). The Figures for Britain are for 1973, those for Holland, Israel, and
the 1184 far 1074, ;
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countries had obligatory education up to at least age 15 at the time
(1973-1974), the difference in the 20-24 year-olds' column amounrt to much
larger differences than the percentages of high school students, i.e.
people with secondary educaticn, in these countries.

Table 2 therefore explains why many jobs which are held in Western

Europe by those with a secondary-education are held in the USA by
university graduates. In Israel, on the other hand, there is a severe
shortage of secondary scheol graduates. A typical example of the different
type of people used for the same type of job in the various countries is to
be found in secretarial work. Following the differences appearing in

Table 2; in Western Europe, secretaries generally have secondary
education; 1in the USA they have at Teast secondary education and

there are many who have had higher education. In Israel, by contrast,

all these are exceptioné; mest secretaries have only finished eiementary
school.

There exists a connection between the education levels of the population
and their standards of living, which in turn are related to the rate of
development of the country.

One way to explain the degree of economic development of a country is to

relate it to the availability of higher education in that country.®® A
study of the six European Common Market countries in the mid-1970s, as

well as Britain, the USA and the USSR, showed that within the Common Market
as a whole, and in each of its countries individualiy, the achievements

of the children of Tower income classes in obtaining higher education

© . were very Tow.®®

‘. Boeial ‘stratification The differences in learning methods in different

countries seem to be related to the degree of social stratification existing
in those countries. Israel, which may be comsidered the least socially

- stratified country in the world, has democratic and participative learning.®®
.. The USA is the Teast socially stratified of the larger Western democracies.

- One way to measure social stratification in a country is by considering

social mobility in that country. Table 3 presents the inequality of
opportunities in various countries. The countries can be divided into

L five groups, moving from those with the lowest to those with the highest
-, inequality ratio. The effects of social stratification on the management

of national and multinational companies in the different countries are
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Inequality ratio Countries

Less than 250 Istael {Haifa), Greal Britain, USSR {refugees)

250-29% Austratia, Denmark, France, Indiz, USA, Brazil, Sweden,
Holland, Japan )

300499 Norway, West Germany, Puerte Rico

500-799 Hungary, Finland, Italy

More than 800 Belgium

Source:  Bendix and Lipset (1966).
Note:
(Nen-manual worker sons of nos-manuak workers)

Inequality atio = (Non-manval wozker sons of manual workers)

Some of these effects carry through from elementary,
right to the positions for which people
Let us consider the cases of

dramatic.
secondary, and higher education
are hired in business organizations.
Britain and France.

There is still a correlation betwéen ﬁhe social class of candidates in
both countries and their chances of “being admitted into Oxford, Cambridge
-admission to these universities

or the grandes dcoles. Nevertheless, the
similarly,

is based more and more on achievement than on family background.
those who graduate in the USA from, say, Harvard, and the graduates of
Oxbridge and the grandes deoles, are preferred by empioyers to other

university graduates. At this point, however, the similarity between

Oxbridge and the grandes éooles ends.

In Britain and the USA the companies seek to employ #he top graduates.

In France those who recruit for organizations from the grandes écoles are
themselves graduates of those same grandes éecles, and they usually ?o '
all out to hire from their own Alma Mater. Thus, ina certain organization
with a top executive from, say., the Haute Ecole de Commerce, there is a
good chance that most of the graduates in the organization are from that

school.

Another difference between unjversity graduates in US and Britifh as

against French organizations is an extension of this relationship betwe?n

‘ in the Anglo-Saxon countries a degree from a 'good

. *good' job, but from then on performance is

in France, on the other hand, performance
has much tess significance throughout a person’s career, Once 3 person

has graduated from a grande deole he has, in the great majority of cases,

e could be a compiete failure, but usually the graduates

university and Jjob.
university helps one to get a
more important for progress;

made it for Vife.
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of his own school will make sure that his career progresses as if nothing
had happened. Thus in France one's chances to succeed throughout Tite
are much more related to one's education than in Britain.

In Britain the custom of many companies of placing only members of ihe
higher social classes in positions like that of directors has been
gradually disappearing, while it is still commen in France. There are
sti1l in existence French companies which woutd not hire a top executive
for the formal position of dirvecteur - somewhat paraliel io a vice
president who is a member of the board of directors - unless he belonged
to one of the so-called '200 best families' of France. Strong social
stratification is evident in other Western European countries as well,
In some of them this social stratification seems to be even more

- polarized.

In most of these countries such things as the way of addressing people in
business organizations, and the times at which people arrive at work and
~leave it, vary according to their social and organizational positions.
. Thus, while in the USA people usually address each other by their first
name whatever their rank, in Western Europe the form of address usually
" changes from level to level, and differs between two people at different
managerial tevels. Again, while it is customary in the USA for everybody
to arrive at work at the same time, though higher ranking executives may
leave later, in Europe the higher the person in the organization the later
-he often arrives at and leaves work.

. ‘Mamagerial structures Managerial structures are refated to the socio-
Tcultural environment and the emerging educational patterns in the different
::tuuntries. There is a direct connection between the ability of the

5 organizations to grow, to innovate, and to absorb new technolegies and
:_their propensity to change and adapt their managerial structures to the
'.growing need to absorb broader scopes of decision-making. However, every

= managerial structure requires a different type of manager, and therefore

-, managers have to move from one company to another. Alternatively, they
_;cou1d be transferred from one part to another, if the organization is

" large enough to contain different types of structures within it.

" Tne socic-cultural environment affects the processes of growth, change,
v and mobility in several different ways, but primarily in the way that new
~‘generations of managers are being educated. The preparation of the new

-'iype of leader required for a new type of managerial structure takes at
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least one generation. Fifty years ago the USA had very few poeple who
could become chief executives of decentraiized structures. However, as
the educational system became more participative and to some degree
permissive, more and more decentralized leaders emerged cut of American

£amilies and educational institutes.

Taking France again as an example, there are few of what might be called
‘decentralized leaders' in the country and, therefore, few decentralized
structures. As a result, organizations cannot absorb broader scopes of
decision-making than their functional structures permit. This fact
hinders developments in more advanced technologies, more diversified
product 1ines, and more international activities.

Another environmental effect on the dynamics and adaptability of

managerial structures is the 'antinmobility-v§1ue' to which we shall

return at some length. This anti—mob11ityﬁva$ue is a constraint on the
inter-organizational mobility which is reqdi%éd in order to enable the
progression of management from an entrepreneﬁ?ial_structure to a functional
one and from there to a decentralized system. *The anti-mobility value is
quite powerful in European countries. It Tikewise almost completely
freezes any movement of managers between organizations in the large

corporations of Japan.

However, the appearance of the so-called multistructure organization has
enabled countries with strong anti-mobility values to bypass the necessity
of inter-organizational mobility. It is interestingnto highlight two
points regarding the anti-mobility value and the evaluation of large
Japanese multistructure organizations. The anti-mobility value was
introduced into Japanese business only just before the First World War,
in order to stop the enormously high inter-organizational mobility which
existed at the time and was thought to be contrary to the Japanese
aspirations of growth and technological progress.”® Until now a very
strict anti-mobility value has been preserved amony large Japanese
organizations. However, in the smaller ones, where inter-organizational
mobility is a condition of their survival through a progression from one
managerial structure to another, such mobility does exist.

Countries with cultures permitting the establishment of multistructure
organizations are able to bypass the anti-mobility value by means of
arranging a systematic managerial mobility, not between one organization
and anether, but rather within the varioys parts of the same organization.
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Such multistructure organizations are in existence in both the USA and
Europe. However, they are of special importance for European countries
where the anti-mobility value is quite strong. Not all Western European
countries have welcomed the appearance of very large business
organizations through growth, merger, and acquisitien.

Managerial structures can be measured and established by way of the degree
of autonamy and the degree of cliarity in the relationships between the
managers of organizations. However, the degree of clarity is related not
only to the managerial structure, but alse to the cylture in which the
organization operates. This culture is determined by the country in which
the orgarization functicns and the field - business, political, military
and so on - in which it operates. Therefore, when one is measuring the ,
relationships in order‘to,estab113h the managerial structure of an
organization, one should be aware of different flavours of relationships

~ describing essentially the same types of managerial structure. Thus,

an entrepreneurial structure of a French organization may be expected to
be more formalized than a similar structure in an American organization;
and functional structures in France would be more 'bureaucratic' than t;e
same structures in the USA. One of the reasons for these differences is

the relative degree of usage of oral and written communication in the
different countries.

‘- Spoken languages Probably the most formidable cbstacle to the spreading

of multinational corporations throughout the world is the degree of
fvowledge of *international languages' in the various couniries. These
"international Tanguages' are tending to become just one Tanguage, the

__Eng11sh language. Just as French was the international Tanguage of the

nineteenth century, so English has become that of the twentieth century

in business, government, and science. This even applies to Russia, China
»

and ?apan. Indeed, the awareness of the ever-growing dominance of the
English language has already impressed many aqvant-garde Japanese who,
drawing upon their pragmatism, propagandize for a much more intensive study

__of English in Japan. US technological superiority has undoubtedly

contributed to the emergence of the English language as the future world

" language.”?

This international spread and increasing superiority of one language is

closely Tinked with the spread and growing influence of multinational
corporations. These, in our opinion, will, by the end of this century
do the planning for, and direct the destiny of mankind rather than the
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nation states. This is, in our opinien, a positive development, because
it would entail better understanding among nations, a safeguard against
wars, and a better planning of the world. This is the subject of the

following section.

However, before we reach the stage of 'one world, one language®, the

world will have to pass through a period of better international
acquaintance and language competence than we have experienced hitherto.
Indeed, until the Second World War, language competence was rare. This
has been changing rapidly. Technological advances and cheaper travel
enable very large numbers of citizens, chiefly of the industrial countries,
to visit other countries, spending weeks and months there and learning

the local languages and the ways and customs of thejr neighbours. Many

of the heads of business organizations from the!industrial countries in
Europe are today fluent in several languages and fgé] quite at ease in

the company of their colleagues from other countrfés. There has even been
a marked change in the attitude of Americans towards 1earn1ng the customs
and languages of the peopie with whom they come in contact part1cu1ar1y
since the sensation caused by the publication of The Ugly American.
Finally, there is evidence that the economic success of smaller countries
goes hand in hand with the population's knowledge of ang fluency in other
Janguages. Switzerland and Holland are outstanding examples of smaller
countries which have achieved economic success in spite of relatively
small populations and other lTimitations. Switzerland, for example, has
very limited natural resources and no outlet to the sea; it is doubtful
if it would have achieved such great success in tourism were it not for
the excellent service it offers in which knowledge of languages plays a
big part. Holland, though suffering from the destruction of the Second
world War and the loss of its Far Eastern empire, has re-established its
eminence in international commerce and tourism in spite of the fact that
in the latter it does not have the spectacular geographical attractions
of, for instance, Switzerland. 8oth countries start the foreign language
education of children at a very early age.

English, French, and Germany were the official languages of INSEAD in
Fontainebleau, France, when it was set up in order to promote the econcmic
unification of Furope and to help Eurcpe contest the USA's invasion of her
sphere of economic interests.?? The two dominant languages at INSEAD
nowadays are English and French. Instruction is based on the case study
method which describes a business situation. Small groups of students
study, analyse, and discuss the case. later these groups meet in a class
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for final analysis, led by a professor. More than 50 students from more
than 20 different countries participate in these studies.” The case
studies are usually in French or English. The discussion groups or the
lectures are not necessarily conducted in the language of the case study:
the individual student may usce any one of the above three languages v
Candidates for the Fontainebleau Institute must therefore be f]uent-in

ch and b Y t e ast a Tair kHOW Edge
E lgla] d and f rer ¥ their g aduation haV at je
.

There are very strong indications that the ability to speak more than one
Tanguage is not an inherent talent, but rather is acquired. Indeed, we
2811 know very talented pecple, brilliant and genial, who find it extremel
dsz1cu1t 10 speak a secend language fluently; and, on the other hand "
many untalented people who are fluent in several languages. It also ,
_.seems that this facility to pick up languages is acquired by people when
they are very young. We would hypothesize that the longer a child is
.exposed simultanecusly to mere than one language between the ages of 1 and
10 years, the easier it will be for that person te acquire languages which
_.he is motivated to learn at any subsequent time in his 1ife. For example
.. the Jews had an ability to learn languages because from infancy they spok;
: either Yiddish (European and US Jews) or Lading (Mediterranean and oriental
:'Jews) in addition to at least one other language, that of the country in
-_wh1ch they were raised; this, we believe, is the explanation for thz

L 'Ianguage 1aC” ty of Jews at east until tt et
- e ddle of th wentiat}
a
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:_ Abstract

Twe mechanisms of control are examined here in relationship to the
production of social structure in an advertising agency, Shoerman and
-Asscclates, in which one of the authors conducted an ethnographiec study,
~-These mechanisms are language and social drama. Boih exzmples explored are
;:baged within a two-dimensicnal framework for the analysis of sociceultural
“.process. These two reaims are the social and the cultural, -

" Introduction

. .The downtown club was designed on the inside to look like a hunting
lodge. Rough sawn pine walls and only slightly finished wood moiding gave
the place a log cabin look, A fit place to come in from the cold. Homey
cohand  warm, A place where you could drink with your buddies and be safe,
-The Christmas decorations - the tree, the lights, everything = just added
‘to this coziness,

';; The hurndred or so people that were there locked like the “downtown
crowd." Men in business suits, women in business suits or dresses. Clean




d formal Conventional. Likely people who ha§ stoppedhin ozkzﬁslr way
;:me from éork, somewhat suspended between the of fice and the We .

The downstairs bar and dance area were crgwdgd; people drlgE;:ﬁ;
talking danéing, circulating and having fun, enjoying the scene;e hoen
f o an “"open bar." As the night went on the place grew mo P m,
N le  ta touching arms and patting shoulders. ome

people talking end laughing,

were obviously on the make, either just for the fun of flirting or looking.

houlders or
le snuggled up, arms aver s

o o b ind duri;g the fast dances - go?d
and jumped just like anyone 13

Duriné the
clutched around the small of a back,
American disce = these folks moved, Jjerked,
expected to,

i ight
An cutsider, someone just walking in off the downtown str:izGEdmlioc
take the activities here for an after work get ZO%etherhEE:t C:E e
i le forge c go .
into the evening. Maybe the peop
éztﬁe;?ng flowing so well it continued beyond the two beer stage.

articipating in a more

perhaps these people were pa 2
eing and drinking through a ¥y

e oo ¢ church, charity, or

Orn the other hand,

formal cccasion. Everyone )
night near Christmas under the ausplcgs of somg clgb,
business, part of the obligatory "holiday parties.

all employeeé of Shoenman and Asscciates, of

They are: oms ol i major U.S. city you want
i Baltimore Detroit, or any g S
i;z;szgrgz,inBOStg:éept New Yoré, Advertising agencies in New York dwarl

B :

Sheenman and Associates by sever al xultlples. It is, however, _the second
v +

la:gest agency (in bllllng and E'T_.ﬂp].O}’QES) in its etlcpolltan area.

On the Friday evening before Christmas the members ofalsggigma:enigg
Associates walk from the company office to a downtouwn soc; S
i Every member is required te attend. Spouses, é

o or 4 evenlnié the other hand, are forbidden from participating, eve

tes " 1 o
:gg:;; i:e p;rty is dguring a weekend evening, and frequently carries on,

n r roi i above
strong swing until one or two in the morning. The dancing we saw ,
’

for example, is all between members of the agency.

hich
i i in & countless flow of events w C
S o cosiates oneF;: ten months one of the authers did
i hours per
fieldwork 1in this advertising agemcy, spendl?ia:zoive;:i:eiz’33 examingng
i ani i
i in to and talking with Qrg = : mining
oo eitzten:ng more generally, observing pusiness mee?1n5385§?d ronens.
gocziions‘ those both formal and infermal (Rosen 1985a; B éople o).
Dﬂ?ing tais peried the agency employed an average of P
recorded a- yearly revenue of 44,8 million dollars.

This .
constitute Shoenman and Associates.

The purpose of this work was to observe Lhe day—to;:?iuzge:§zi;nsggizg

organization, and from this to explicate ?he processes tl S e the

i acted, Social structure Is understood_ln S

e ot e ins and statuses forming at least a relatlvely stablie P prern

§y5tem of ruezting It is the order in a system, IF "is al% thattigns"

;zopiegizzgr:. defines their differences,thandr;:2§2;i§:: ogheigstizmental

i e o T

££§;2i2n51972327;; sui;fl?t i:tgggzziglisthe realm of order. berivatively,

L]

cantrol of the labor proeess is the fundamental problem of formal
.corganization, for the control process is quintessentially concerned with
the ongoing production of order, which is structure.

- Constructing Reality

Reality, Berger and Luckmann (1976:121) remind us, 1is constructed in

~..the face of chaos. The naturazl stability of order, and relatedly, of
corganizatign, is an illusion, whose front is maintained through the
management' of a common backstage of meaning. Whenever the mechanisms of
clegitimation which cbscure this precariocusness are threatened, Manomic
“.terror" rears its head. Hence, the work of management within formal
organization

is largely that of directing and protecting these mechanisms
f legitimation, which give face to not only the organizational order of
hings, but within this the role of the managerial group itself.

. In this article two mechanisms of control are examined in relationship
" ‘the production of social structure in Shoenman and Associates., The
‘influence of language in the production of control will first be explored,
-and then returning to the Christmas Party introduced earlier, the notion of

social drama is introduced and explored as a snapshot of the marner in
“which

reality 1s constructed. Both examples are based within a two-
~dimensional framework for the analysis of sociocultural process, The tweo
realms within this framework are the social and the cultural, ane
onsisting of the behavior and the other of ideas. Cohen (1974) identifies

3 former as the "power order" - the realm of socioeconcmic action - and
latter as the "symbolic order" - the realm of the ideational, the

u;tural. Culture, or the symbolic order, may be understood as a public

ocument, a "rhetorie® (Geertz, 1980:102), developing over time through the
hared, accumulated experisnce of systenm members, gilving rise to system
pecific ideational elements, such as assumptions, ideas, values, and

. While the symbolic order emerges from action, it dcts back upon it,
ecreating and transforming action through the provisien of meaning, To
funetion in a setting, and to gain meaning from behavior, culture systems
re internalized, Hence, our ideas, values, assumptions, and nerms are
envehicled meanings” (Geertz, 1980:135), with symbols the vehicles through

hich. .communicatien cccurs, Symbols are here the "objects, acts,
glationships, or linguistic formations that stand ambiguously for a

evoke emotions, and impel men toc acticn! {Cahen,
They are thus anything that signifies, an intersubjective
roc and thus public {Geertz, 1980:135), Further, givern the ambiguity
isymbols, and the necessity of. this ambiguity for orderly communication,
he ‘¢onscious and/or uncoascious manipulation of symbels (and thus culture)

weonstantly and necessarily ongoing in the struggle for and attempted
ntenance of power among asymmetrical groups, Consequently, culture is a
trol . mechanism, or as Geertz (1973:44) argues, a system of Tecontrol
anisms - plans, recipes, instructions what computer engineers call
grams') — for the governing of behavior "

Here, the social and cultural orders are understood as autonomous, not
échanically reducible one to the other. Cohen (1974) terms  this
elationship & "politice-symbelic dialectic,® Symbols do not mechanically
efléét politieal/social relationships, but reflexively ¢reate, maintain,
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relationship to action, with which it is interwoven in "language games"
{1958:5). _ Ffom this view language 1s not a raticrally formal system
Instead, .1F ?s something played with, manipulated and bent by its users.
This flexibility will be observed below in relation toc the annual Christm ;
Party, where structures of meaning are "played with" té [< ; oate
meaning and channel behavior, ommunteste

and reproduce these relationships threough the provision of meaning for
understanding and action, while action reflexively shapes meaning (Bailey

1983).

Fundamentally, then, the symbolic order provides for the percepticn of
order and reproduction of social relations, giving meaning to sceial
structure. Cohen notes that the understood stability of a social systen

: Addressing the relationship between language &nd power FPfeffer
(1981:184). writes that ‘'language and symbolism are importané in the
. 'exereise pf powgr." but "eontribute only marginzlly to the develnpme;t of
Ehe power of various organizational participants." MRather,” he continues
i_pctmesr derives from the oconditions of resource contrel and reséurcé
._lzne:gegeggzncei_ ;t i3 possible that those who have emphasized the role of
..fougd E‘ "po itical symbols have confused the exercise of power with its
ndations. We propose, one the other hand, that this position consider
only surface exchange. It is unreflexive, for as Habermas notes, :

wis in effect maintained by repetitive symbolic activities which
Sontinucusly create and recreate the sy stem, The ceremonies of
suthority have to be periodically staged to reassert its
existence and efficacy... Symbols achieve this measure of
continuity=in=change by their ambiguity and multiplicity of
meanings. A ceremcnial may be repeated over and over again in
the same form though its symbols may be charged with different
meanings to accommodate new developments [in the power orderl.
There 1is thus a continuous process of action and counteraction
between the symbolic otrder and the power order even when there is:
no significant structural change" (Cchen, 1974:36),

"it makes good sense to conceive of langua i
metainst?tution onr whieh all soceial institgtigis 259 adeﬁzzgenz€
for 5901a} action 1is constituted only in ordinary languagé
cam@unlcatlon... Larguage 1is also a medium of domination and

~ social power, It serves to legitimate relations of organized
force: In s0 far as the legitimations do neot articulate the
relat%ons of ferce that they make pessible, 1in so far as these
relat%uns are merely expressed in the legitimations, language is
also ideclogical. Here it is not = question of deceptions within
language, but of deceptions with language" (1977:359).

Thus, symbolic forms enable us to perceive fixed points through the !
condensaticn of meaning via the ambiguity of symbols. Social discourse is
enabled on the basis of this ambiguity.

This oconceptual approach carries Wwith it a number of implieations
running counter to many of the central concepts and assumptions predominant
in organizaticnal analysis, By looking further than the perceived
ngbhjective" socizl interactions that generate power relationships through
resource exchange, to the intersubjectively meaningful symbels legitimating
these relationships, analysis moves beyond an investigation of surface
interaotion to the "deep structures" in whieh interaction is embedded, and
which shape, constrain, and regulate the “form interaction takes (Clegg

©1975). N

The orthogonal distinction that same make between the institutionalizatio
of _power, control, and domination and their exercise (Pfeffer 1951?
Salancik 19B8Y4) leads one away from a systematic sociclogy of power Th;
manifestatic? of control by capital in admiristrative organization 'is an
get  of reality definition, and hence likely of reereation as 'well Th
granmmar gf the symbolic order, as a2 "medium of dominatien and .sociag
.gugr," is a "correlate... of the world" (Wittgenstein 1958:44), where a
reciprocal relation exists between symbolic and social action sucﬁ that one
:main directly implies and recreates or subverts the other, To propose
fegzzri:e o?s ozo l}mmt_analysis to syntactic, semantic, and phonetie
bat o mmurication, rather than to examine and appreciate the
‘dgmar o laqguage games," the relationship between language and soclal
: grocess. existing prior to and into which the individual 1is sccialized
gra-this reason. Befger and Berger (1972:81) refer to language as "thé
p_amgntal 1nst1§ut10n of society," The truth claims of social structure
t.proJect; are objectified as attributes of reality. Social artifact i
hu;;experlenced as perceived ontological fact. This does not mean th tls
particular string of phonemes causes some to be more powerful than cthe:s E
gming one a "Secretary" does not make her or him less powerful than
egﬁlfying the person as an "Aecount Supervisor" while maintaining the
amii task and s?clallstrgcture - but that sociolinguistic categeries of
eal ty are defined in direct correspondence to a system's procedure of

The Influence of Language

Writing of communicative competence, Habermas {1970:220) states tha
wgoday the problem of language has replaced the traditional praoblem o
conseiousness; the transcendental critique of language supersedes that o
consciousness.” It 1is through the analysis of language, Habermas thu
proposes, that an understanding may be achieved concerning saeial process
Qur purpose here is to briefly investigate the language of bureaucracy |
relationship to control.

It is in language that the objectivity of social structure i
established, where system members are caught up in understandings biased b
the nature of their communication. Language is consequently "a structur
of prejudices," where "the grammars of language games [arel dogmaticall
inculcated as rules for interpreting the world and for action" (Haberma
1977:358) The pracess of communicating through particular language systen
then influences the construction of a particular reality, and consequentl
influences consciousness, Language is hence fintricately bound wp wit
other aspects of life, with plans and fears and thoughts and activities
and cannot be understood in isclation from these (Hunter 1971:275), Alon
this order Wittgenstein proposes that language is best approached in it

;Knowing is the process of establishi

[, ] ) ng categories of a reality and
sqqipging relatlon§h1ps lbetween these, a process into which ali are
9c.§ ized and in which some exert noticeable influence. Where
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validity claims
and expressions of

communication transmits these nations with
institutionalized meanings become manifestations, bases,
power and contral.

The language of bureaucracy, as any language, contains validity claims
as to the truth and objectivity of its underlying assumptions and soclal
relations. When viewed according to the dimensions of institutionalization
proposed by Berger and Berger (1972:80-91), the relationship of language to
soclal process is highlighted, Firstly, taking the role of secretary &3
11lustratidn, a person occupying this pesition is publicly and undeniably a
Secretary. This is a known fact, which she (at Shoenman and Assoclates all
Secretaries are female) cannot deny nor wish away. As such her
seeretariness has the awareness of "external reality," Furthermere, as &
Secretary there i3 an accepted normative way for her to behave 1n
organizational relaticns, which has a recognized ngbjectivity® within the
ideational system. If a Secretary transcends these norms, perhaps foreing
the situation by refusing to type for others and demanding clients of her
own, she will surely be quickly reprimanded and reminded that she is a
secretary, occupying a particular role which dietates her acceptable range
of behavior within the organization, In other words, the "moral authority"
of the system, including the role of secretariness, will be evoked, and if
necessary the "ecoercive power" of actually reminding her of conseguences if
she persists with her cutrageousness will also be aperationalized.
Finally, to convince her and others of the legitimacy of the normal
position of secretariness, the "historicity™ of the position will likely be
brought forth; Secretaries have always typed fer their superiors, and
furthermore, Secretaries have never had their own clients. In this way
secretariness 1s an institutionalized symbolic form fitting its social
environment and influencing reproduction, a&s do other linguistic formations
describing bureaucratic  position aqq’ process. They present an
institutionalized meaning influencing the maintenance of the power order
they fit. :

It 1is not that the particular phdnemic/structure creates the role and
power of a Seecretary, any more than phonemic structure creates the role and
power of a Blave. Instead, it is the underlying meanings of secretariness
and slaveness, each a preduct of and construct in a particular econonmic
order, representing different institutionalized sceial relations - and
structural advantages, that define pawer and role. | Words such as chiefl
executive officer, president, senior vice president, vice president, and
manager are formations reflecting and recreating the hierarechical
stratificaticn upon which wureaucratic control is based and maintained.
Unless members cof the organization are nierarchically stratified, and
accept this stratification as a natural and neutral fact, bureaucratic
eontrol cannot occur. The very ccncepts of "manager" and "management,"
expressed through their phonemic formations, are social artifacts
refiecting the social relations, the power order, in our society.

stratification 1is

The power
do so. Hence, as

of labeling in the process of enacting
brilliantly apparent in instances where people refuse to
Myerhoff (1975:55) wonderfully observes, those involved with the ecstasies
of the "Woodstock Natien" in the middle znd late 1960's often exhibited an
navoidance, almost [an] abhorrence, of labeling and discussing" their
communal experiences. This is likely so in that "labeling defines and

fixes that whieh it refers to; it makes it part_of structure,

removes it
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from the category of flow which is characteristic of liminal states and
communitas." Avoiding labeling aids in aveiding structure, in creatirg a
‘communion among those sharing an experlence.

... The effort to avoid categorization in the case of the
:pilgrims stands in strong contrast to the bureaucratic world,
‘bureaucracy is based upon extensive stratification {Edwards
‘reality construction within this organizational form is the
-of numeraus discrete zreas of authority and responsibility, accomplished
through ifstitutionalizing a meaning system enabling such stratification,
The titles representing this stratifigation defire the boundaries of a job,

Woodstock

Because
1979), a
establishment

stake out its territory, and thereby exclude others from trespassing, or
“even the conception of trespassing, on that domain, Patterns of dominance
re consequently transfused into individual psyches through the

Ccommunication of a particular reality,

i Hence, in Shoenman, sections of the membership are removed from the
‘major contest for power, prestige, and wealth by the system of meaning, the
‘language games used to define them, One dichotomization is that between
Mprofessionals” and Wglerical and special services" people. The
fprcfessionals" are c¢ore members of the agency's departments, such as
accounting. media, art, and the account groups, while the Yelerical and
. special service' workers are 3Jecretaries, Receptionists, the Cook, and so
on. The "orofessional”™  label is charged with meaning, structurally
gpjectifying upon its bearers the status of excellence, competence, skill,
and so on, while those ordained otherwise are reified as in an inferior
staFus. This status awareness is constantly reinforced through the
smnipresence of the 'professional® label in the minutiae of everyday life.
For - example, when the intercom system is used to page people,
"monprofessionals" are usually announced by both their first and last
names, while Yprofessionals" are usually announced by a gender title and
their last name. Addressing someone by a first and last name is culturally
re familiar and basse than addressing one with a title. Similarly, when
outsiders telephone and ask for a "professicnal™ who is not aceessible, a
gender title and last name will usually be used to inform them of this
inaccessibility, while for a "nonprofessional™ z first and last name will
sually be wsed, In intra-member conversation, addressing top managers by
formal gender title and others by their first name only, thus recognizing
hierarchical status, also reinvests social artifacts with validity.

i - .By means of categorization the "elerical® group,
per.¢eént of the organization's membership, is iderntified as different from
hose accupying the agency's significant political arena, from the
'prpfessionals. Tt 1is thus through language gamesmanship that a seemingly
gutral tprofessicnalism® is classified, aseribing perceived differemtial
qperiority and competence to one group, reflecting and reproducing the
nﬁerlying power order: language creates and reflects, Labeling shapes
qnsbiousness, programs self-awareness and identity, and makes it
riconeeivable that what is social artifact could unfold differemtly.

approximately forty

Sio%imilarly, within the ageney's "professional" group language
nstitutionalizes the division discussed earlier between the "ereative" and
business" pecple, The members of both groups have had their respective
“fun¢tional territories staked out and guard them jealously. Frictien cften
esults when territorial transgressions occur. Reflecting this artifact,
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Manager once stated, "We have an ongoing conflict between

account people here, The account pecple think they're
and sometimes creative people think they're
account people. put it's kind of fun.” Meetings were often attended in
which a potential or current advertising scheme was discussed among
thusiness" and "ereative” types., Though signs of territorial conflict were
infrequently manifested during these sessions, creative people would often
1ater eriticize various business people for "trying to be creative" and for
Making their own creative ldeas seriously," fully believing that business
pecple cafinot make aesthetic judgments. Similarly, business people
frequently c¢riticize the arty types for acting in a "finaneial” manner,
This art versus money conflict is cccasionally explielt. Hence, business
people da rnot have the right af aesthetic authority, which illaogically
includes a number of the younger Account Executives who at one time worked

the Office
creative and
Copywriters and Art Directors,

in the creative departments of competing agencies. At the same time, the
business people view those performing creative funcktions as generally
irrespensible, unskilled, untrained, and sc on, and conseguently unfit fer

business work., Account personnel often deery the lack of business acumen on
the part of creative peopls, complaining, for example, that "they are not
motivated te get the work done cn time," and so on.

Language games thus recreate the identity consciousnesses of the two
groups, as it represents their positiens of power, In this field the
business people are clearly dominant, where Shoenman and Assoelates is
known as an M"Account Executive's agency,”" and organizational rewards and
infiuence, in the form of the corporation's top positions and prizes, are
controlled by the busirness side. There is nothing inherent in the nature
of advertising work which makes this materially necessary, however. Other
agencies are in fact known as nareative houses," where creativity is
defined as the critical organizational'resgurce and function, and where
most top managers are drawn from theé. greative area. The dominance of
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business people in this agency clearly derives from the reality definiticns

impesed by its senior executives. Both Walter Shognman the Chairman,
Barry Kassian, the President, have come from the business side, as have
each of the other top officers in the corporation. A particular reality was

defined, rules formulated to respond to it, and through
institutionalizaticon a recreation process begun,
Hence, though the material bases of exchange are transacted to

manifest perceived power and influence, the ideational: structure of soeclal
relations inte which one is secialized provides the foundation for the
subsequent definition of what is eritical and how it is to be used. From
this perspective, bureaucracy jtself is an ideational concept, constraining
certain perceptions and practices, and encouraging others, Its practice is
a4 socichistoriecal outcome of particular forces. The study of social
structure within organization analysis must then account for the specifie
nature of bureaucracy, for its particular processes of control.

This aim informs the remainder of this paper. The concept of "social

drama" will be introduced as a unit of seclal process in which social
relations are uniquely visible, and thus explicable. The Shaemman and
Associates Christmas Party is such a drama. Of course, the Party is only
one event in the totasl set of activities that make up this agency,
However, Just as a paragraph or a sentence may be analyzed to reveal the

grammar of a language, this unit of sceial process may be exanined to

and

reveal the social structure of Shoenman and Associates. To
analyjiséhhowever, several concepts will first be introduced

areun e notion of interests and the - ali .
sl non-neutrality

enable this
These center
of bureaucratic

Interests, Power, and Bureaucracy

Barnard (1938), from whom much of iti
organization analysis has derived (Perrow 1;?§:$gf$;§10n81
;a8 eguitaBle, moral, =and functional ;

:Further, he believed authority to
hierarchy and flow upward.
interests of all. Hence,
the interests of others.
auspices of  workers,

orientation in
viewed bureaueracy
for members from all its levels,
uemanate from the lower levels of
The rule af management was consequently in the
one cannot speak of an elite acting contrary to
N Inﬁtead. ?anagers coprdinate work under the
: s Perrow (ibid,:88) writes f
a ar T
cz;ﬁ:?lzzzigzzl g;re dthe measure of man's cooperative inséincts anga 2Z£g
ially emocratic in nature and benign i thei i
The eritical analysis of authori cher proslematie sec of
: : ity, and the further probl ti
- arganization studies that it entails ; o entloee . ag
. 2 h as auer £1i
individual goals and interests > tand 1 ored a3 mentssde
1 ) y are thus fundamentally ignored as "outsi
. h side
of his model™ (ibid.). Instead, guestions of legitimacy, power, authority,

and so on, are considered from a iti
o . position buttressing the
- structure of power and authority underlying our society.g sratus auo
con Someghat similgrly, yeber and Parsons speak of power as essentially
sensual, based in social systems that change only slowly, In such

:_:ys?em: coercion_is an ineffective manner of maintaining control; power may
“dominate, but it would remain uninstitutionalized, and hence ineffective

“for the conduct of i i fe s
 power of everyday social life. Instead, legitimate, consensual

B 1s necessary for the relative fluid transaction of behavior. For
~Parsons, power 1s & symbolic medium, 1in which compliance in ess
legitimacy, ' senee

fls‘a‘type of support that derived... from the values held by the
1nd%v?duals formulating, influencing, and being affecteg by
Eglltlcal ends... T?e derivation of legitimzey from values comes
reugh the establishment of a positive connection between the
éntlty or process having legitimacy and those values It
1nvolves‘ a set of expectations in the minds of those who ;cce t
the }eg1t1maoy. These expectations are to the effect that tﬁe
legitimate entity or process will, under certain circumstances
meet certain obligations that are held by those who view it a;
}zii:;ma;eg ‘Le31t1macy is & type of evaluation that imputes
1963:238)? avior of an expected and desired type" (Parsons

; basiz of social power is s i

. . people's trust in others and in th

g:é:zi?nshiﬁs thgt b1nd.t@e¢ together in organizations., This investment c?
% in eollective activities occurs when participants believe that those

xeteising autherity will act in iei

Xer ways beneficial i

sha;ed'cultural values, in their interests. *hto then, secording o

- -ogzgev;r. t@e symbolic _interactionist, interpretive perspective
P ere, . in which meaning is manipulated to achieve social order

}gﬁ};ghts a quite different view of autharity than that provided above
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cur perspective, the authority of leaders is "egitimate" in that it
is an artifact of the sccial construction of reality. It derives from
sociocultural processes. Consensus 1s a soeial construct, where '"real
interests" are obscured and confounded with subjective "conscious wants”
(Cennally 19723, This does not mean that organizational elites
necessarily and always consciously attempt to manipulate symbolic ideas in
order to amas$ powWer per se. The political ramifiecation of their acticns
may be unintended and uncenscilous {Cohen 1974}, and the process is clearly
dialectical. Nevertheless, the opportunity of elites, relative to non=-
elites, to define reality through soclal process gives them a potential for
imposing upon others their cornception of the way the world is and should
be,

From

Power, Dominatiorn, and Bureaucracy

simmel (1950} argues that systems of domination are significant
because people orient their behavior in formal organizations to the system
of rewards, primarily from an economic nature, which are maintained by the

elite, and which result in the cbfusecation of the real interests of the
non-elite, Obfuscation oceours when a prineiple of social organizatioen,
such as the proflt system, 1is perceived as "a conerete object [which]

governs the dominaticn" (Simmel 1971:11) of subordinate groups, rather than
as a control mechanism per se. People orient behavior ftowards and
internalize these structures of domination because these are, put simply,
the most salient webs of mearing available. In our situation,! the ideals
of ‘Nbureaucracy" and the "profit motive" functicn as key principles giving
logic to behavior. Altogether, this system of rorms, beliefs,}v;lues, and
so on, constitutes the particular conditions of production “which is
bureaucracy. o

It is the powsr inherent in this instrument of control for capital has
been the principle reason for its predeminance, Hence, as Blasi (1878},
Edwards (1979), Clawson {1980}, Thomas and Logan {1982), and others have
shown, the presumed "“technical superiority" of bureaucratie producticn over
other forms i a misnomer, Bureaucracy is merely terficient® = for capital
- as it provides ar increased distribution of income to capital - {accrued
in the category of profit) than was previously possible.

Sceial Drama ] .
As noted, inherent ir the notion of a politico=symbolic dialectic is
the 4idea that, as Whitehead {1929:33) states, "the actual world 1is a

process," a state of continual "becoming." Order is in transition and must
be reproduced. Turner (1974,Chap. 1) links this notion te a related
concept, termed "social drama." A soclal drama is a temporal structure in
social process whieh, for analytic purposes, ig crystallized from this
process. In social drama socisl structure is particularly evident, for
drama induces a state of at least partial suspension of normal structural
relationships, likely focusing into a state of communion, an "unstructured
or rudimentarily and relatively undifferentiated comitatus” (Turner
1969:96). Social structure is thus unfrozen, and may or may not revert to
its previous state. By focusing attention on particular interpretations
about the ultimate nature of social reality, these interpretations are
presented as, and may be transformed into, perceived reality. ks such,
social drama focuses attention on the ontological nature reality,

of
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opportunity for profoundly reecreating or transforming its
For this reason Geertz {1980:104)

presenting an
basic form as structure is reaggregated,

“likens soclal drama to "metaphysical theatre"; an existential order is
presented, and through presentaticn transformed into reality, In this
section we look at the staging of such a drama, the advertlsing agency's

annual Christmas Party, and focus on some of the technigues of dramaturgy
with ramificaticns for the power crder.

The gmbiguity of symbols provides a focus for consensus production,

generating  a possibility for consent, a bureaucratic consclousness, The
degree to which symbols evoke emotion” is crucial. If ritual fails to
access the emotive pole social drama is 1likely less operationally
efficacious, For this reason Cohen (1981,p.207) refers to "ecstasy" in
‘drama as enhancing communior, drawing individuals 1inte a consent by
enticing an acceptance of the moral imperatives canveyed in and by drama.
To comprehend the role of drama in structuring consent, it is useful to

. introduce two further concepts, These are the related notions of freedom
“and flow. .

Freedom

. Whereas leisure is understeoed as freedom from the "forced rhythms™ of
- -social structure, ineluding organizational requirements, and the
‘concomitant freedom to "transcend sccial struetural normative limitations”
“{Turner 1977:42), the fact thai a great number of ceremonials performed in
bureaueratic circumstances take the form of "play," whieh is synonymcus
" with freedom, is not surprising considering that communitas arises with the
~'“suspension of the normally ordered relations of social structure. A
‘-communitas fitting bureaucraecy, an organismic "we-ness" necessarily evoked
for. perpetuation of consent fo control, arises in situations of anti-
‘structure, when the aordering relatioms of structure sare transfigured.
Play, or the "ludic," is a symbolic form enabling this transformation, The
“major sccial dramas at Shoenman and Associates, for example, are
intertwined with recognized forms of play, or leisure, as will be seern in
the Christmas Party drama,

Expectedly, the rituals of bureaucracy commonly make use of symbolic
forms of leisure. Paradoxically, however, this leisure motif conveys the
message of "freedom-from" bureaucratie contrel, As the absence of control
is . experienced, one 1is likely to experience an invigorating form of
communitas. This results from a passage from constraint through structure
to an "as if" feeling of unrestraint and communion with others, It leads
back to the statiecs of structure. This invigerating form is the foundation

for the recreation of social structure; it gives meaning to the
reaggregated form, Willingness to participate 1in the relations of
bureaucracy is then conditioned by the temporary release from its grasp

through a managed communitas arising during ritual,

" Explicit within the above discussion cencerning the enticement of an
engineered communitas = experienced during the liminal phase of
bureaweratic ritual - is the notion that this communitas, among humans and
between humans and the peregepltion of an object, is rewarding, However, the
peints for the derivation of this feeling of reward have not been explored.
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analysis is possible through an exploration of the relationship

Csikszentmihalyi's (1975, Csikszentmihalyi and Rochberg-Halton
notion of flow and Turner's notion of commuritas. Csikszentmihalyi

flow as the Mholistic sensation present when we act with total
involvement.” It is "a state in which action follows action according to
an internal logic which seems to need no conscious intervention on ogr
part," Csikszentmihalyi and Rochberg-Halten (1981:1856) identify six
elements of flow. These bear a sireng similarity to the overarching notion
of communitas, The six characteristics are:

-

Such
between
1981)

defines

(1} A mefging of seotion and awareness: during flow one is not conscious

of a duality of thought and action.

(2) The merging of action and awareress 1is possible, accordipg_ to
Csikszentmihalyi, because there is a centering of attention on a limited
stimulus field,

{3) Loss of ego or sense of self: 'during flow, ego as broker between
wgelfV and "other" in social struetural relationships dissolves. The
bracketing of a cosmos by rules understood by all participants, and the

merging of zction and awareness, makes the "self' as braoker unnecessary.

(4) In flow one experiences control over gne's actions and ayer: the
environment. One believes that ber or his skills are matched’ to;mphe
demands of the action, helping to create "a positive self-concept™ Fﬂhtngr
1977:50). ' Lo

Members af a\sbcial system thus develop a secure sense of commanly

understood status-roles, and through the experience of flow regenerate
their understanding of and adnerence to that set of rales. The sgt is
projected as natural and 1ts rewards and cccasional processes experienced

as enjoyable,

(5) Flow pravides coherent noncontradictory demands for actio?, and clear,
unambigyous feedback to a parscn's actions. This is accomplished by t?e
focusing of awareness on an easily comprehendable arena. From Geertz's
(1973:44) notion of culture "as a set of control meohani§ms... for the
governing of behavior" we see culture as a focusing mechanism for flow, a
normative regulator of behavior.

(6) The rewards from flow activities are intrinsic, or autoteliei tpeaple
are motivated to pursue these activities because they derive s0Mme
[intrinsic]) satisfaction from them, and this satisfaction itself agts as a
reward” (Csikszentmihalyi 1975:13). The motivation to engage in flow
activities, therefore, is not to maximize fgonventional® extrinsic rewards,
such as status, power, or wealth (ibid.). Instead, the structure .of
autotelic activities provides a backgreund of meaning aga%nst which
immediate, intrinsic rewards are maximized. The social ramlflcat%ons of
this sutotelie activity, compensating for alienating tasks, ?s the
reproduction of the dominant wmode of production. Suchl flow in Fhe
bureaueratic field mystifies the interests of laber, fostering managerial

hegemony.

In summary, the efficacy of social drama - from formalized ri?uals to
less formalized interactions - in recreating consent to the capitalist mode
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of production lies in its ability to engage attention in acts of perception

that lead to the flow experience, Through the flow activity the
organization of work relations is experienced in a particeular way that
structures attention; projecting an enjoyment and psychic identifiecation

with bureaucracy,
Christmas Party

The Christmas Party we began to witness at the beginning of this paper
weaves together numerous and sometimes conflicting aspects of human social
process, Most strikingly, it yokes together that which is work with that
which i3 its opposite; symbolically bringing together the instrumental
relationships expected of "work" and the moral, communal relationships

‘associated with everings and weekends, with anti-work. This "Party"
integrates such aspects of social process as dress, dance, musie, food,
aleohol, performance, laughter, sex, and talk into a drama which speaks to
each present concerning the nature of their relationship to Shoenman and
Associates, and more generally, their place in the surrounding sea of
gpelal relationships,

It is relevarnt in exploring the events recounted here to realize that
~ Party challenges the boundary between wark and play. It,in fact,
seeks to fuse these realms which are normally experienced as opposite
realms. Within this social elub, on this evening one each year, the
_hierarchically arranged relationships of the office are, at least to a
. -degree, stripped and leveled as psople play. A community, a fusion of the

‘this

individual within the group, is enacted on the dance floor, around the
dirner tables, on the stage, at the bar, and sc on, Henece, an "us" of
- -Shoenman and Asscelates is enacted, symbolizing the bonding within the
o-organization. Turnmer (1969) identifies this type of relationship as
. Meommunitas," an interpersaonal relationship free from the asymmetries of
soelal structure, thus enabling individuals to enjoy one another in a

. spentaneous and equal manner,
.. As people arrive at the club they leave their overcoats, overshoes,
fhats. and gloves in the cloak roem - December is a eold and often INOWY

menth in the City of Shoenman and Associates - and enter the main bar and
-dance room on the ground level of the colub. The bar is free. People take
advantage of this, talking, drinking, and frequently just standing and
-staring at one another or at nothing in particular, Cliques stake off

general territorial areas, which become more diffuse over the hour and a
"’half that people stay downstairs.

Although the Christmas Party takes place during the leisure hours of
the evening and the weekend, which are generally assoclated with 'free
time® and/or the family, and the event is identified as a party, which is a
go¢ial arena associated with relaxation, with the absence of formal
strueture, spouses are exeluded from the event.
- expected -~ in  fact required - to spend a weekend evening away from
mates and with the other members of the business, but they are to eat,
drink, and ultimately dance with these people as well, According to  one
married member, the structure of this Christmas event says that "your work
is your life, and these are your friends, It's 50 fucking weird, there's
~gdancing later, I don't want to dance with peaple that I work with. It'ts
80  fucking weird," But it oceurs, People drink, often to -inebriation,

thelir

‘Not only are the members

63




d female members dance
eat laugh, and dance together - or at least male an
witﬁ each ‘other, as will be observed below. Only Wa}ter Shognman t?e
Chairman, brings along family members, normally his wife and some of his
children,

Dress for the Party is officlally casual, but primarily except for
Walter Shoenman and Barry Kassian, the President, it is not. ;v?n the one
male from the Creative Department who is particularly incorrigible, not

dressing in a tie and jacket to other central dramas, dressed formally for
the Party.’ For example, the Secretaries, all women, were.notlceably more
fashionably sophisticated in dress, makeup, Jjewelry, arnd hair style than on
a normal work day, On the other hand, Walter and Barry are “dresseg down,

having c¢hanged from thelr business suits 3inge leay1ng the office fnd
arriving at the Party. Walter, who normally wears high guality, expe?s ve
corporate suits had left on his suit jacket, shirt, tie, and bu51ne§s
shoes, but had put on a palr of greyish plaid pants. Barry had le?t on his
shirt and tie, but had put on a plaid jacket with nonmatching khak1'0919red
pants, Morry Xreiner, head of the important Hotel and Trayel D1v1§1on,
dressed in a style between the formality of ithe normally required business
suit for males, and the discoordination @f color and style affected by
Barry and Walter. He wore a blue sportsja?kg{ anq grey pants, & burgundy
colored tie, and a stylized handkerchieﬁ_ln;;hls Jjacket breastpucketi
Others, on the other hand, dressed more elegantly than on a normal wer

day.
should go upstairs,

crowgedly arranged,
decorated Christmas

about 7:00 PM people were made aware that they
where twelve round tables, each set for n].n;r,l had been
mare or less facing a large, raised stage. ere was a
tree in one corner of the room, and every table had a red ta?leeloth and
green napkins; green and red being the standard colors Gf.Ch?lStmaS: There
was alsc a bottle of wine on each table, and Christmas motif decorations on

the walls,

At

Seating was open, and those who arrived at a table often reserved r90m
for their friends. After securing seating people went to the buffet line
and were served a dinner of meats, salads, and desserts, During the eating

phase of the dinner Walter rarely sat and aFe. Instead, He almost
continuously eirculated from table teo table, making “§ma11 talk" at ea?h
stop, welcoming members and indicating to all celebrants that their

participation was enjoyed and appreciated. Eventually, after "enaugh"btlme
had passed for people to eat, the lights were tufned gff, and peoplg eg;z
to clap expectantly, facing the stage. HNothing lmmedlately.h?ppen:ién e
stage curtain did not rise nor dig anyon;_apgiir to provide informa N

o bang on their tables. ina ¥ ) C
Eizgiiiszgaga;e on gtage and waelcomed everyoné Lo a Sh?enman and Ass?c;ate:
show entitled M"You Asked For It." Programs had earlier be?n_supplle :
each table setting, so people aware of the evening's traditions already
knew the general thneme of the skits.

On one piece of yellow heavyweight paper, folded in.half and prln?ed
on each of the subsequent four sides, was a listing of sklt? anq a sir;es
of jokes and credits. The first page consi§ted of th? show's titl?. : 22
from a popular television game show, with a prominent memb:r 5 ki:s
partially reproduced, The inside consisted of the titles of the ten s f

znd the credits, The last page consisted of a series of particularly
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one of the young Account

':_'sarcastic Jokes econcerning the political situation in the agency, including
_ events of importance from the past year. For example, the White House is

depicted with the phrase "Famous Name 4.C. [Atlantie City] Casino [for
"Sale) Cheap!"™ 4 major client loss to the ageney during the past year was
the Playbgy Casino in Atlantic City, whose management decided to use

another advertising agency, This was an important blow to the agency, The
Casino loss was directly related to the firing of six employees later in
‘the Spring, due to the proported "lack of business." In the Party's
. 'program, however, this loss is mocked by the very people who are likely to
o suffer ma;t from it, the rank and file members who are the major writers
-and actors in the skits, That thing most serious to members as employees,
o namely job and organization survival, 1is open here for publie Joke making,
Similarly, on the program Walter, Barry, and Morry are represented using

the caricatures of "Manny, Moe, and Jack,” the cartoon spokespecple for a
‘retall automobile supply chain. These characters are emphatically net the

"three best friends this (or any other) agency every had!!!" Just as one
‘is, in our culture, "eommonsensibly" skeptical of trusting car sales and
repair people, o one is instructed to be aware of Walter, Barry, and
- Morry. Further, just as "Manny, Moe, and Jack" are three sly Jewish

‘businessmen, with the stereotypic images and warnings this entails, so are
the Shoenman and Associates managers, To complete the image, these bosses
are dressed In the seasonably merry and appropriate garb of Santa Claus or
the elves, complete with Walter's cigar and Barry's cigaretta,

In what is a central theme in this year's Party, Walter, Barry, and
Morry's current divorce proceedings are joked about through the "3 Used
‘King=Size Beds usedmon-cne-side® cartoon, advising potential ‘buyers to

Zpurchase soon becayse prices go up after the couples have agreed on the

ﬂ¢ivision of their properties, In this instance, as in the following
allusions to these divorces, a situation of prabable personal pain and

guish to top managers is publiely joked about in & way provoking laughter
and merriment, .

o -Another

: "joke" on the skit guide is of interest.
treatment at

a psychiatrie center taps the commonly
"this [Shoenman
kingly, the

A coupon for  shook
expressed sentiment
and Associates] is a really crazy place to work";
people are strange and the pressure to produce causes even
reé: neurases and psychoses than these Morazy" people would otherwise
experience., The terms "insane" and "erazy" are frequently used by members
to-refer to a particularly fast paced day, and/or te the agency in general.
Labeling organization relations as special appears important, Making fun
f -the pressure facilitates endurance,

::In each of the instances here, Jjust as in many of the skits to follow,
yiform .of "joking relationship" is established, providing a commentary on

ocial  structure., Radeliffe~Brown (1977:174) writes that the Jeking
elationship
"is a relation between two [or more groups and/or] persons in

which one is by custom permitted, and in some instances required,
to tease or make fun of the other, who in some instances is
‘required to take no offense... The joking relationship is a
peculiar combination of friendliness and antagonism,”

uring  the sccial drama of the Party the Jjoking relationship is
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A jokes at the expense of B and B accepts the

fundanentally “asymnetrical; retaliating" (Radeliffe-Brown

in ood humouredly but without ; i i
ﬁ;??-tgu).g The anti-structural nature of the skit phase egtabl}sﬁes thlz
pattern. However, while the anthropology literature has identified an

examined full and permanent joking relationshigs,.the instaqce h?re 1SB:21§
temporal, and thus in some sense is a psegdojok;pg relatlonsgigée_Brown
resemblances nevertheless exist to that 1denti?1ed ?y Rade '
among others, as a joking relationship. Analeogy is valid.

The ®structural conditions in which the Jjoking .relationshipk is
established "are likely to be those with an element.of a@b1guity {Gluckman
1965:194) . Such ambiguity exists when those cf differing rark and powe;
come together in this situation of anti-structure, when the st;ug:tZi
norms governing behavior are temporarily relaxed, ?f not re ?_ ratz
abandoned The Jjoking relationship consequently funit;;ns btoncgeoio ae

i o i in this vacuum threoug e azbse
soeiplogical strain, realized in ]
usually present channelling of structure, As we have sean, such strizguis
inherent in bureaucratic organization, where dliferences ;2 ;?:Z; c:nsentl

i d in normal process d .
muneration pover and so on, hnee :
;ith suspen;ion, nénelite members concentrate og ;idicgll?g hbu;:auegiztg
i : th eritica ntent of change.
utherity relatiorns, not neeessarilylwi t nte C 4 «
;embers'y gtatus i; Jokingly slaﬂde;ed,f‘;he1r familial suitability gEg
sexual prowess derided, the loss of; major business mocked, and-so ?n; g
structural change is not imagined. iwlnstgad, a form of adulation fo
perceived leaders is enacted. R

. joki is tolerated:
The asymmetry here does not mean that any form of Joking revedl

i i from one year
do exist. For example, on the skit program
;?Z$Sre of Walter Shoenman's head had been superlmposez on atgictzzghofwa:
i i itehfork, undernea W
farmer in overalls and boots holding a pi :
written, "Big Walley sells bullshit cheaper." Walter Shoenman let his

displeasure be known to those planning this year's event. Ore officer told

me thnat although this allusion would have bee? suffered during a skit, its
permanence on the brochure was beyord toleration.
The Skits

As one might reasonably expect from the members of .an esta?lis?ig
advertising agency with a reportedly sophisticated creative staff,

skits were insightful, polished, and funny, The writersla:q perfur:srséfEZE
lesgued agency relations in
were frequently the same people, bur ;  rven
. Anything less wou av
verent manner as they were expected_to do
é:;ﬁ considered d{sappointing. Thus, while such ikétilast"W;ﬁl :eréegi::
1 'Shoenman's Herpes' [the agency 50 tball tea
g:ziigrez:ir's Yankees?," or "What does Herb Smith [MedlahD1rector;tE§:§éz
i i One included a tel¢phone rece
do?," were mild, others were cutting. S A A
t answering outside calls. In response to ;
::es:izging of the changing agency perscnnel she saild, “will hone{,tI ca;h:
) i d here, Things change alot. .
tell you myself what's going on aroun :
i 1d be called Shcenman an
iates don't associate much. The place ocou d
gzzg:ny " Later she received a series of ?hone ca%lsland farwa:gzglothig.
) ' divorce awyer™,,. .
"Hello Mr. Xassian, it's your wife's yer o
"..."Hello Morry, it's your wife
enman it's your wife's lawyer'...
igzyer n' Later she was paging someone for Barry Kassian, "Mr. Quenzel, g:t
your ;ss in Mr, Kassian's office!" Under the veneer of ¢orporate

. paliteness the raw authoritarian nature of relations exists.

And  another
phone message: M.

Ebert, [Research Director] ¥es, a guy on 15th Street
is calling, say's he's your bookie." Harry loves te gamble: cards,
horses, whatever. The surface image of a managerial elite Brahmanism, an

- unreachableness due to status, is moeked. Similarly, Morry Kreiner is known
a3 @& suceess story in the agency, as ogne who, 1in his mid=thirties, has

~risen to a positicn of responsibility, On the other hand, he is known as a

"bastard" to work for and with, showing little personal concern for his
cowarkers, For example, he has an unusually high Secretary turnaver rate,
even for "this busiress, Therefore, during the course of one skit a
-Secretary - intendedly telephoned Erica, one of Morry's Secretaries during
"-the past year; "Hello Erica, this is Carol. I wanted to eall and
- eongratulate you for being the first Secretary to work for Morry Kreiner
for s long, Oh, this isn't Erica? She's not here anymore? Sorry."

. In ancther instance the sywbolic technique of dress as a mechanism far
~defining identity was raised in a caustic manner, A number of women in the
~organization, who are primarily in their nid to late thirties and hold
~.middle management positions, dye their hair blond. It would be outrageous

‘for somecne to publicly comment under normal structural conditions to these
sWomen concerning this coloring. For example, for ancther to mention during
c7.a business meeting or a lunch that the dye this menth is darker or lighter
o than last month's is not acceptable, During one skit, however, there was
‘an  announcement over the public address system asking Betty Forte,
Ciccone, Janet Calderwood, and others to report to the large
~room for a "root check," a reference to their fake hair celor.
”reality normally taboo is brought up for all to view in a forum
-the real women sitting in the audience to accept this burlesque
-amicably,

conference
Again, a
requiring
seemingly

3 In another reference to dress lore, that separating the Tormality of
.the  Mbusiness™ people from the informality of the ‘“ereative" people,
~including the differences in required behavior between the two groups, was
-evoked during the course of a manologue when someone gn stage said,
MPerhaps you like old clothes, Join the Creative Department, they wear old

lothes all the time, And 1if you belong to Creative, you don't have to
:talk with people either. You can say, ‘'Hey, I'm an artist.'" Here art
‘belongs to the unconstrained world of the liminoid, and those who pursue
7iti-even within the corporate arena are allowed and expected to behave in
i mimicking the limincidness of lelsure. This means, among other
Hings, dressing in a way that is artistically classy yet leisurely, and
gnoring (as much as possible) corporate constrained behavior. At least in
he stereotype, business civility does not apply.

. During a skit entitled "Which Wild and Crazy Corporate King Will Win a

-Qate with the Sexy Blonde?" Walter, Barry, and Morry are portrayed as
_articipants in a game show entitled "The Mating Game,"™ a takeoff on the
.formerly popular :“televisicn program "The Dating Game," during whiech a

L Wwould ask three "willing bachelers" a series of questicns
nd . -from these choose the man she wanted to date. The comparison of the
kit . tc this television program is clear, particulariy considering the.
Aheme of Walter, Barry, and Morry's diverce proceedings. In this instance

"sexy" blond with a caricatured figure is the object/prize, where the
exual exploits and appetites of these three "wild and crazy corporate
ings" is mocked 1in a safe arena. The mocking of the elites' sexual

Cindi -
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relations throughout this drama is & thinly veiled mechanism to ridicule
their organizational relatiens, Deriding management's successes and/or
abilities in the sexual arena is a manner to eriticize their authority,
dominance, performance, prestige, and skill in the bureayeratie arena,
particularly as sexual relations througheut the skits are conducted on the
superficial "boasting" level sterectypically charazcterizing male crassness.
In this asymmetrical instance the high are temporarily brought low.

After, the skits and the considerable applause ended people returned
downstalirs, In their absence a professional disk jockey had set wup his
equipment, and began to play disco and rock music, People went to the bar

and again began their alecohol consumption, and male and female members
started to dance with each other. The drinking, dancing, walking sbout,
sitting, talking, and staring into space continued for the rest of the
evening. :

Symbolic Techniques and Communitas

Communitas, as we have segn, inqludes a temporary intimacy among
participants in a soeial drama..’ Conséguently, symbolic forms and
techniques associated with intimacy are 1ikely to be used in anti-~structure
to elicit communitas, For example, an-gncompassing technique of the Party
is commensality, in its interdispersed emphases on drinking and eating,
That the members of Shoenman and Associates all starnd, and later sit and
eat together, iun one room as one body transforms formally unifuncticnal,
contractual relationships to one another and to the Shoenman and Associates
entity into an arena for multifuncticnal relations of communion and amity,
At the same time, group identity and exclusiveness is signified by the body
"preaking bread together,”™ Those inside the clubroom are Shoenman and
Asscelates. Those cutside are naot. In addition, the act of eating has
been compared to copulation, both invelving, in Levi-Strauss' terminology
"une conjonction par com lementarite,” a uniting of two
complementary units (see Goody 1982+ 1143, While Levi-8¢trauss is referring
specifically to eating and sexual relations, and not to the intersubjective
meaning of commensality, the relationship between commensality and
copulation is similar, where interdining is the unity of usually separate
units in a complementary relationship. Both involve particularly close
forms of . contact between people, It is for this reason that sexual
rélationships and interdining between disparate groupss, whether classes,
religions, nationalities, and so on, is frequently forbidden (Stevenson
1954) to maintain distance. On the other hand, ritualized interdinirg
accomplishes the opposite; it encourages an intimacy which, no matter how
temporary, bears an element of communitas.

similarly, a social role of alecohol is to create a particularly
intense relationship among members of a group (Rosen and Mullen 19853, This
role centers around the potentially inebriating affect of the substance's
consumption, but varies in intensity from using aleoholic beverages to mark
an event as sacred - a sacrament - to exploiting its psychosocial ability
to affect an altered state in which non-routine behavior is accepted, in
which normal sogial relations are suspended, Rcohlen (1971} has illustrated
this inversion of normal relations in his analysis of social processes in a
Japanese - bank. Here, after=office—hour parties and bar hopping ieads to
freguent and intense drinking, in which the strong restraint Rohlen

describes
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separate but '

as usually present in Japanese buginess relatioms gives way to a

Rohlen
the

“more leveled comraderie,
inebriation iz used in
Ccorganization members.

which
anong

manner in
comrunion

hence expleores the
process of creating =a

-season, also leads to the suspension of normal structural distance.
the way from drinking before, during,

Along
and after the dinner some members

become slifhtly buzzed, while others end up having trouble standing., One
.result of this psychoactive state, particularly when combined with other
.symbolic techniques present in this social drama, is the realization of
‘behavior generally not encountered in regular agency process. This
‘includes a temporary alliance among stratified or feuding members, which
-may be established during the pre~dinner drinking and socializing, at the
“dinner table, among members during the skits, during the drinking and

~-socializing following the skits, or between male and female members during
~the dancing, A boss and subordirate, usually distant, might reduce
‘hierarchy by "buddying arcund” at the bar, arms over shoulders, joking and
~‘laughing, perhaps drunk, taking advantage of the social license provided by
‘the cireumstances. Perhaps partially feuding individuals, each belonging
~to the same social cirele, will take the opportunity to mend the breached
orelationship, Ferhaps some will take advantage af the drink, wmusic, and
dance to make sexual advances towards others. If rebuffed the exocuse of
:alcohol exists., If accepted arother office arfair might begin. And so on.

The exchange or copartaking of alcoholic beverages is associated with
‘numérous religious rituals throughout the world, where it is often used to
ereate a communality between living participants in a ceremony, between the
living and the dead, or between humans and gods (Cohen 1581:211).
~“Partieularly in the "Westernized™ world alecholic drink, such as beer and
wine, 1is the object of the advertising industry's focused fantasies of
sliminoid freedom from the drudgery of work life and freedom tg experience
ereativity. Such advertising slogans as, "You only go around once. Grab
for all the gusto you can get," or '"Welcome to Miller [after-work freedom
from] time, yours and mire," communicate this message. In our society beer
and "hard liquor," of which a great deal is consumed during the Party, are
typically basse cuisine drinks culturally associated with the good times of
leisure, and consequertly, with the arena of equality in anti-structure,
This communality is reinforced through its inebriating effect, particularly
:aS'the evening wears on, Commensality, including drink, tocgether with the

symbolic techniques, serves to achieve a liminoid state satisfying
needs for freedom from and freedom to, and relates this to the
strdcture of burgaucracy, Bureaucratization has inereasingly come to
iﬁglude even our liminoid experiences, further making it a2 totalitarian
entity,

The Party is sufficiently liminoid such that fricticn encountered here
isy 7at least on the surface, likely forgiven, Jjust as two guys 1n a
fistfight in a bar often carry little or no observable antagonism beyond
that- encounter, Confrontations are readily excused. 3imilarly, Rchlen
{1971) illustrates that inebriated workers who flagrantly violate norms at
pffiqe parties are bore no lingering mallice. In a related vein, at the
Shoenman party Morry Kreiner approached Betty Forte, the Office Manager,
king her how he is regarded throughout the agency. She later commented

Relatedly, the drinking at the Christmas Party, which is more intense:
than at any other Shoemman and Associates ceremonial, and also corresponds
fo the culturally "mandated" drinking during the Christmas to New Years
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that normally she would have said nothing, but was at a party and realized,
according to her, 'what the hell?" She told him he is considered a
"pastard," and is the "most disliked person in the agency." According to
Betty he acted offended at the time, but unchanged beyond that. They, for
instance, still interact jovially. More impertantly, Betty volced the
belief that he asked at the Party because he felt it a period of unusual
license, and she responded from the same feeling.

The danelng, which occurs in agency process only during the Christmas
Party, 1s an especially serious form of contact between wembers {rom
generaily stratified positions, for a majority of women in the organization

distant male

are 3ecretaries, who dance with their immediate or more
supericrs. Even those women more advanced in the hierarchy are likely to
dance with males from yet higher positions, for there i3 a tendency,

for the women Lo dance with men at least their own

observing the daneing,
The form and

and from a position at least as advanced as their awn.

age,

intensity of contact during dancing is similar in kind to that during
sexual interactiocn. Irn this instance the units are clearly separate yet
complementary, while for 'both direct perticipants and onlockers the
publicness of the Intimate interaction signifies and at the same time
ereates a temperary intimacy among members, 4 rormally taboo faorm of
interaction is ritually efficacious for eliciting / flow, or communitas,

particularly when culminating an evening of<uﬁusually intimate and unifying
interaction, inciuding during this phase drinking, music, and dark
lighting, as is common in other "iptimate" situations,

The symbolic techniques of the Party identify and focus this unit as
an arena of 1liminal relations, Through the excitement of laughing,
clapping, screaming, drinking, and dancing a state of ecstasy is likely
achieved, As Cohen (19741210) {ndicates, ecstasy literally means "a
standing out of cneself," which is the self-rewarding egoless merglng of
awareness and action of flow, People participate vigorously to achieve a
high level of agitation, which is a high level of communality. The rules
and activities of the Party define and concentrate this communitas. Normal
hierarchy is somewhat leveled. A temporary condition showing the

fallibility of the influential in & marginal arena is established,

In summary, the symbolic form and the dramaturgical techniques of this
situation affect a situation of anti-structure in which'the individual need

for freedom from the bounded relations of work is channeled into a
communitas of organization membership and a freedom to be creative,
spontaneous, and 30 on, Consequently, even the need for freedom from

pureaucracy and freedom to enjoy others for thelr own sake is accommedated

within the bureaucratic form, and aids in the recreation of the
bureaucratic status quo. In this situation the hierarchical agonism of
bureaucratic stratification is camouflaged through the comraderie of
participation in a series of dramas operating to elicit the flow of

In this instance the interests of all Shoenman and Asgsoeiate

communitas,
to celebrate and enjoy the "us" of the organization.

members are the same:
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This communion of interests is to carry over into the regular realm of
work.
Conclusion

Through an exploration of the language of bureaucracy and the

presentation of one social drama,

) we have briefly viewed the processes
through which the social strueture of Shoenmar and Assceiates is
constructed, Order 1is . achieved as people dance and stumble, and as

g;:gtive piogle argue with business types over who really understands what
ia relations are identified and categorized , .
asymmetries of bureaucracy. # a people enact the
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how1ittle understanding of the impact of culture om the change,
The Role of Culture in Affivmative Action Strategy.

Marijorie Blackhursty,

;rmétive action change programs are designed and implemented using routine
York University, Toronte, Canada.

anned change models, For example, the planning model advocated by the
Affi¥mative Aotion Consulting Service of the Ontario Government is a model
lowing the sequenge of ..plan --) analyzé —-} implement —) evaluate. The
odel used by the Canadisn Government varies only slightly, The Ontario
ernment,  Congulting Service alene had met by 1982 with 342 of +the
pproximately 300 employers with cver 500 empleyees in Ontario (Ontario Women's
Yectorate, 1982}, The companies seeking comsulting support from %he Ontario
-Federal Govermment would be serviced with linear style planning models.

ABSERACT

Affirmative acticn change at the manifest level invn%v?s st¥uctg€§l
systemic adjustments to enhance representation of-women, vigible mlzaix ;;.
disabled persons through a wider range‘of ocecupations. At the iatei i; il
changes invelve archetypal values particularly those held about ma Eb:bilit”
relationships, Change involving archetbypal va%ues hag a low pr: taY
success wher addressed through linear or adgptlve strategy. In ;rpx: p:
gtrategy (Chaffee, 1984) is a more approprxatgust?abegy to address chazng
cultural factors are involved. o

iugdr  strategy as described by Chaffee (1985), is sequeatial, and
nethodological. Used routinely by organizations to achieve specific goals
particularly involving markets and products, it is targeted at changing forms,
patterns and structural arrangements to meet new business goals, Chaffee also
eseribes adapbive strategy which focuses on change arising from environmental

iuences ard is used to adjust the internal emvironment to demands from the
e¥nal enviromment. Neither model of strategy takes account of the nature of
he culture. Where change involves member’s deeply held beliefs ard values, as

affirmative actien, linear zand adaptive strategy nust be seriously
stiosed as the strategy of choice.

INTRODUCTION 7

i i ve approached affirmative &ction planning as a bu?ines5 probl
Biggnlzzzigisd2;ensiaﬂs. They have planned f{om a ra?ional—econnm;c perspigm
using linear or adapbive strategy. hffirmative action however tas lcg i
implications. The normal planning modes may be unable %o take ?ul ur?f_ a_a
into accounb. They have been noboriously 1ncap§ble of produging affirm
agbion change in Canada....assuming change was intended.

Chaffee has identified a further model of strategy emerging in the literature
current with the emergence of the phenomena of culture. While the parameters

€ still unclear, it is clear the model assumes reality is socially
structed. "Interpretvive" strategy is achieved through cooperative agreement,
ired relaticnships, symbolig actions and communication, "Buttessful
strategic management requires skillful use of al) forme of communication and of
-8ymbols used to portray the collective reality of participants - in short,
-management of meaning" (Chaffee, 1984, p.213), The model has the capacity
o take acoount of culbural factors in s change process. Chaffee (1985} also
suggeste the possibility that interpretative strategy, in a hierarchical
raméwork would ineorporate the other strategy models. Recent articles enplore

his possibility, and tentatively agree (Weick and Daft, 1983; Cummings, 1983).
pirical research is yet to be done.

Viewing affiymative action from 2 guliural perspectivg provmdestﬁ%ff:ra
insights into the appropriatenass of cu?rgn?ly gsed strategles._Fiog_f lif
organizations are gultures which by definition 1ncludgs the sgcxath i Eh séu
the participants (Keesing, 1376). Cver some period of time rgug 5OC:
inberactions in the daily life of the Drgan1zat%on, pat@ern? of i‘aV;D:
systems and structures emerge and become formalized agd }ngbltu?1una izeds
cocial interactions were and are informed by the individual‘s or hgrgup
values, tause and effect beliefs and the group‘s accepted noxms of be g:lg
their system of mezning. The system of_mganlngs shared ?y ?he grzgp 1i
courne of the reference points or implicit rules thab guide interactions
organizaticn’s daily work life.

ere’ is evidence that a change ané the associated processes must fit the host
organizabion if the change is to succeed. Levine {1980} studied the survival er

erdination of fourteen organizabion inmovations which he defined as any
gparture from an organization’s btraditional practices. He found that where tha
change fit the valpes, goals and norms of the organization there was a higher
probability that the innovation would succeed. “No matter what the nature of
e organization; the innevation must be compatable with it (norms, values and
goals' of the innovation are congruent with the hest)..... if the innovation is
Yo succeed” (p.16B). Success was measured as the insbtitubtionalization of the

affirmative action change this paper _wii% argue, must takzhaccougzeé
change process of the naturs of the urganlz§tlnn as a cultu;e, e &Y ==
meaning that +the culture holds. Affirmative acy1on planning, progﬁammstgm
implementation ocours through the removal of barriers, ?tructurgl at'vzy e
to bthe advancement of women and obther target groups. While affxrma_x :
for women is manifest through changes to systemns aqd structures ;; 03 b
and precess, there is, however, & latent. lev?l of 1nvolvemen§, x iﬁ i
change process, in the yraditional relationships between men and WoReL :
zeoial roles. These social roles, primary male/femsle rglat19n5h1p%, a;i g;h
by archetypal values ia the Jungian sense of modes of izherited thozg ' o .
may be built into the unconscious behaviour §nd thougﬁb pa?terns of the r:ég Chaffze (1984) in a study
culture, The traditional male and female social relationship patterns a; f
values, beliefs and norms of behaviour §h§t support them aze pzwizsu
largely ungnnscicus motivators for maintaining current s iuc ;ES .
practiges. This latent level of involveyent and effect on socia t?o

. considered in typical affirmative action planning. Affirma IVE i:
interventions made into Yhe structuxes, systems and other forms and pa

of fourteen colleges attempting to recover from
nancial decline, found the adaptive model of strategy appeared to assist the
colleges in their recovery efforts but could not account for a faster recovery

i:what she texmed "the more resilient set" (p.234). The interprebive model,
which assumes +the organizabtion is a network of members "who construct reality
from their perception of the system, was followed consistently by the more
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b phase two, interviews with 24 participants from all levels of employees in
he - company’s head office were carried cut, Fifty five employees were selected

i ¥ letter and invited o participate. Forty responded
Of these 24 were available when called for interviews. They
riation cehort by age, sex, ethnie origin, service and

ilieat le Lo greatver extent tha by the less resiile t colleges
colleges a t ent than ] 55 I lien
¥es 289

(p.234},
The following proposition will be tested:

i lonyg standing
i 1y held beliefs and s

i aychetypal values, deep : 3 oandie
In chang; lgzgiz;ggr, 1ingar or adapbive strategies alone w;llaigz a955ential.
ngﬁmgtize strateyies that take account of the cultgrefaziors. e are the
1 %ec ebive gtrategies are adargsaed to cultux: e etve, st 1o
I: ezzzieg of choice %o achieve - change where cultu :
stre i it
affirmative action.

A 02 oral histories about the organization, its culture, the
pange process and how it was enacted. The First interviews were open ended and
e focused interviaws as the process

rdceeded., Recognition of the salient themes and patterns led to even more
pecifie interviewing.

THE STUDY

g ¥ Y i i ¥ reporis a
T test this pxopOEition,,unfexplorator stud (of which this pape P
Q o

interpretation
segnent) addressed the fpllowihy questions:

: journal. The journzl was
0. used o record the experience from the perspegtive

0.us of the inberviewer, the
¢ and organization data and the unfolding stoxy, The

: unfolding sbory was
cked at the end of each session with participants %o ensure its progressive
idity in their experience,

~ What m o trate have en used ¥ pl yere who Were UCCess in
 models fs t aqy be sed by employer X S ful

: R T
aghieving affirmative action goals?

Ha

- g Y Y 157
re mult ple 2 1 r 4 Wa 24 1g =] X
Were there ulti strategies, and Was gherg a hiexax hy of st abeg models?

gent patterns of the strategies znd the

historisal and
interpretations made by the

! resgarcher were reviewed with a foous
p-of the population involved in the study until their accord with the story
dchieved, “In geneyal - group agreemant determines fruth® (Hesse, 1380,
45:cited by Lincoln and Guba, 1985),

- Here the trategies &m genb r del erate (Mintzberg a 4 Wat 9}
he s gl =34 Q ib { zh 0 BYS; 198 ?

i i iymative
What modeli{s} of sbrategy most significantly contributed to affirm
- a |
action success?

ata analysis methed was an inductive "aralysis in process" as described
e (Lincoln and Guka, 1985), The search was for the enacted strategies, the

e’ of *the eculture and other categories or themes in the enactment of
rnative action.

- tle
i ipd was used to study a priva
i i jve covering a ben year pexrio ised 1 LA
: hlStOIliél giz:gzcgiganizatinn that has achieved sxgntiégagg e
and_a e litss Criteria for success wag seb as: ;Epreign :;0% B o ecensation B
ichlggrrei:nge. of ocoupational categories t;an012 t?o éovernment's P
one i i ¥s (the Onta ;
i nal and managerial rank ; Vs e
:ﬁzeieii gggg§5§;§ a 90% oxr better ratlg tmfpazg?z?p:tew?geihetgtudy: S arg
i i iz criteria agreed O 3 y: 8 ey
Drga:%zatluzit?:gt?iiazhL?irm in +the financial sectof and +the Winistry &
Canadian m

Coxrection of the Government of Ontario.

study report format was chosen az the most appropriate form for

lq;&tnry study in a field site using qualitative methodology. Case study can
trate the cperation and influence of beliefs, values and behaviours as
ffact the processes of affirmative action change.

an

KGRbUNb ON AFFIRMATIVE ACTION

ffirmative acticn describes three types of activities designed to
THE STUDY DEBIGN

o€ .WOmen’'s representation in higher level jobs and in a broader range of
rional vategories, and as & result to reduce the wage gap betweenr men’s
oHen't wages, The three types of activities ave She removal of systemic
natory mechanisms, the implementation of systems-related initiatives,

ntroduction of special measures, enabling facters, that can solve the
problems of advancement, The first two of these activities when
ted. without the third would constitute ar equal cppertunity program.

Canadian term, introduced by Judge Abella (1984) is "Employment
his newer concept includes the three activities of affirmative action
“iwo new dimensions - the removal of residual #ffects of past
tion (as in pay equity), and the greatior of equitable competitiuon
oyment opportunities (as in the introduetion of day care). ’

i intervig

icborical documents and in :

to recomsbruct through his 2 c . kbt

ghe ne;h:: U:ig w;zrsgective of those involved,tgfflrﬁzﬁzgetzctzgi S matict

b peri yc begause cof the time need e L

e Per10§ Cho;:?xigiitzn iz:ion, and because phange 10 nsggzztxngii e

Eii?ﬁ;gbhig p:riod was slow due 1o ecogomi;z :ig tztoznegxepurtEd he Er

i i i firsy study site : o

epeeq flzanz;:i f;iﬂdﬁas ;:2 method chosan follows Lincoln and Guba (15_
subsequen .

paturalistic inquiry.

1 on h
r ts such as publlc&bxonE
In ph85E one of the 5budy igtorica documen t]
gompany ' s higtory, NEWSpALRY and magazilne artlﬂleﬁ, CONFBEY_IEPDIEE, speeq.
r gxamine O PYO pLe
PDllCY pzocEdures and stabistics were m 4 vide @ Lure of
tion‘s oulbure and  its pcsltlon on affirmative action bhznug_
oYganlza v

espoused and public pasitioens.

nat Ve action aad equal opportunity were the terms and methods in gocd
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currency during the period studied. Affirmabive action was bhe most commoaly:

used term, and will be the fogus of this study.
) Y Over the years of growth, expansion and conservative management, CFC had lost

'_::zi nfTé?s flexibility apd responsiveness to change. The Jlate 60s and the
) Execigivessrezfizd Zveﬁezlofa of tﬁhilnﬁﬂphieal and strucbtural change. Sixteen

_ b month peried, providing an opportunity f
younger .maragers to partigipate In the fdavel T fiftaen your

; apment of a new fiftee

corporate plan., The plan included movin i ralived,
e g from a functional to a decentralized
g:ggr:phic stxucture,_frgm manuzal apd clerical work to leading edge technulo:y'
rom & pateynalistic culture to one capable of innovation. The 5trategieé

included strengthening and revitalizi i
| jholuded streagihening and » iag the human respurce function, and -the

gtatistigs show that whether mandatory as in the United Sbates or voluntary &
in Canada, affirmative action has not resulted in significant change in  the
rabip of women's income 4o men’'s and in the distribuvion of women inte a wide
range of ogcupations. In Ontaric, women working full pime earned on average i
1971 59.9% of what men earned, and in 1983, £3.0% (Government of Canada, 1984)
In 1971, 55.2% of working women olusteread in three of the 23 occupationa
categories repoyted on by Gtatigbics Canada. In 1981, +the figure was 58.8%
Males distributed well throughout the 23 categories with no category being in
ercess of 10.5%. The percentage of working women employed in managerial
administrative apnd relabed ocoupabions in 1871 was 2.0% and in 1881, 4,2%. Th

figures for males were 5.5% and B.7% {Abella, 1984}, There is consensus in
Canada that affiymative saction has not been effective (Abella, 1884,
Cohen,1983). H :

The new President was in his earl i

; y forties. The conmsultant who had led

.:dggzinpmintfof the corperate plan Joined CFC as vice president to redeaigi tﬁi
T nne unction. The thrust towards new techrologies led to the development

-of & progressive and sophisticated computing staff and function, also with 4

/,‘ ’ . a
 mew, young vice president,

A CASE STUDY OF AFFIRMATIVE ACTION

- Change oceurred rapidly once implemented, During the following two years about

140. people, wnai i
.Eervgca? f inly older middle level employees, all male, were

The Capadian Finance Company is over 100 years old. A father of confedera®i
was its first president and embued the leadership that followed with;
yraditional and conservative values. The company perceives iteelf as having
grown along with Canada. It had strony growth from the beginning and had spre
to Europe, Asia and the United States by the early years of this century. b
flexibility, goed planning and a long term view it weathered the twe world
wars, arpd emerged inko the fifvies stronger than at any other time, CFC is
stable, patevnalistivc and low key organizabion. In its Head Office, the site af
this study, i% employs 1500 people.

This was done bo improve produchivit released from
fas vy and to move accountabili

to lower lavels. Opportunities then existed for younger management b e goun

positions of authority. g o move inko

. ggiéggrzgzliame_gsrigd, tze formzl mapagement training program was dropped
p wi e autonmation thrust, a trainin i i :
develop computer genarglists i i T tins e Det orooieaine
C who were impossible to find. The Data i
i o . YOOESS
_igzct;zigigz) w;:eactly:ly.recru1t1ng people both internally and extesnally ;EE
; ' criteria was mnew for this  traditionsl fiyn
t H g
ﬁgigﬁ:;:@?iﬁ?i th?n:lelc;i and gquesticning qualities, leadership skiiig
c inkers. e new staff, deeply involved with developm i .
v i ent b
;;:1n1ng program, were asking users guestions like "What can we dop for lzuuzﬁ
! neEw people wers oollaborative, service and process oriented, and they wefe

learners, "Women fit the new model b
B " 5
e e nomen fiy the new nc tter than men" and over time bacame $52% of

Leadership and power in CFC, as in similar companies came thyough the astuari
stream. As a result the style of the organization was &olid, trustworbh
forever. It projected gquality. The most vigible symbols of the guality 2
style are in their buildings. The Head Office is very beautiful and calm. T
tones are mubed but interesting. People =it in well apppinted cebicles of go
size im 8 spacious layocub, where privacy and quiet are asgured. As you ent
the old building - with the traditinnal facade of a hundred year old financisl
inskitution - the appearance is of a mansion. High ceilings, granite. The g
building is attached and echoes the mood of the old. The passage is nob abrup
as the new architecture glows with gravites, brasses and bronzed windo
Exceptional works of Canadian art, beautifelly featured and illuminated un
an expansive dome symbolize gond taste, affluence, 3 =ENSE of tradition:
broad thinking. The Canadian traditien, the maturity, the sense of gquality 3
symbolic within the wempany of its =attitude and behaviour in working w
" plients, employees and suppliers.

_igegzﬁgq gesources change was also occuring rapidly. An employee survey
.;ppraing 5y2§:§5wa:h?:t tge gumz:ny guickly responded to. A new performance
| roduced, e Job evaluation system was vredesi

1 ned
.:l;: J:it gurgﬂnf‘: technology, all jobs were reassessed and & job posting gystgg
k ed. Dptime - an extengion of flextime - was introduped, tkaining

‘programs were  sSigoifi i
_igplemented. q icantly extended, a day care subsidy program was

'Dg?;ggr;?iz iziizd a new ciimate was developing that could be characterized as
: 0Cracy, where there was a deliberate att

b = : attempt o pay people fo
-perfoxmance, to promobve on merit, where individuzlity was apprzcgaged? wherz

cmmunication was more open. Th i
. . e new cli Ped
growth and change. nate emerged as opportunities rpse from

CFC has & low key, low profile approach to business, It does not adverbise
provides informatios to clients and supports them as they work oub thei
decisicns. They are prepared to take the time meeded for trassactions to
naturally tc a wmutually satisfactory solution. They are politely and guie
agressive, Good manpers and dress are important, as is respect for the «cli
and even for competitors, There return is babter the longer the life of somé
their oclients, They support with edncation &nd meney good healdh ind
conmunity at large. Some of these supports have become highly symbolic of
organization in the eyes of the poblic. The company is vexy profitable.

Btarting in 1972 -3 when promobion was epourring rapidly, the DP people became

& major source of enbrants to the the
new mana
ofssuccassful women in the stream was very higg?ment sream, and the pexoentage
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THE CULTURE

Recurremt +themes run through the stories of the CFC people, who have a history
of long service and leyality: "I am CFC and CFC iz me".

hired and whole
genteel bteas, very
important, aften
compary eveabs, so

There is & family quality within the company. Relatives are
families work there, including aunts and cousins. There are
well attended, a christmas carol service, picpies with an
referred 4o tug-cf-war. Spouses are not generally invited to
employees sbaialize together.

There is a strong value around fair play. "We went from paternalism %o falr
play". Several people reported that when the execubive’. reviewed a veport on
women, bthere sense was bthat, members of the family were not being fairly
treated. Employees perceive that they are treated “even handedly" by the
cempany. Some managers 4o not live up to the gtandard, but blame bends Lo fall

on the individual and not the company.

The process of building consensus before any large change is made is5 an
impoxrtant theme in this culture. Task forces are used and "give people a chance
to get on-side'. There sre numerous gramples of how both company and employes
adjust through process bogether, "Change staxbts with sensoxs, people on  the
boundary, mostly in middle management. They sense dissonange and they move to
close. The process of closing is an idea formation. Change here seens to staxt
with the individual who talke up the issue, gathers together a group of people
who share an interest or & copcern with the idea. They again talk it up until
the idea is broadly framed into an issue. Onmly tacit suppord ig there %o nou.
Then as & group they seek a spomsor in senior management using a discussion
process, and a kind of strabegy develops to get their buy-in. The spossor will
fit the issue and its dimensions. When he or she buys io they support it
publicly. By this time many peocpls are on-cige and & change can go through
gasily. ALl this occurs through networking”. The networking is dopne by maiznly

the came paople.

imporvant. "It is part of what drives ug", It is

The company image 18 very
"I‘m CFC and people perceive me as such®.

important to emplcyees as well.

There is acceptance of difference, even a selebration of them since the early
cevenbies. "You are allewed to question, indeed you're expected to", An
execubive said "I was surprised ab the miyx when I came here. Irish Cabhelics,

Jews, Italians were woxking together

happened everywhere", There are lagends zbout the female marxian psychologist,
and other ®new thinkers". Ap advertisement for programmers in the 70's was
titled Virginal Player (or Sackbut specialist), "If yon are an existentialist

dadiast or hedonistic male female heymaphrodite or heohbit aey ox all of these

we would like to talk to you scmewhere somebime® and promiced not to “pour Yyou
" and %o "interview you whether you turmed up in your best suitb
Legend has it that the ad abtrzcted neo yesponse, and 1% :

iato pia stripes
only suit or npo suit”.
aid not meet with favour in some parts of management.

Open, frequent and sincere communication is a strongly held value. People are
verbally fluent, expressive, look you in &he eye, They are confident in what:
the company. Bulletin boards ave  every:

they say and are well informed about
where and they are up to dabe,

in mpanagement ranks as though that

colorful and well organized. The latest job

8l

openings are posted on them and at luach hour groups gather

variety of company publications, There are a

newspapers, magazines i iti

3 S : ; PEYSpHactiv

gigiisélfepurtﬁ, and they are widely distributed, Empléyee ﬁurvey:5,35:51§;gz

develqpedy'ma € results are published and programs to respond to issues are

copelp bé asﬁag:m;zﬁ gng empinyees inberact freely. "The president comes to my-
¢ information or to diseuss so i i i

_ have a view on". "We can drop in on hin". FPeople d§EVhlng ne whinks I might

It i : . <
ethoésar: zégzly heldlpellef within CFC, thab the dominant values ang corporate
apos @ e g an en 1ghtened emPlnyer, a quality service provider to its
oen affirn thezespoismle Canadian sorperation. Publie opinion of the compan
ot @ values are upheld. The company’s image is a strong value a g
pany 13 perceived by employees as wanbing very mugh to live up to i:

Thers is a stong rapphrt hetween

{ 1874, the Women for Ad i

! 3 vancement in CFC Group (W

;zggﬁjzztaﬁizz g:oup of w;:en advocated that CFC make use nfpiésaggéigrszguggl:
& omen" , eixr aims were to off

: ) ime exr CFC women

é:::iargem:it 1§tmore slearly daflnlng themselves and theiy goals® zzppgizmgzd

discrimiﬁgtiugnlaid zi rg:zoux;gzng men and women Lo think this wéy and exposz

r ara i iti
CFC aevs. May 20 1o and recommend learning opportunities for women.

E:ﬁzgpo;bito the executive was "serendipidous" with

”ﬁghtersewzreognm§2§ D?a:;e ci dsaﬁe of the senior management. The president’s

Al S : n e was very interested | i

; ed in th

gy?;ggzstxgganTﬁf wife of another member of the team wag on the Ontziio §§§t§§

S T waglté bztgzizer:dd ?roigigional or employed wives, International

: ed in . 1978 was  a} i

i e . 50 the eay i

ué{naszllm z§s enagted in th? United States, where CFC did agout 50; o?hish
¢ making affirmative action for women mandatory. The president was

. S

Pposed to govermment inbervention 3 i i
2117 sobion to feretall tp ticn inbto business cperations, and believed in

coencexns about women‘s

he indicated the

he president’s Jul i
. the Y: 1975 planning letter
ntel i ' ‘
iz:;ggnttgf zzsginzppZ:: gzyren; status of women and te seek advizzmginzhz
1even unities for women at CFC., A task force
F . W

_:;g:ingThgie B senior managers and 6 women, not a5 sanior as th:SmEEEt ut
= be.in gse w:?e staff Who could implement a change angd within 5 to 7’ ea
el i c: ive pusitions. They reported to the execubive Gommittes ?n rg
i CFEEt of recommendations. The goal was Yo create egual
agémant o C through three major vecommendations. They were a) im gov

o aa Gg cap;g;z,wcgén sieate ag ﬁqual opportunity climate ard o) incgeasz
i 0 Gan take advant i
epurt.- Equal Opportunities For Women, 1978}, %98 of the opportunlties. (CrC

onse i i ithi

gireceazz? ;n?iglztglsnngxthln § months, a woman was appointed te the Board
ottt awarenEEZ ;on_cgmmzttee was appeinted. Two training streams
and seerctspomarensss raining on the issues and appropriate responses for
. S %Trailning for women. Carger development and business
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gkills training for wemen was supplemented. A survey to suppert pregram design
was conducted to assess men‘s and women's pexrcephion of what factors were most

: C " decountabilit
in their advancement. The first woman was promaoted to a senior ¥ process. The form was drxo

~consciousness  raising, pped after several yesrs, but it had a

imporiant
Lbi isti i i i n it discussi i :
position. Stabistics were gesigned and maintained bo brack results. Thege were raising questisns ion increasinyg effect. O h
the main program content items in the ten years", “"Management and +the women this 30b7" Wers quszffgdmsgaQEIS :EFE "Do you plan to bry t:hgindczn:clnusngss
B mEen pu farth for this o N omen or
ppoYtunity?”

took iy from there".
Accountability of
S management on @ 1 :
=-of the task for : qual cppoxtunity was conti

“Ga- progress. ;Ee;ecizzzﬂdatlonsf ebatistics were kept angt;:::;:;fQE 2 resglz

vaddr e agsessed  in perforn ; reporte
essed opportunities and how well thE$ werem§2::lgg§§;1:§l? Dnthﬂw wail Chey

eir staff.

The <+ack forpe experience affected the participants deeply, Men =aid they
changed their beliefs about women in pusiness during the nine month stedy. "My
poss said it turned him around”. "Attitudes changed in key ipdividuals. It was
= subtle transition. Some who had been againut now started Lo say the right
things, to feel the cubject, see .the problem and 4o expect different regults,
What a change!". They recognized - they "would have working professienal

velationships with women. So they had;to sorb ocut Ghe dynamics”.

Women’s isgues were i i
_ . quite high profile duri
Seseions  ohere ¥ e during the period. W
with pronieent Epzzaeigdlgﬁzegad15cgssed problems of women'icadgzicei:::h ?gur
Councit. pros . SPe ura Habia, Chairman of " omen
. iy re fregment oreiod he Status pof Homen
win, obvioumty up o hin icles and debates in the
. : " oy iopes . company press, (ne
;;:tisgicsl: all 51 which spurred anothzihject' Y ematy the oditer o
ere published. In the *i i
i identify the executive i
qusd Gppnrtunib;nz;;igyzgerﬁnw:;e mgle and female babies? g?c :;5;::isggntest“
ek L sty . the mid 70's their ads pict wonen
ourdinatog. ;zopfzrong and visible support was givenpto :Ezde z:? e wniby
saw the support as a symbol. “"She had a Eigh ;PP???UMW
rofile and

ke company sup

ported hex". "She was i .

lways had i & was important in what

st done maﬂagement 5 sUpport”. "Her being a wo a happaneq pere, znd she
: a lot", man, and officially supported

No women were tokeas, bub "The firsﬁlgruup didn‘t survive. They were oubsiders
and had pehavicurs that didn’v fib)fThey hadn’t +taken the long way Uup and
weren't organization tbean players. Management lost confidence in them". "They
were not the right people in the-right jobs. The neyt wave held and became the
role models,” "One of the abravegies was to posivion women where there was a
need for good pexformance S0 the woman could shine. and %he women did".

c al
lively debate for sevaxal monbhs?

The DP funchion was a role model of what was expected and what ocould bBe
achieved, It had & kigh profile, & guality staff "of BO‘s people” znd was
vecognized for high performance. gtaffing was aboub egually men and women,
technical and professienal, who worked collaboratively. Tha department had " K
processy and service oriented style". :zganY legends wera told and retold. When +&h
B Trepo N ) ' e resid i
1C§'presfd§§£ ige said “Is this usanimous?* It 3&5. nEEE.SrECEIVEd" the task
. an argument with his colleagues ahout wumen?zoggig'é'ﬂ senior
ities said

are more intelligent than me, I don’t know about your

Women werg “ripe and yeady", especially the DP women with their understanding
of the business, thelr technical competence, sollaborative and service orientd
style. The wonen vehowed the needed agressiveness for high places”. Femal iperience",
acbuaries, economisbs, fipancial analysbts and lawyers were starting b :
graduate, When they were "presanted for hire or promotion theres was no argumes’
against. The company had bacome more Open minded, 1iberal, and forwar
thinking". During this period there was growth and decentralization. Ne
linkages and goordinators were needed. New positiong were becoming available
Women were a good £it Lo the needs of the changing organization, !

C''was instrumental in getbi

ufflementar getting a change in go s

! Y payment to women on maternity leava'gg:ﬁzgzezgmeiegéilat;ont on
e gbtarting

take maternity leav
: & and the costs
. Bupport. The were heavy. They lobbi :
ipslenent  to t;szany developed a plan for women ai al?hligvzith the company
zd be "forgiven" if £ave payment would be made as a loan duri o whereby a
if the woman returned o the company’s Em;i:.ng there absence,
oy,

More Jjuniey womeld started to develop the capacity %o advance. They wer
prepared through & combination of factors! the assertiveness training and th
ckill building, the oppeortunities for lateral wobility, watching R
zdvancement of more cenioy women and feeling encouraged by their stories in
company pPress; and alsec thyongh mentoring. ;

lggéﬁzgegerini Wzgn pecple were advansing,
L nto the company and
rally. Women were coming E ceased %o b

:he process of change seemed to

| Seen as a program. "It
citad conpany. Sessar s p, and were accepted readily. This is ahappEnEd
Rird bo orn Mg or B nagewen? is quick to vecognize an issue ?Eople
e A Eie Bi didn’t discover a terrible situatélnd e
hen. Right thinges No pﬁzﬁingoaﬁz geaét with and that the right th;i;; wgﬁig

i onbimeone oo ad. ut no negative bias. i
cing of thigrgzzizidzen¥iet§gLng promoted for abilit?ZS aggsgzézgt'tierg

2nd v ; . ig niave? I ng i push

igely - no different from men“. "Oroe yo:?§e5§2293u£§§plg ?&lng pushe
oing uwp, it

4 whole lot easier b
“nstural proceses. cause people get over the reaction. It then seems

Many women had mentors who played a vival role in the fit of the women ta
corporate norms. Being given the “right" yasks, being placed on the "right bas
forces" gave exposures in the "right way", meaning cafely., The mentors wer
men: "I got my most suppoxrt from cenicr men who valued the strengths wob
prought Lo wanagenent - the inney quality they saw as positive. They helped

4o build confidence.”

There was Some grial and eYror learning. Forms asking managers to YESDON
the question "What plans do you have for the advancement of women this yei

e _15_“ b oa program fox women ; brograms aye PYesen ted for a There i
. d ¥ 1it, EY % no

zed program, noc numeric goals,

Hltural events of the bime" The affiyrmative action approach arose from

There is np numbers game here, It saemed  to




gvolve on ibs

ctabements but as mush was apcomplished by styie as anything else. It was done
subliminally, almost unsonsciously”.

The pxogram now 1is seen as 3 philosophy that reflects a set of values, an
operating philosophy that yeflects even handed treatment of all employees.

In 1585, CFC won an important award for affirmative acbion achievemenis of 12%
st the execubive level, 33% females at the professienal,
managerial level and a wage gap of 9%, When the precident spoke of the award as
he reviewed the years achievements at the Christmas Carcl service, he said that
receiving it wesg like being recognized “for stopping beating your wife". The
suggastion is that the process of women taking a fuller role in the affairs of
the husiness has become a norm at CFC,

percent womED

RESULYS OF THE STUDY

The stravegies employed by CFC in affirmative;action can not be described -as
linear in Chaffes’s {1385} terms. While spedific linear strategles were never
{dentified, linear strategy can be acsumed %0 have heen employed in planning
the implementaticn of %he pask foroe recomnendations: for example, in the
development of specific programs within the recommendations, in the development
of sbabistigs and in the prosesses of accountability - of managers.
linear strategy, at CFC is used as an implementation method.

Adaptive stravtegy is a a majox strateqy in this firm. It fits well the “process
of building consensus Dbefore any large change" described as regognizing a
discrepancy, and creating internal support so that the issue may be addressed:
and the adjustments made. This process works for both internally and externally:
generated problems and igsues, It was the prosess used to recognize, build an
awareness and create a YespOnse

rasponse Lo many epvironmental pressures 1s clear: International Women's Year;
in U.S., legislavion, vising expectations of women in the community;
increased female graduates seeking employment, The suucess of this strategy can
be seen in the communities recognition of CFC as an examplary oxganization in
affirmative action. - X

changes

Interpretative

reconmendations. This strategy works through gaining cooperative agreement;
symbolic actions, using language, and communicabions.

Coopexative agreements emerged from the task
agreement to proceed with actions to change the company’s behaviour in bterms:

opening epporbunities o women.
congidsring subsequent activities %o open the subjest to full debate, to crea

very Open communication channels between management and employaes on WOREL
iggsues. Thirdly, %0 pursue the changes themselves ag NARAGEYs, thereby

demonstrating shared changes to hehavioul.

There were many symbelic actions. The appointment of b

of 4he mesmbers
level of the
implementation
recognition of

84
85

own, low key which is probably best". "There were many formal Fron this grou
group, the management‘s support of the ccordinator, positioning women

§0. “they would shine", the publi i isti

e Y v f publication of statistics, the for

e ot ol o e el e S
e d : eha of i

Egzitizégzétpayéag supplemgntal benefits on mate:gT:; aizagzttlggea :taige o

e penpie descrygntnrlfg b¥ executives of women trying éo advancEY ;h of

ehidl 5torie; I a; how it happened". The symbolic actions iA m;sﬁ

22 becane guider oo, an legends_that then expressed inbent snd e; ectati o
. others regsponsible for cawusing the changes o ncgur Trions

ommunication was a powerful st

: ; rategy. The execubi

::ﬁiy ;uppor‘owe. The publications throughout t;:e'?g?d vere £l e eaer?
£ with a foeus on affirmative actieon and th e veimer

Bry open and frank. Policies i

: ' ware rewritten, a i

bk 1 g y 45 was the em

rgn EQﬂ:nu:;s 2§ii rev;sed b? inelude the affivmative antigiDSEZigfésnta;;Dn'

teaione of eﬂﬂgﬂ:g ?1low1ng the adaptive stratagies of getbin. pie

Sl o o ooa wercEma prgg;ams and ‘the programs dealing with gugﬁgpie

: eéxpanded. Women were o

e supported interpersonally as they made tggcggzgssd ¢o u=e the progzans and

v of women‘s
B company’'s respense. They were

FC:has
hibiateusgd :gngizge zgdatﬁ of strategy. Adaptive strategy to sease ang
Vironaent. Tneiemecbice o e changes that ccour in its internsl and external
Spomae apg TerpEe : strategy as +¢he nethod of enaching the planned
fab oot s strategy as the method of implementing specific E nPE
ttétegies racedur components. In the case of CFC, iv is not gl tp t the
& hierarchical. If a hierarchy did exist it wpulad b:afn bzzt ghe
order

daptive --) inter i :
e prative + ' :
inear as Chaffee (1384) suggEstS.lxnear, and not Interpretive --> adaptive —)

In =hort

daptive sf i i

ibgd. Ittr:gsﬁ ;;ugFg 15 a company convention, well recognized and

srate and purpocerels z 4 deliberate s?rategy. Linear strategy is clearl

o deibenes pose ¥ bargeted at specific goals. Interpretive strat ;
n CFC, but of the form that Mintzberg and Waters thY

Minbzberg and Waters, 198%), In this for;?

intentionall <} it
B ¥ reates +the conditions under which

& to affirmative action needs. The fitting of the

txa?egles that contributed the most to
matxye_ gctian plans are adaptive and
2tegy initiated the change and the process of
what'ngeded tc be done. The enactment nfdthe c
?ret1ve strategy, through communications
;mportantly the symbolic actions. '

strategy is the strategy that enacted the firms regponse o the
achieving success in CFC’s

inte¥prgtive strategy. Adaphtive
achieving shared understanding
hange occured mainly through

force on several levels. Firstly;
achisving shared agreements and

Secondly, an agreement must have been reach# ; )
CUSSION AND CONGLUSIONS

important to understand the

in , d conve
ssii0f CFC's affirmative actions, sth th
yhg vompany ‘s business and cultura
corporate plan,

pf factors <that led to +
. hea
Both the subject and the timing fit wall

ne task force, the lev 1 changes as they were planned in the 15

and the equal pumbers of men and women, were all symbolic of
execubive’s inberest in  the subject, Seo was  the ¥ap
of +the vescommendations. The appointment of role models, th
the DP function and the rapid pronobion of both men and wab

tminant i

e}:éven ﬁzggidofeCFC, an enlzghteped enployey with respect and congern f

ity ' nsgred that the issue would be heard and that it “be
! 0 as good business znd in a sense of fair play A% 1% would be
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U.5. for
ckills and a

The business factors were pxcepticnally imporbant: the trepd in the
example; bhe growth of technology in the firm and the need for new
new style to fiv the demands of growbh and innovation.

The changes occurring in the culture were profound: the change from
paternalistic %o individualimbic in the leadership and management styie, from
conseyvative to forward thinking, from sgecrevive tc open, and the' 1new
responsiveness to employees needs with the adjustments bo the human resource
systems and the recognitvion of employee contribution. The culbuxe was Cpen o
change. The changes underway moved the climate towards the type of internal
environment in which affirmative aetion sould flourish.

The affirmative action strategies, all bhres, fit the style and mebhods of
change being used ab CFC. The adaptive strabtegy £it the organigzation’s noymal
adaptive precess, the yecommendations that emergad wers not in conflict with

the company’s goals. The interpretive strategies were enacted mainly through
normal work routinem and bhrough the hehaviours of staff and managers, CFC uses

iinear strategy roubinely to implement changes. The change and lts'prbdgﬁs Wers
compatable  with the goals and values of the organization. The norms of
behaviours were adapbed thxough ‘the organizabion's tradivional proéess of
giving people btime to get on-side.

A congruence, or fit, of the‘chaggé to the
host appears to have bean achieved. 3
During the period starbing with the task foroe appeintment, the systen of
meaning held  about women’s yole in  the organization, and about work
relationships between men and women changed. Iaitially, the change iz bheliefs
was experienced by the execubive and the vask force members. The changes in
beliefs and subsequently, behavicurs and by strong implications to values -werd
displayed to the vrest of the organizabion through the immediate implementation
of xecommerdabions and through symbelic acts and consbant communication.

time a shared understanding emerged that women would play a full ¥ole and
"maragement and women" would enact it. The reference to the "paturalness” and
wit just happened" is evidence that the system of meganing around women’s rolg

in the organizatien had changed. The processes guiding that change had beed

jnsbitutionalized and therefore a part of the system of meanind.

While ‘Where
change process,
and colleagues women are

is evidence that beliefs and behaviours have reformed through th
the evidence is lesy cleay on values related changes. As peoplt
clearly valued and this is evident in behavipur. Th
women report however that men have adjusbed behaviourally and intellectuall
but not emotiomally to having women am peexs and to handling the dynamiti
involved. Given the stable guality of deeply held beliefs and values, even th
change that was enacted, is visible, and manifest through the statistios,
i pow institubionalized is vemarkable. The slowness of the adjustment woul
geem in accord with the nature of archetypal values. ;

was an essential component in achieving the results. Thi
iz best seen by considering whav would have happened had bthe process ended wif
adaptive strategy — the vask force and its recommendations - ang the lineg
process of implementabion, where most affirmative action programs cease. N
typical Canadian axperience suggesis that the resulte would have been s5lig
Inberprevive strategy and its effest on the culfure made the significad
differvence in the affirmative action success at CFC. It was the significd
and the essential component in the company's SUCCESS.

Interpretive stravegy
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study {amin )13 e al app
This has e ed th Iy Eem

e 1lmp entation of affirmativ ction as it lied
L0 women. Affirmative action for visible minorities and perlE who are disabled

iz even more difficult to achie
r ve, Inte i
compenent in any affirmative action chaiiiEblva sirateqy should be an essential




TYPES OF STRATEGY

ACTIVITY

PLANNING: step by
LINEAR step as in analyze,
plan, implement and

evaluate.

{divect)

. FITTING: external
ADAPTIVE change %c intermnal
change ( i.,e. laws,

inventions)

{direct & indirect}

. NG UNDERSTANDING
TNTERPRETIVE ;x;REEEATIONSHIPS:
throughk communicating
the meanings of the
change with language,
images, symbols.

{indirect)

Adapted fxom Chaffee (1983).

WORKES ON

* systems *
#* sbyuctures

% procedures

* basks *
* policy

* methods

* perceptbicns %
* beliefs

*
* behaviours

TOWARDS
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THE ANALYSIS OF SOCIOCULTURAL TRENDS @

A METBOD FOR CORPORATE CULTURE INVESTIGATION

NADINE LEMAITRE

UNIVERSITE LIBRE DE BRUXELLES

Abstract

i te culture

dotogies for analysing e(?r'pc_):‘a ;
podts d gn observing, interviewing, fgely?g:
but has some weaknesses ! it 1§ut1me
pens a credibility gap bepwegn the
t of thq_investlgated

~ in the
The state-of-the~art in
focuses on a elinical approach base
This approach is highly va%uable,“
consuming, difficult to validate and © e mon
researcher or the consultant and the top

o & thi ditional
;zzpiﬁg?Zsis of sociocultural trends does not replaziytgtz Ez:knesses.

i ar
i i i but it permits to overcome D ;
énvestlgi:iin ?:t:;g;ars as a usefull complementary method to enrich the
ongequ N

diagnosis on corporate culture.

in u e nee Qgramn ] ir uty 1 ic

When starting a ¢ 1tural eb eerin th f st d with which
gl g prografm,

the researcher of the consul tant is lmedlately confronted is that of the

deciphering of the :mvesl:igated corpor ate culture.

to propose a very

uted authors all agree A
i P ttain this understanding. For inutancg,
proceed with the reading of the organl-

In this respect, _

loose and soft methodolugyttota
and Kemnedy (1) advocate to : :

Z:iional eulture in accordance to the following steps

i tting
study the physical se .
Egg readywhat the company says about its culture
{c) test how the company greeti §trzq§2rs
eople spend eir £ ) ) o . amic
Ed; ?EiZZ;?eEOZ;;p;;y people, the interview guidelines being some 4
e) i
ions such as @
qUESti tell me about the history of the company es erowth ?
why is the company a SuUCCeSS, what explains 1 ? T s len
- whgt kind of people work here, who gets ahea fod

term 7
alsoc rests on “azking, observing,
shared sayings, shared doings and

t "peazding a2 culbture is an
and two

The method suggested by Vijay Satpe {2}
reading and feeling® "shareq things, w
shared feelings". He recognises however a

ivi re no exacl answers,
i i seative activity. There a 2t € : e
lgter'pretl\;:a} zuo?n‘; up with somswhat different deseriptions of the
observers
culture™.

On his part, Edgar Schein proposes a method by which the external

observer and the members of the organization carry out a "joint explora-

tion through iterative interviewing". This cooperation between the

cutsider and the insiders is intended to :

a} avoid-the subjectivity bias of the outsider, whose misinterpretations
are corrected by the insiders; .

b) overcome the internal invisibility on the part of the insiders, whose
implicit assumptions are uncovered by the outsider.

Fundamentally, whoever has been facing a situation where he or she has te
"read" the culture of an enterprise has been bound te use neighbouring
methods to those which are above desoribed, and knows all Sogether their
validity and their weaknesses,

The validity (or the impression thereof) which the observation methods

are giving derives from the fact that all of them undeubtedly permit to

capture some elements of an crganizational eculture. For example

- open physical settings, favouring peoples' communication, where the
CEO's office is not bigger or more luxurious than the offices of
middle managers may reveal the existence of an egalitarian culture
where a direct and informal relation is encouraged;

explanations about the reasons of earlier syceesses are certainly so

- many atepping stones on which the assumption abcout the conditions of
- future successes are built.

the sc called fashionable carriers or functions reveal the technical

skill whick are regarded as a determining factor of performance of the
enterprisea.

The problem arises when one must orderly integrate all the collected in-

~formation and correctly weight the effective power of these shared as-
;- 'sumptions.

In the opinion of Vijay Sathe, the larger the number of the people who
' seem to share the same set of assumptions in the organization, the

stronger the corporate culture. This opinion does not take into aceount
that, duve to their status or position in the organization, certain
members are opinion leaders and therefore all participants do not have
the same weight in the definition of its dominant values.

Finally, we are also facing the huge problem of the existence of sub~ouls
tures. Certain values may be shared by a limited nucber of members of the
-organization., Different departments or services may therefore have their
own cultural traits, The same also stands for the varicus functions exis-

~ting in the organizations, on the basis of which differing or even con-
flicting values may develop.

n other words, if the qualitative c¢linical appreach undou

" ubtedly permits
“té shed light on some cultural traits of the investigated company, it is

and alsc te cheek that zii the sig-
ver, in a way
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which enables him to reconstruct a correct and complete image of the cor-
porate culture,

In sum, the qualitative approach to the study of corpcrate cultures,
however valuable, presents some weaknesses

a} A problem of validation

is T mentioped earlier, even the most skillfull analyst, using rigourous
methods and having the fidest intuitions has no means to verify that his
information is complete, that he has not overestimated such artefact, or
such convergent point of view ameng the organization's members. More
precisely, it is diffieult for him to check that he has not taken the
cuiture of one subgroup for the culture of the whole group, espeeially in
a very large company.

b) A problem of ecst

Being based on numercus in-depth interviews, the method is very time-
consuming and consequently, in client-consultant relatienship, it is an

expensive method.
Here again, the larger the company, the more serious the problem.

c) A problem of legitimity

tast but certainly not least, the gualitative methodology sets a problem
of legitimity, which should be obvicus to specialists of organizational
symbolism, and this is partidularly true in the consulting sitwation.
Indeed, in this situation, the elient, or the potential client, is gene-
rally a member of the top management of the company. How open-minded this
person can be, he or she is generally mere exposed to a raticnalist
approach of bard facts. As a result, conclusions drawn on the basis of a
ngoft" method of observation applied to a Msoft” field of investigation
(the corporate culture) could very well appear as having a rather low
credibility. This is partially what explains the Mhorrified reaction”
encountered by researchers giving a feedback information to the members
of a company about their findings on the corporate culture (U4}. Often,
people do not recognize the image of their own company, and they natural-
1y tend $o contest the investigation method.

These various problems can undoubtedly raise a real "barrier to entry" in
some companies. And this holds for the researcher as much as for the
consultant, Indeed, the former generally ocbtains the company's coopara-
tion only if he or she promises that some kind of interesting findings
Wwill come out of the investigation. And this in turn assumes that the
results must have an acceptable level of eredibility.

for all these reasons, it can be important for the researcher as much as
for the consultant to have a tool which permits him to validate and
orossfertilize the information collected wupon the above described
methods.

92

In this respect, the method of sociocultural tn
Fartnen exampeat H ends analysis deserves

The analysis of the sociccultural trends

1. Origin of the method : the life-style studies

zhe inalgsis :f the socicculbural trends is a methodology which has been
eveloped on the basis of the consumers life-style studi i i
of marketing research. Y 1es, in the field

Researc%ers in this field, having noted "the inadequacy of the traditio-
nal v§r1ables (demographic and socic-economic) to explain the consumer!s
b?hav1our" (5) have searched new variables leading to a better understan-
ding of this behaviour. More precisely, "the research tried to explain
ggx tpe.consgmers behaved in such or such way, rather than keeping on
identifying who those consumers were. A very interesting concept in this
context was that of the life-style",

"The life-style concept refers to the various ways of living of the
soclety at large or of one segment of that sceiety. The life-style is

‘related to those distinetive elements or particularities which can des-

cTibe the way of living of a cultural or economic group, and

Sl?gle that group out of the other groups., It inéiudg; the g::iztir::
which develop and emerge from the dynamics of the society's life. As a
consequence, the life-style is the result of strengths such as culture

values, symbolism associated with certain objects, ethiecal and morai

“valuas®™ (6).

The whole process can be presented in the following frame :

ICulture and Societyl

Values and individual and colleotive

expectations (of the reference group)

Values and structure
of the life-style

" The three main aspects of the life-style are :

a) the activities

the activities relate to what people do as well in the field of their

private life (their hobbies, friends, social and cultural activities) as

.;n the field of their professional habits,

23
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») the attitudes

the attitudes are linked to each person's individual value system which
determines the way that person is going to organize his (her) relaticons
with cthers. :

Attitudes are based on 3 ™

- the ideal and the beliefs ¥
- the perception of the scelety's members}bole
- the way people are interacting with othHers (communication patterns,

abttitudes towards leaders, ete...)o —

-~ openess to change .
~ hedonism
- mobile reots

(3) Personal expression

There we find several trend ing that the eople are keen to ol
3 showil
& peop keen express

= autonomy
- narcissism
- acceptance of the irrationality

-«

¢} the opinions
the opinions relate to everyone's idea about him or herself, the environ-
ment and the world at large.

Having acknowledged that the consumers 1jfe-style was guiding their
buying activities and decisions i.e. because of the symbolic value
attached to the consumption goods, the researchers in marketing tried to
build measurement tocls able to capture the individuals life-style. In
order to do so, they defined a number of variables describing the life-
style, and designed gquestionnaires apt to measure those variables.

(4} Superficial expression

In this ar ez, we find th rends associ ed w the outerw
e & : . N
ciat ith hi uter-directed
- coneern for personal appearance

In Belgium, this type of gquestionnaire was administered for the first
~ search for novelty.

time in 1983 by SOBEMAP (%), to a sample of 2,500 persons, representative
of the Belgian population. The purpose of the survey was to enlight the
main trends in the population, by the mean of 37 indicators, which can be

elustered in 7 areas of sensitivity.

(5) Harwony with the society

:It exXpresses the affective
search for harmony wit i
oty y h the society at large :
- deeline of the fatherland
as a central val
- sea?ch for collective emotions. “

The sociocultural map of Belgium which resulted from this investigation
is represented in Appendix I.

The seven areas of sensitivity which have been deseribed are the folle-
wing :

(1) Contestaticn, refusal of the norms (6 Harmony with the immediate environment

In this area, one finds trends such as : ﬁ
ere is
the search for a Ysoft" relation to one's close environment
H

- the reijection of formal authority ox

preased b .
- the sensitivity towards soocizl constraints . ¥y trends such as :
- the flexibility towards standards

- less attraction to order.

- back to nature

- health and shape concern

~ need for roots

~ integration of the time perspective.

{2) Sticking to new values, voracity
There is the will to live intensively, to enjoy life, here and now; we
find such trends as :

- the taste for risks
- sexual permissiveness
- intense and lively style

Decline of combativeness, seareh for security

‘Here we find 2 number :
_ of trends showin i iti
‘such as social status, combativeness :g Fhe decline of traditional values
- neon-achievement
- anti-standing
- decline of the mone
¥ a5 a central val
=~ need for security e
~ search for professinnal selfactualization,

(%) SOBEMAP : Société Belge de Mathématiques Appliguées : private company

working i.e. in the field of marketing studies.
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The sociocultural map which has been established on the basis ofj?ﬁf gtg;
bal Belgian population serves then as a reference to apprei ate e
trends of any subgroup measured by -the above mentioned indﬁcawqrs.hase
subgroup will be deseribed by the fact that it is "ahead of Ei in p
with" or "hehind" the trends demonstrated }n the global population.

i _}1gian banks have been analysed
For example, the clients of two large Bé
through tha{ method. It is interesting. %0 see how different they are (7).

The clients of bank A look :

- relatively traditional ) )
concerned with the socgial contraints but without any contestation
much in advance on most cof the trends related to the area of
"fusional harmony" )
very sensitive {emotionally) to other pecple concerns/feelings
looking for a quiet iife (back to nature, peacefulness)

- attracted by the “irrational"™,

Whereas the clients of bank B present very different trends :
i i i joyi he current moment

voracity, intense life, enJOylng-t t ) . .

much sen;itive to social constraints (what if f.ex. calling maximal

flexibility in opening hours of the branches)

- open to change

- sexual pernissiveness .
wanting %o express quite freely their personality

valorising the feelings o
poney to them is not a soeial language but a tool for living.

2. Sociocultural analysis in companies

2.1, One case analysis

The method which has besn described has also beeg applied among zthezstzz
SOBEMAP in Belgijum and COFREMCA in France (8}, in order to construc
sociocultural map of c¢cmpanies' personnel.

In one of the Belgian companies where the analysis was conducted% EEZ
sociocultural map (see Appendix TI) shows, for the whole group ¢ ¥

.

personnel members, the following main trends :

(1) the adhesion to new values, which appears‘iq the taste for r%gilta
limited attraction fer order, sexual permissiveness anq the at% y
to establish open communications with very different environment;

(2) the search for novelty, for fashions, for new pr?du?tg ?ng i:sfs;ci
capacity for personal creativity, for accepting irratiomal [lact
opinions;

{3) on the other hand, this personnel is neot very much int?rested by the
current ecclogist trends (back to nature, hypernaturall;

(4) finally, these people demonstrate a high need for achievement, Social
) status and money remain central values for them. They do not follow
the current movement of indifference towards effor{, material goods

and the status they give,

The examination of the sociocultural map worked out for scme specifie
subgroups in the company shows that only a portion of these trends is
shared by the whole personnel, and that ezch subgroup has some unigue
characteristiecs,

Let us have a look, for instance, at the maps carried out for the person-
nel of the production department (Appendix III} and that of the sales
foree {Appendix IV}.

The preduction personnel appears as a group of pragmatic individuals, not
very much inclined to narcissism or hedenism, not very much ecologist.
They are ready to accept novelties., They are also achievers, Money is an
important value for them, as well as the social status it gives. But they
do not much seek their personal fullfilment at work, Their Jobs remain
" esgentially a way of earning their lives, but not a mean of selfactuali-
zation,

Finally, the search for adhesion to the group, for shared emotions and
‘feelings is characteristie of that subgroup. This can be explained parw
tially by the fact that the production plant is located in the Flemish
_part of the country, where the need for belonging is generally very high.
~.This trend could be then a societal characteristic, In addition, this
"growp is composed of a ma jority of blue collar Hobkers, generally less
“individualistic than the management persennel,

The map ecarried out for the sales forees personnel shows some common
traits and some differences between the twe groups :

First, these people are very much concerned with their personal appea-
‘rance and attracted by %the novelties. They are open to new ideas and
.products, Lo the fashion. They like to show off, as a way Lo assert them-
selves, but not by gratuitous narcissism.

The sales personnel also seems rather individualistic, and demonstrate a
ihigh flexibility towards norms. They do not easily yield to an imposed
:discipline. .

The main common characteristics of the production group and the sales
force are the need for achievement and the concern for sccial status,
‘which are even higher in the second group than in the first one.

In the aggregate, the personnel of this company shows a very deep concern
for material values, but not z strong professional invelvement, in the
-sense that the job is neot viewed as a source of selfaclualization.
ather, the work appears as a way te earn one's living,

As could be expected, the szles forece is formed with very individualistie
perscnalities, concerned with their appearance, and open to novelty,
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or cultural change,

It also provides the top management with information about the best
way to communicate with the personnel of the company. In this sense,
the sociocultural map becomes again what it was originally, namely a
markebing analysis tool, The "product” to be sold being here the com-
pany itseif, its identity and its main strategic axes, and the "mar-
ket" being the personnel itself. .

d for belonging. However,
eas the plant personnel has a gtnopger nee

:E?; feelinglzf belonging holds more-for-their immediate environment {(the
workshop, the plant) than for the compan%las suech,

2.2. Utility of these resulEg

(4) Irn 2 period of maJjor changes, such an analysis can provide valuable
indications about the personnel’s capacity to accept new values, and

=) Duility of the elopal nalyeis about the kind of values that could be developed within the company .

It is obvicus that the sociocultural analysis does not give information

bout the corporabe identity.
;ather what it does give 1is information about the people's personal
H

values, as individuals. )
Conseq&ently, this tool makes it possible to evaluate the coherence

between the first and the second.

“{5) Finally, when the top management wishes to modify the "soeciocultural

nix" of the company's personnel, this approach could usefully guide
the recrutement policy to be elaborated.

-b) Utility of the typological analysis

In the case which is prescribed above, for example, one of the corporati
culture norms is that the relations between the members of thehPeriZQZis
are quite participative, and informal. Workers o; all hieréz? l%he vers
are invited to give their opinions, to_expres th§1r creativi Yil ¢ o
pany has organized very soon gquality circles, which are actually

as guite useful and productive.

It is of course possible, on the basis of the sociocultural analysis
tool, to make any kind of detailed analysis of the several subgroups com-
. posing the company : one can distinguish between the personnel of the
--various departments, geographic locations, hierarchic levels, between men
and women, junior and senior personnel, ete..,

_We have seen in the above case that the analysis had very clearly un-
-eovered the fundamental points of convergence amont the personnel of the
‘company, on the one hand, and the local specificities, on the cther.

This is ocherent with the values which have been evidencgd by the isc;o—
cultural analysis : personal creativity, taste for risk, searc or

novelty, for irrationality, aptitude for the dialogue.

In certain situations, the sccial strategy of the company must take into
-account guch differences, For exemple, the communication tools and the
messages are to be adapted to the various targets.

Furthermore, it is interesting to note that th%s kind of analysis sh?:ﬁ
very clearly that, even if the corporate identity mqst be coherent wi
the personnel's deep values, both are not the same thing.

The corporate culture is undoubtedly built upen the personnel's valu;s,
which assume the coherence between both, but there carmot be any confu-
sion between the two concepts.

2,3. Possible improvements of the method

The soeiocultural analysis tool can be improved in several ways :

i lysis of the personnel of a com~
As a conseguence, the sociocultural ana s :
p:ny does Cjnot c;mpletely substitute an investigation of the corporate :
culture by a elinical qualitative inquiry.

(1) Cluster analysis

The same data can alsc be submitted to a cluster analysis, which means

‘that the main groups of the company are searched by way of statistical
‘analysis,

Nevertheless, the utility of such an analysis is notable for the follo—.
wing reasons @

{1) It permits to confirm and significantly enrich the data gathered

This provides a good information about the level of "soeiocultural homo-
about the corporate identity.

genity™ among the company personnel.

(2) It leads to a diagnosis on the coherence between the corporate iden-

tity and the personnelts fundamental values.
I; {hat sensgz one may think that the strongest that coherence, the

strongest the corporate culture.

3 {2) Socioeultural analysis of the company's clients

th such enterprises as service companies, for exemple, it can be interes—
ting to determine if the personnel which is in close relationship with

{3) Information about the socioccultural trends of the company's personnel the olients is also Nsorioou ety eaaen oo Thlose relat

makes it possible to evaluate the opportunity and the-chancei of
success of any action envisaged in the field of the social strategy
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This is another use that can be made of the sociocultural instrument. Its
usefullness is obvious to achieve the best adaptation between the marke-
ting and personnel strategy.

. Sensii}ility to own environment
» Integration of time

+ Health & Fitness

CONCLUSION

¢ Intraception
+ Sensible to manipulation

The socigeultural analysis is a tool which, in the context of the cultu-
ral investigation of the company, presents some advantages, but has also
its limits.

+ Need for roots

» Novelty

» Simplification of life

The advantages are that

1) it makes it possible to decipher the personal values of the company's
personnel and to measure the level of coherence between these values
and the corporate Iidentity {or the identity which the top smanagement
wants to build for the company).

o Peracnal appearance
. Hypernatural

* Emotional experience
s Decline of Belglan patriotism

+ Narcissistic egotism
.« Polysenauality

= Fulfilment at work

2} it makes it possible to appreciate the level of homogenity or hetero-
genity of the personnel, from the sociocultural point of view. It
also permits te throw light on the varicus groups existing in the
company and to analyze the differencesz between them.

® Self manipulation
» Self expression
#» Personal creativity
* Back to nature

# Irrational

3) it gives valuable information in order to elaborate a social strategy
and even a general strategy, which is adapted to the needs, the
trends, the values, the skills of the perscnnel within the company.
And this is undoubtedly a major stepping-stone for a high per-
formance.

pecurity

The main limit of this tocl is that it does not give direct information
about the corporate culture and identity, in the sense that the whole may
have characteristics which the analysis of the parts does not show. In
this respect, the sociccultural analysis does not replace a more quali-
tative and global investigation of the corporate culture. But it provides
information which certainly permits to confirm and enrich the diagnosis
elaborated on the basis of such investigation.

Bio-emotivity
Intens life
Trust in science »

Integrated feminity
{rom financial rescurces

Sensible to social pressure
Sengible to violence *
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.
Decline of valorization

Taste for riska
.
Hedonism ,
Blurring of sexea . -
Open towarde changea

Sexual permisaivenees
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e Mon achievement
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Appendix III1

Production departement.
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ENGINEERING CHANGE: DOCUMENTING STAFF SUCCESSES WITH VIDEO
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ABSTRACT

i i i tiy in
This paper reports on a video egperlment curren 1
progress inside one of Canada's lead}ng panks.l The technique,
called "anecdotal video” relies on six minute informal
documentaries that describe specific branches of the bank where

veloped some new, fun, upbeat customer service idea
Soars have s # G : The philosophy behind
i i h: high :
the experiment resembles that used in competency researc
perforﬁing corporations, or high performing managers are selected

using their own design and local talent.

heir distinguishing features are then used to drive a larg
;?gg;am of corpoigte culture change. The new ;w1st is thgt.the
videos document high performance, team creativity and positive
attitudes for front line teams. i t
gstories can now be used directly, as a means to inspire cother
staff groups. In each videc the focus %s on a specific branch
team and how it seized a given opportunity. .
leadership can play in encouraginglsuch developments is only
implicitly addressed, These materials, wpen shared Vl?h the
staff at other branches, are expected to induce a spirit of
emulation. It is believed that this highly emotive and sym
technique will be effective in helping to "sprout" new
subcultural innovation teams throughout the corporatlon.l Two
sample six minute videos accompany the paper's presentation.

AUTHOR'S BACKGROUND

i i it is i tan
To appreciate the "anscdotal v1de9“ concept it is impor _
to know tggt the author of this paper is a fully trained cultural

anthropologist with sixteen years of experience teaching this

subject at the University of British Columbia. - For the past fi_

years, however, she has moved gradually into the field of

organizational behavior and (more specifically) into management

ini i Professor
training. Although she continues to hold the Full
title (gow at the University of Tercnto), the author currently
works full time as a management training consultant.

design issues concerning training program development. The

second team member, cameraman and technician for the videos, is

In sum, short well-told success

The role menagerial:

kolic

chh of h
work involves ethnographic field research and behind-the-scenes
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thirty-year CBC veteran specializing in documentary film making
for Canadian TV. This unigue combination of skills and
theoretical backgrounds lies behind the "anecdotal video™ concept
and helps to clarify its cross-cultural roots,

THE THEORETICAL BACKGROUND & AN IDENTIFICATION OF WHAT IS NEW

The idea of looking at the successful corporation or the
uccessful person, and then attempting emulation, hasg been around
& long time. Indeed, if cne left out the word corpeoration and
substituted terms like family team, hunting group or drama
troupe, then this emulation idea has been with us as long as
mankind has enjoyed social organization in any form. What used-
© happen almost subconscicusly through apprenticeship to a

aster manager or craftsman has only in recent decades been made
available via classroom or seminar training. Indeed, in learning
uman communication skills it is still one's own favorite senior
work associate, or family elder handled difficult motivational
and leadership issues.

& Looking at ideas and contributions closer tc the management
consultant field, the recently pepular books In Search of
Excellence and Passion For Ex~sellence stand out. Both works are
based on the guestion "what did the excellent company, the
osutstanding performer, do that was different?" Well before
either was published, of course, consulting companies like the
Forum Corporation used various in-depth technigques to identify
management practices that serve to differentiate a company's
cutstanding performers., Such specific practices were then
routinely built into training programs designed for other
hanagers, im an effort to try to raise general levels of
performance, company wide. Many pecple have alsc locked at
performance differences cross culturally, particularly at the
Japanese model," The post war Japanese economy has been very
uccessful. Hence many have asked what do the Japanese do
differently and could some of their management techniques work in
ur country?

. There is no doubt that a lot of the ideas generated by this
Xind of competency research are good. Many companies, for
example, have adopted the Japanese "quality circle" idea with
some success. The Forum Corporation, furthermore, has had a very
gubstantial success rate in designing training programs where
specific management practices, successful in a given setting, are
pre-researched and then built into case materials and simulation
xXercises for others. Anonymous but current feedback from
subordinates, as well as from colleagues and from customers, also
helps to stimulate improvement.

. Closer to the focus of the present paper is the fact that
recent research suggests that customere sense changes in the
managerial climate of a given office (or other setting) where
they receive service. Staff, therefore, are often the medium
through which a general set of corporate attitudes are
transmitted to a wider public, Like braking fluid, or the car's
clutch connect the car to its wheels, company staff are the means
by which a corporation connects with its customers. Good staff

er
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teamwork ultimately makes the difference in whether the right
kind of customer is attracted to a company, and in whether they
will show up in adeguate numbers. :

As yet, however, we have little expertise in how to involve
line staff in the culture change process, We know that quality
circle kinds of arrangenments can help encourage line
participation. But little research effort has been devoted to
comparing highly successful line teams with the moderately
successful ones apart from looking at leadership and control
issues. We knew that the right managerial practices can make a
big difference, but what else could one do to ald a program of
corporate change? What tdple can one give work groups directly,
to help them think about their role in the organization and to
help them seize opportunities faster and more directly? We know :
that all managers are not equally successful leaders of change,
ner stimulaters of creative effort. And even when the manager is
a talented facilitator there is still a need for ceorporate
support for the new ideas that sprout. Concrete illustrations,
like good role models, always help the change process along.

Three standard tocls presently reside in the consultant's
handbag. One is to provide the staff (or the manager) with lots:
of written material. Often this is quality material,
incorporating lots of positive spirit and lots of suggestions.
But today's managers are inundated with too much paper already.
They don't have time to read it all, let alone tec pass the ‘ideas:
on to staff. And the same problem holds true for line personnels
They either have too much paper to deal with already, or/and they:
don't like to read, Very few people today will read something
given to them at work and be stimulated by it in a creative
sense, If they read it at all it is because they have to read
it, they were told to read something. The problem is reading
becomes defined as "work" to be dispensed with, something to be
put behind one as soon as possible.

A second approach is to have a series of training seninars
or courses that staff can be sent on. These can be fun. They
can also be a lot more stimulating than just reading about ideas.
But there are several draw backs here too. Courses for line :
staff in a large corporation are a huge undertaking. Simply put,
there are too many staff to ke reached. B&and secondly, one can
not normally send work teams on a course., Ifone did the whole
work unit would have to shut down. Thus managers have to pick _
one persoh here and one perscon there to go on a course, qhile the
work continues. Doing this does net create a team experience,
the needed spirit of cooperation., How can a person whe went on
such a course the communicate their experience to the others,
back on the job? Those left behind may also become jealous that:
they haven't been offered the same opportunity, or at least not
so soeon, .

A third way to facilitate communication, in a situation‘
where a corporate culture change is desired, is to prepare video
presentations. The usual technigue is to have by very senior
corporate staff speak out on key issues, Such presentations do
have some impact. Done well, they show that senior management
support the new ideas. They can alsoc give staff a new sense of
the personality of their senior leaders. Such videos help

‘permeate a company with a sense of purpose...even with an
uplifting vision of the product, product teams, and of the
satisfied public to be served.

These executive video presentations, however, also fall
-short in some ways. This style of communication helps to unify a
company a2t a symbolic level., But such videos take the form of
nessages "from the top." Staff audiences generally react well to
these corporate messages if they see nothing else, They are
pleased to see the Chairman's face or to hear the President's own
words. His staff may remember one or two key phrases or concepts
weeks later. They may gain a little pride in their company's
efforts to communicate, and be reassured that someone thinks
their role as line personnel is important. Yet there is rarely a
lively discussion after such video showings. What can one say
except to praise the Chairman's words or to repeat them using a
somewhat different vocabulary and a few local examples?

. Anecdotal videos, therefore, add one very powerful tocl to
this list of culture change techniques. These short,
ethnographic capsules provide concrete examples of things other
staff groups, often people in one's own company, have done. Yet
such videos are net lecturettes. Anecdotal videos are little
stories, stories that a particular staff group tell in their own
words. They are shot on site, in the work area, and are very
informal in tone. Often you can hear work noisges in the
background. Sometimes a co-worker even walks through the shot.
The lighting may not be just right, and the focus may be cut
because the camera had to jump quickly to a second person in a
group discussicn. But the story is real, and the feel is real.
Part of the intended symbolic message in such videos (never
verbally stated) is that enthusiasm is important and that
formality is not. Not everything a team does has to be socially
polished. The staff is not being asked to perform on stage, or
to be like a group of executives in a video studic. Instead they
are being praised for being themselves. The focus is on the
group's perscnality and on their creative, rescurceful style.

: In addition to being informal, anecdotal video is always
upbeat. It is set to music, first of all, and the music is
Pleasing. Furthermore, what the staff who are interviewed say is
full of enthusiasm. The feelings expressed suggest that the work
ig fun, and that the people interviewed are thinking on the job.
There is laughter and there are body gestures. Sometimes the
chservations made or an interplay hetween perscns captured by the
camera contain scome nice humor. Hence one could say that
anecdotal video has a "folk style". Furthermere, such videos
c¢onvey a mood that is specific to the work group in guestien.
Fach anecdeotal video, therefore, is different in mood. No
uniform company stamp can be put on them, except for 2 logo at
the beginning and a repeat logo at the end.

THE VIDEOS: THEIR SYMBOLIC CONTENT

w7 Each anecdotal video contains a little story, a story that
has the gquality of a folktale. ZEach says something about some
little but very creative "thing" that work group did, and it




110

tells how that little thing got started. Often there is even a
hercine, or a hero, or hero who pursued the idea under duress.
There can also be a magical spot where the discovery occurred.
Since watching these videos leaves the viewer with lasting
memcries, these works also have a kind of mythic guality. They
take place in an unspecified time frame, yet describe the origin
of something new. Sometimes magic objects contribute to this
feel...a special ashtray, a funny poster. Most importantly,
perhaps, the staff in an anecdotal video speak from the heart.
They speak for themselves about what their work feels like and
about the teanm environment they know.

in additien to the official logo of the corporation at the
beginning and end of each video, less formal references often
appear "acclidentally" in the film. These can be a hat a given
staff person wears, a sign the camera caught in the background,
or even a logo on a desk. Nonverbally, therefore, a corporate
presence is usually obyious..) Yet all ideas and all the
enthusiasm in the story come 'from line personnel. That
enthusiasm, of course, must be genuine. One can not “"fake" such
a video. It is a documentary art form, The story and the mood
must be there te film,

The anecdotal video is symbolic and emotive. It makes
statements about feeling, and those get matched by music that
captures that particular feeling., And the art form is always
setting specific. People are at work in the background.
Sometimes customers may be seen. Hence these videos model mood
and attitude as much as they model specific ideas or behaviors.

THE VIDEQS: THEIR DESCRIPTIVE CONTENT

The two videos that are part of this paper are abeout two
very different branches in a specific Canadian bank. At cne
branch there is a poster campaign. It is an all female branch
staff and the women enjoy hanging picture cutouts of various male
reck and movie stars in the staff washroom. After a while they
began to draw cartoonlike ballecns issuing from the male mouths.
They had words in them like "I'm in love with Kathy" or "you can
have my mind, but my body belongs to "Susan." Sgon it became
time for the annual VISA campaign and someone suggested a big
wall poster made from these male cutouts,
pictures and made a large hanging =ign. Then they changed the
sayings in the mouths of the characters so that the humorous
comments were all about VISA. For example one rock star with
long hair now said "My hairdresser takes VISA." Another
character lies on the beach and says "Its so nice here.
I hadn't forgotten my VISAM, .

on film the staff are seen during an informal meeting..
There they respond to questions about how their idea grew. The
video scenes go back and forth between this story, the laughing
faces o¢f the staff, and close-ups of the poster. The music is
very upbeat. Furthermore, the manager of the branch comments at
several points about how it was a staff idea and akbout how they
have made all the difference. She also describes how she conce
respended to the question "what if someone shown on the poster

I wish

So the staff took the

:ants to eue you for this?" Her answer, given with a lovely

to talk to him." oOne teller comments that this VISA campaign was
a big success. YIt is a hard product to sell these days, because
most people already have a VISA. The customers loved the poster
and they laughed as they stood in line. fThe idea was great for
creating a positive customer mood."

The second video shows a different branch, one witha
contrasting style. There the branch team is less raucous. The
‘tone is soft and contemplative. Here the staff speak from thelir
desks and their wickets, as they work. Their little idea was a
simple one. They determined that they would look in each
‘customer's eyes as they served their clients. After each
transaction they would mark down what color those eyes were.
Later there was a competition, of sorts, between the tellers and
the counter officers to see who could mark down the most eyes of
‘a particular color on any given day. WVarious staff talk about
how the idea criginated in a quality circle meeiing. They also
‘talk about how their feelings toward customers have changed, And
‘they joke about how they now use various tricks to get a custonmer
te look at them. ] :

One customer is shown as the teller tells him about the
idea. He laughs warmly. One assistant manager speaks about how
such customers like the extra attenticn they are getting. A
clerk comments on how he likes the branch and about how he is
having fun. He likes coning to work in the morning. In between
the various segments of the video there are close-up shots of
pecple's eyes, most of them smiling eyes. The narraticn also
talkes about eyes...the great topic of conversation at this
branch. Soft music sets the wider mood of the piece. It is a
warm, pleasant and very human atmosphere to work in.

PREPARING THE GROUND: SOCIAL AND CULTURAL VARIABLES

These videos can net be done in a vacuum., Anecdotal video
must go hand-in-hand with a larger program of culture change
initiatives., Firstly, such videos can not be filmed nor
presented in a vacuum. Staff must understand that they are part
of a new mood at company headquarters. The senior executive must
be shown to be supportive of innovation, interested in new ideas
or guality and for service.

Fun on the front line must be understood as a key to
productivity, and appreciated. In addition, the managers of such
work units must be prepared for this kind of mood change, They
must already be familiar with the ideas presented and be willing
to support innovation, creativity and risk taking from their own
staff, Generally, a managerial training program built around
these concepts should proceed the wide distribution of anecdotal
video modules. Furthermore, most cerporations have "internal
barriers", wvarious departments and/or procedures that handcuff
taff spontanelty. Usually these contain subtle messages that
ask staff not to innovate or rock the boat. Steps must be
undertaken to dissolve such barriers at the same time that these
video models of changed attitudes are distributed. :

laugh, is "If Robert Redford would like to sue me, I would just leve
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No one thing, by itself, will achieve a major corporate
culture shift. With a great corporate octopus installed, having
much history and many tentacles, a 1ot must ke done to change
work habits. Training courses, executive videos, anti-barrier
campaigns, feedback procedures and reformed reward structures are
all needed, This author believes, however, that an anecdotal
video library can add a forceful tool to this larger kit.

PREPARING THE GROUND: PRODUCTION REQUIREMENTS
Anecdetal video is a technigque that requires special

eguipment and a special persennel. The camera person must have
prior experience shooting ih the informal "as it happens" mode.

This person must also skillfully adapt a low key, fade~into-the-

furniture style. On line workers are not accustomed to being on
camera and, understandably, 'can get uptight very gquickly, They
have to get used to the caméra and the camera person...and then
forget (at least partially forget) that its there. The role of
the ethnographer/interviewer ies alsc very impertant. This person
must know the locale and have an idea of the story beforehand.
The ethnographer must do the talking, engaging each perscn eo
theorcughly that their focus is on the conversation's contents and
not on the camera, ) :

Technically speaking, there are also several hardware
considerations to bear in mind. The videoc camera nmust be one of
the small, high quality ones only recently released on the
market.
to withstand extensive editing and copying procedures. The -
camera will normally be hand held, simply set on a desk (or chair
back). Tripods are too unwieldy, and they only call attention to
the project. BAdditional lighting is sometimes necessary but it
must be kept to a minimum. Once set up it should be ignored.
Perhaps the biggest technical problem of all, however, is the
sound. In most work settings there is a great deal of ambient
sound. The microphone on the camera picks up much of it. Neck
mikes and wires quickly tense people up. They also make the set
up for each conversation much too involved., An extension mike,
mounted on the camera, appears to be ‘the best dompromise
available. Nonetheless, ambient sound will always be a problem
with the anecdotal video. Interestingly, it does add to the
style of the whole, which is always one of realism and
informality.

Much of the art of anecdotal video is in the editing.
the role of the producer is crucial.
be produced by the person who researched the story and who was
present at the shoot. Otherwise one can not accurately capture
the mood of the work setting correctly, let alene the true story.
Editing, however, should be done in a professional studio. The
bits of the shoot must be pieced together as smoothly as
possible. Anecdotal video requires a lot of ecutting and editing
work, not to speak of later laying on music and a brief
commentary. The amount of work at this stage, furthermore, is
always unpredictable. Some stories and some shoots require much

Hence

more editing than do others. It depends on how the tale unfelds, .

And the film it uses must be of a technical gquality able -

Anecdotal video should only
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- One must now ask how does the ethnographer locate a good
-anecdotal story? The two films that accompany this paper were
‘produced ae part of a larger program of change embarked on by one
specific Canadian bankX. A major training course for branch
‘managers proceeded the video development work. This week long
seminar focused on leadership, risk taking, and the importance of
‘fine customer service at the branch level, Ten manhagers that
went through this program early on were then selected to form a
epecial group. They were then followed by the author for a four
month period after the training program had been completed.
. This follow-up research was used to help the bank decide
about heow it could best maximize the benefits of their training
effort, 1In particular, there was interest in how to convey the
messages and the mood embodied in that managerial course to loecal
-8taff, Assigned to this follow-up proiect, the author became
‘ethnegrapher. She personally visited all the branches in the
epecial sample. Some branches were visited more than once.
Furthermore, all were repeatedly contacted by telephone. In this
way, several branches that had good stories to tell were located,
It should be noted, however, that despite all the ground
work, one story really happened during a branch visit, and was
unknown to the ethnographer beforehand, That this branch had a
the humorous poster on the wall was a surprise. It was known
that the mood at the branch was good, but no one had described
the poster. It was just “there' when we arrived. In sum,
anecdotal video is an unpredictable medium. Sometimes the best
stories grow out of the unexpected. One sometimes has to hang
around a lot in order to get that special "unexpected"” story to
“happen.

~FUTURE DIRECTIONS AND OVERALL DPURPOSE

The anecdotal video idea is still under experimental
development. We would like to produce a series of such videos
within one corporaticn, enough to form a proper series. It is
~hard to know how many it would take before the necessary ground
;gets covered. At a guess, ten or twelve for a specific corpora-
tion should be encugh to convey the key ideas the videos are
intended to advocate (creativity, fun, and good customer
~relations). Such films need not ke all sent cut to a branch at
-ehce, furthermore. They can be staggered in a sort of newsletter
format. As such videos do not bhecome dated very quickly they can
“also be made when opportunity knocks and then kept on hand for
later use. The major intent of building a series of exanples
iwould be to show them at the branch level. However, such films
ccan also be used in a variety of training course formats. They
can serve to show managers, for example, what an upbeat, turned
on branch staff feels like. They can also be shown to persons
working in various internal departments (mortgages, computer
services, etc.) to give them a better idea of their clients, the
‘branch staff personnel.

) Each anecdotal video's larger purpose is to effect culture
change, at a grass roots level, in a large corporation. Videos
:modeling real life examples from within the industry, and
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i i ke a huge impact.

rom within the company itself, can ma .

gggiiuéiguientaries that show a fun atmosphere.and a creat;zzudes
staff at work should go a long way toward helping these a

i one such video has
urish throughout the corporation.
zirgigyrbeen showi to ancther staff group. The response was

1 at branch had a good
Several people commented "Gee, th We asked for a call

tric. ]
Eéii I wonder what we could Cﬁge up with",

’ ] ts underway. .
e e e rotians can often be unwieldy and seemingly so

e corporaticns can ' :
similgz?gcrossp1ocations. Here is a tactic, a str:;egg;ﬁ:lgfme
build enthusiasm and loyalty to the whole, and az iike Ry
stimulates local individuality. The informal, ih?ryand JStyie
anecdotal video makes it engaging, while its m% lcitive e
qualities alse make it a very powerful agent of pos
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ABSTRACT

In the past year Organizational Developuent {0D) as a formal
program has been virtually terwinated in the Army, Alr Force and
" Navy. There are diverse reasons for the uneven history of CD in
"the military, only some. of which relate te the difficulty of
ehanging very established organizaticnal cultures. There are
several lessons %o be learned about the politieal, econcmic,
sccial, and bureaucratic dimensions associated with reengineering
cultures, Although temporarily diminisheg¢, the Future prospects
and opportunities for ©GD in the military are significant but in
directions anpd forms that may not reflect the conventional wisdem
-Rharacteristic of contemporary OD theory and practiece. In parti-
gular, rational linear perspectives of change processes in organi~
‘zations need to be greatly tempered by adaptation to anarchie (i.e.,
garbage can) properties of complex institutions such as the
nilitary. Also, corganization culture may be influenced by certain
nanpower and personnel practices more strongly than by fashionable
“leadership nostrums eurrently touted in the management literature.

Over the last two decades the American miiltary has experienced
¢h organizational change as it has over the past two centuries,
was its first foreign defeat and the abolition of the
draft perhpas its biggest domestic sethack. Societal pressures
and demographic trends have substantially increased the numbers
#f blacks and women serving in uniferm in what was traditionally
an institution dominated by white males. Turbulent geopolitics,
uncertain econonies and accelerating technologies have zll contri-
buted to a chaotic environment that makes organizational adaptation
exceedingly problematic for large conplex institutions such as
he military., This article considers the efforts of the American
military, over the last two decades, to engineer its culture by
discussing the genesis, evaluation, and decline of the practice
©f Organizational Development (0D) as a vehicle to produce organi-
zational change.

. Organizations typically exist in a reflexive relationahip
With the larger societal environment, i.e., they both influence
nd are influenced by the external environment. In this reciprocal

s mu
Vietnam
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relationship, the organization as a unit of analysis, often

evolves into a microcosn of the larger entity. Such demograpkic

and normative characters of organizations are typically studied
by considering the unlque influences of botk their internal and
external environments. In discussing the genesis of 0D in the

Anerican military, it is important to consider the internal and

external pressures for change,

) In the early 1970's Organizational Development was introduced
into the US Navy, the Army, and to a lesser extent, the Alp Force
s one of several initiatives to respond to the crises in leadership
and maragement that threatened the basic foundations of the
uilitary (Gabriel and Savage, 1978). During this period, ©.S.
wilitary organizations becane targets for change as social and
politica) tensions grew to monumental proportions, Sonme key

envireamental ceccurrences which affected nilitary organiszations

included intense racial turmoil, the ldentity erisis which beset

‘the military during the late stages of the Vietnam War; and the
decislon to abolish the draft in favor of an all-volunteer force.

‘These factors, combined with a highly aetiwvist soclety at large

“and increasing congressional demands for action served to heighten

ferces for change.

. In considering the internal environments of American military

'organizationa, similar precipitating agents ecan be identified.
"Grass-root® initiatives in the field, some stimulated by the

-8hift to an allevolunteer force with its unique leadership and

‘maragement requirements cowbined with supportive and enlightened
key figures in the military structure, provided internal pressures

that helped germinate new directions for the application af

ehavioral sciences in the military services. In an era of large
defense budgets and faced with the overwhelming civilian ecriticisn

‘Which cut deeply into the fabric of military stability, the stage

was set for the introduction of 0D in the armed services. OD with

ts humanistie and egalitarian values was a stark conirast to the

‘authoritarian traditions of the military. 0D was thus seen by

‘Some as the obvious antidote to the ills and deficlencies attri-

:butable to archaic philosophies of exploitation and servitude.

- As one might expeet, the evolution of OD in the different
'ilitary services reflected the unigue missions, organizational
structure, and culture of the respective service cerganization,
rior to the decade of the 1970's, the major military people
‘Programs were characterized by both human relations ang human factors
rientations, As reported by Butler (1981}, the ¥.S. Air Force
stablished the Human lesources Laboratories in 1946 at several
dses to study huwman factors, motivation, performance evaluation,
dreer patterns ang aptitudes, and a nunber of nore human relations
riented subjects like pacial and sexual integration. The Army's
fforts resulted in the establishment of 1¢s Human Relations
Office in 1950 focusing on issues of ¢ross=-cultural cemtiunication,
daptation, enlisatment, reenlistment, and other areas similar to
ir Force interests. The Navy's orientation was also very similar,
ocusing on human factors.
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“From this research,
development as the st
. problems,

In the early 1970's, similar efforts ware underway in the
Arny. Under a very Progressive Chief of 3taff, General Bernard
_Hogers, indepth studies on Professionalisn and leadership were
conducted by the Army War College in cohjunction with a behavicral
8sc¢ience study group. Acecording to Schaum (1977), these efforts
set the stage for a three-year experimental
8ix pilot projects, under the direction of Headquarters, Department
-af the 4rmy. These brojects colleetively focused on the evaluation
of 0D in various military contexts. The project loeczted at Fort
Ord, California was eventually selected to provide the capability
for oD training and officially became the Organizational Effective-
Bess Iraining Center on 1 July 1975, .
. 1975 marked a turning point for human resource nanagement
‘issues in the Air Forece. Prior to that time, efforts were largely
decentralized and tended to center around man-nachine and job
‘design issues, especially job enrichment (Herzberg, 1966). In
April, 197%, the U.S. pip Force Chief of Stafr established the
“Alr Force Management Improvement Group (AFMIG). Tts broad charter
was to "make a good service better™, The greup was "people-oriented®
and developed & signiticant nuwber of initiatives directed at
‘improving the quality of life of USAF members., (Gregory, 1977} .
Two AFMIG initiatives were instrumental in creating more centralized
Policy in coordinating OD efforts. Cne initiztive was the establish-
went of the Human Resource Devel
najor function was to institutionalize existing HRD programs,
Provide centralized direction, and develop HRO initiatives, The
ether initiative involved the establishment of The Leadership
Managewent Development Center (LMDC) whioh had a three-phase
mission: curriculum development for leadership and management
éducation, tralning of instructors and starff officers, and field
consultation in leadership and management,
The decade between 1975 apa 1985 witnessed many efforts to
further institutionalize 0D efforts in the different military
sarvicees, B3Success waxed and waned depending upon mid=- to upper-level
champlons rotating in and out of strategic and influential pesitions
in the military hierarchy. Also, OD pregrams were affected as
defense department budgets fluctuated. Many other factors, as
‘Well, would come to affect the viability or military GD programs.
: h key factor underlying the effectiveness of these 0D Programs

the pilot group identified organigzational
rategy offering the most promise for Navy

As the 1970's approzched with increased turbulence in humin
and social relations, Arwuy and Air Force efforts more cln;glz
paralleled the existing manifestations of the proﬁ}em:fre::écziEEG

z eviously
Hav efforts remained about the same as pr ¢
(;ugier 1981}, For exanple, in the area of race relatlogs, as
forces ;ithin the greater American society began to demand more
racially balanced policies, the Arny gnd Air Force madelsamz
representative responses in those directions. TQe Ngvy h?fgncr
and policies remained at the one or two pe?eeqt minority off}cer
representation level that was characteristic of Navy office
ition during the 1960's.
compo;any early attempts to humanize the Armed Fagces were ha;tiiy
onceived responses to very visible and capastrophlc crzsesil t? n-
publicized race riots in the Navy (e.g, Klttyﬁﬁayk, SonsF:atfo:Diﬂ
i i idents of insubordi
and Hassayampa) nore violent inei
Vietnam, and inc;easing lavlessness at wany :mifica:m:aziirggzgig
denonatrate s
lmmediate and pervasive measures to bive
d a convenient perspecti
i iative, hovwever cosmetic. OD offere P
3ﬁi§n promised not only social harmony but incrgased effectlvengis
as well With OD's solid academie foundation, it f?f a respectable
) ! the mi ary.
which had irresistable promise for
PemedKll efforts at this point were not coheregtly plannei :nd
coordinated. 0D could he wmore accurately deaprlbed ag ez: vlzg
through the innovative efforts of afewhighl%motlv:tiiiﬁgiger:aWh;
i hods; an

¢d in the application of ips me@ ; !
2ziilwilling to undertake some risks in exposing them%elvea to
the benefits 0D efforts purported to offer (Sehaum, 1977 . cubive

Az champions emerged, sufficiently high in the gxg
chain of command in the respective services to positi:ﬁﬁg;:;f%::g:e

i ts in the more cecordi .
and propoulgate existing efflor dinat foras,
tskunkworks" were established.
special preoject teams or 3 areoly independent
1970's the Air Force, Army, ﬁn avy,
zirtie ggnother, developed centralized efforts to bebte{ ganaie
human resources. Much of this was in response to DODlpollcles in
the area of human goals to liberalize and jmprove civil rights g
the miilrsﬂf.Admiral Elnmo Zunwalt becane Chief of Naval Operationi.
The philoso;hxcally liberal Zumwalti representi% aN;ﬁfi;fiiZdin
to characterize e
managerial values that had conme . 3 et
3 Zunmvwalt's impact en e ¥
tional, According to Butler (1981), P avy.
tood in light of e
agent of new values could be unders
3:1::13t2gnation that had evolved between Woigg War g;h:;dwgggoa
i i leadership com ;
Traditional modes of authoritarian ) Jren =
i ity population in upper e
greatly underrepresented minor : Jopper enlisted
despite substanial m

and officer ranks had endured oV A
hout society., One of Zumwa s :

equal opportunity throug ; A bt

i hese 1ssues., In doing so, he
projects was to address t : 1s " e e e ey

f s ive highest priority to a ¢ oroug
::::ticez :;d policies. Zunwvalt's efforts to 1mprozf the manag:?egﬁ_

the selection of a group
of human resources resulted in 24
lore existing ideas in
fficers and enlisted personnel to exp i ]
:ocial seience literature to addreas the identified concerns

While many were volunteers with high commitment and enthusiasm,
‘others were cast-offs frowm other parts of the military who were
narginally competent. Another element was the variable effectivenss
of consulting training, As budgets and comwitment declined, 0D
training suffered in Scope, rigor and length. A third aspect was
the proliferation of official policies, regulations and instructions
;relating to OD. Although these served to legitimate and support
‘0D initiatives, they consumed large amounts of time and energy to
develop and approve, Often, they were as cenfining as they were
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enabling, i.e., while authorizing certain responsibilities and
perogatives they also specified constraints and prohibitions.

As efforts increased to embed 0D programs intce the larger
military bureaucracy, program mnanagers found themselves in the
unconfortable and sometimes tenuous position of being nested in a
bureaucracy which it often sought to change. The marked resistance
to change came from strong traditional elements in all of the
service corganizations. In addition to competition for economig
resources, the various 0D sponscrs experienced ongeoing jurisdictional
cenflicts with entrenched bureaucratic coalitions, As each
military department bhegan their 0D efforts at the hbeadquarters
level as a special project, they found that attempts ¢to integrate
0D throughout the chain of command encountered widespread resistance
from those quarters who saw 0D as & present threat te their
agpuatomed practices and protected power basses. For scme anta-
goniats, 0D was the antithesis of military values.

Articles bounding the beginning andéd the end of the Army's
Organizetional Effectiveness (0E) program expressed concern over
a perceived incompatibility of 0D tenets and traditional Army
values (Nadal in interview with Cahn, 1978; Spehn, 1985). Most
crganizational practitioners have experienced some resistance to
change brought about by OD efforts. Howeveyr, Nadal and Spehn
were especially concerned with a traditional Army culture that

would beg¢ome threatened when faced with certaln elements of the.

CE progran.

For Nadal, this threat was two-fold. Reccgnizing that the
Army, like many bureaucracies, functioned with many informal nets
of communication and subpower structures, he felt that traditions

alists would view the OE consultant as a "threat tc the integrity

of the Chain-of-Command"., Secondly, he argued, commnanders often
felt that the mere presence of an Organizational Effectivencss

Staff QOfficer (OES30) might signal that something was deficient in:
Nadal stressed the.
pointing out

their leadership ang management. As a result,
voluntary aspect of the OE program as beneficial,
that the commarder is in control at all times.

In his reflective essay covering some ten years of experience:

as faculty, staff, and administrator at OECS, Spehn alsoc note
the resistance to OE inherent in traditional military culture
Not only did some of the basic tenets of CE {(e.g., participative
management, ecandid feedback, open conflict resclution, etec.) jar
Army tradition and culture but,
bringing about systemic change, Army commanders
constarnt round of short tours wanted and needed easy,
and sometimes instant evidence ol change.

faced
visible,

Similar observations oceurred in an accounting of attempts to’

institutionalize OD in the Navy. Butler (1981) cites the limitations

involved in trying to apply behavioral science principles in”
The unpalatable aspect of behavioral:
acience terms with traditicnal military values was evidenced by
the selection of simplistic behavioristic paradigms to account.

bureaucratiec contexts.

for human behavior cver more complex cognitive approaches.

because of the time inveolved in-
with a-
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) In a very vivid example highlighting some experiences in
the Navy's Human Resource Management School, Butler relates how
the Navy as an organization, reacted to newer concepts lying
outside its traditional and conventional ways of viewiug the

world, Essentlally, it reacted by "selectlng theoretical modes
of explaining behavior in more straightforward, simplistie and
easlly fllustrated ways." According to Butler, this practice was
‘.more easlly accomplished by subseription to behaviorist theories
;-that tend to set aside the complexities of human cognition in
faver of action-reaction models. Moreover, these paradigms
~were often applied in nechanistic fashion without regard for the

.idecgraphic nature of human interactions.

: As a result of these value differences, increased efforts on

‘the part of the motivated promulgators of 0D in all service
-organizations tended to be viewed with increased skepticism and
-.contempt.

: A discussion of the difficulties encountered in institution-
~alizing 'and sustaining military 0D programs would not be complete
~Without some recognition of the inportance of marketing efforts
to build and eultivate a client conatituency and measures that
would demonstrate and document benefits, value, and need for OB
programs. Interestingly, difficulties experienced in these areas
would Jlater serve as key contribubting factors in the decline of
.AD in VU.S5. military organizations.
3 In the face of resistance of traditicnal military elenents
}to the underlying valuwes of 0D Programs, one might agree that
'marketing efforts toward dispersion of positive outcomes is
~essentlal, This view is wWell sustained in the literature on the

-sonduet of OD in complex bureaucracies, in general (Greiner and
‘Schein, 1977) and in the military, ir particular.

To compound this issue, lack of understanding of the purpose
.and potential of 0D programs, as well as the tenets of behavioral
science as a discipline, contributed to the ultimate failure of
these at the very top of the military structure to support OD.
As reported by Butler (1981}, top-level admirals subsequent to
“ADM Zumwalt in the Navy did not fully support the Navy's 0D
program. In additiob to reported interviews with five Rear
:Admirals and twe Vice Admirals who supported the stereotype
~that 0D had little effect on operational readiness, Butler cited
otable case files where top flag (admiral) ocfficers aanaged to
:avold personal involvement inm almost all of the activities of an
0D operation, while advocating it like "good medicine™ for suborw
dinates.

In an appraisal of the Navy's OD- program, Booze, Allen, and
ton (1979) observed:

Perhaps nmore than anything, the HRM Program (OD) at this stage
of its development needs to have greater visibility, a positive,

"elean" image, and aggressive but thoughtful marketing to
2ll levels in the chain of cowmmand. It is, therefore,
recommended that HEM staf'f at all levels, from the program
sponsor on down, assume responsibility for aggressive,
positive promotion of the HRM program to the user commands

;Hamil
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-- and higher staffs...

The general feeling was that if higher authority in Washington
demonstrates support for the HEM Preogram then the program will be
supported "in the field".

Similar concerns were expressed in considering the Army's
attempts to institutionalize its CD pregram. In previously cited
artioles by Nadal and Spehn, marketing was considered essential
to ensure program viability and longevity.

Roberts and Barko {(1986) reported that although a large
volume of c¢ase studies were documented which desc¢ribed numergous
succesa stories of (D interventions in the Army, there was little
evidence tha%{ this information was shared with key Army leaders
or incorporated as part of a marketing strategy. In fact, wmany
Army officers still carried an earlier sterectype of OE as a
ftouchy=-feely" program undermining gcod order ang discipline
and this continued as & powerful ghost until the pregram’'s termi-
nation in 1985, Other OECS internal documents show that in 1680
an Army-wide cost-benefit analysis study was conducted which
attempted te use human resource accounting technigues to quantify
the cost saving of OFE interventions. Documents show that the cost
savings were estimated in excess of 100 miljion dollars. The
results of this study were rarely shared, validated, or duplicated
and thus were of little use in persuading skeptics and opponents
of OD. The Navy conducted a formal zssessment cof its 0D program in
1985 whieh concluded that it was basically sound anrd worthwhile
although some afructural changes were indicated. Although no
rigorous measure of cost-benefit tradeoffs was conducted. The

qualitative evaluation was unegquivocally in support of continuing’

0D in the Navy. )

There were many attempts by the OE community to reach into
the Army at large. Most of these efforts were confined to publi-
cations such as the Army OFE Communigue (later, The Army OE Journal)
the Navy's Leaderahip and Organization Effeetiveness Journal, and
to publiished doetrine in the feorm of commander guides, reference
pooks, and TV tapes. However, as Spehn reported, "Most of its
(OECS) preaching reached only the Chair of OE believers.® Thus,
"all this effort remained unorchestrated into a &frue outreach
program". Only recently, and too late, had OECS developed an
integrated plan to let the Army know vwhat it had done and could
do.

The fFfallure to engage in effective narketing strategies is
certainly not unigue to the Army's OF program. Zanger (intefview
with Cahn, 1978} observed that few individuals in the Organizational
Development profession are good salesmen. The OD congultant
rarely approaches the consulting relationship from the client or
customer's perspective in terms of the client's needs. Rather,
the ccnsultant is apt te offer a particular intervention contained
within kis own repetoire of techniques without showing the client
how this particular intervention will address the client's needs.

One can gain some understanding of this weakness in markebting
and selling by considering the historical development of 0D.
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Crganizational Development was given birth by academic soeial
8clentists and retains its strong university affiliations. The
initial thrust was to conduct research, instruct and deliver
“help to people in organizations. These missions took precedence
‘over selling 0D and may have curtalled nore widespread adoption
‘beyond limited clientele.

The paradox for both Army and Navy OD programs was that
;sensitivity to traditional military culture and values not only
‘ereated an ambivalent orientation toward their own role, but zlso
‘failed to cultivate proactive and assertive marketing strategies
necessary for survival. 0E consultants initially walked lightly

“around commanders who were still zkeptical concerning the utility

‘of OE in their units. Moreover, this caut}ous approach inhibited
officers from working at tie highest levels in the respective
service whieh might have engendered negessary support from the
top. Instead, consultants worked at levels characterized by
comfort and caution. Considering the predictable rotation of
military personnel and consequent alternative executive support
for the 0D programs, marketing became not & "niece-to-have" but a
necessity of bureauvcratic life.

: In the case of both Army and Navy programs, directly related
to marketing considerations are ithe generic concerns that charace
terize the practice of organizational development in bureaucracies,
especially military bureazucracies. The general concerns have
baen}well articulated by Burke (198G) and Golembiewski (1969,
1979} .

: Burke cites the difficulties that organizational development
oonsultants have had in attempting ¢o introduce change in bureau-
eracies which possibly limits the 8gope of interventions attainable,
Golenblewski specifically points out characteristics in the
public aector that serve to inhibit OD efferts. Included in his
analysis are factors such as multiple aceountability, deeldsion
waking, and reporting relatiohships, as well as the difficulty to
muster support and gain the approvals necessary to enter @D
activities in the first place. Thus, networking skills becone
paramount if 0D is to be effective.

. In considering rilitary bureaucracies in particular, Sabrosky,
Thempson and McPherson (1982) describe an aspect of Lhe culture
pf the Defense Department bureaveracy as one offering "innumerable
opportunities for the classie¢ bureaucratle ganesmanship to be
playedn. Reccgnizing that organizations do =et in their own
Interest, which is not alvays congruent with the national interest,
they describe a parochialism in which many military bureauecracies
are more concerned with what will help them prosper than what
Will benefit national security in general. Thus, from a aystemle
perspective, problems are ofteh solved not by a2 careful selection
of the optimal choice from avallable alternatives, but in terms
of the shifting dominance of various bureaucratic coalitions.

: To add to an understanding of this condition, consider the
work of Gabriel and Bavage (1978) and Gabriel (1979) in which
they describe the displacement of the more traditional corporate
structure in recent years by the ethics of the entrepreneur, thus
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emphasizing tangible benefits and careerism over intangible
recognition and subscription to the military ethos., In addition,
variable military spending over a decade exacerbated the organi-
zational competition for resources and prestige.

Thus, 2 well developed and articulated marketing strategy
may have greatly enhanced the institutionalization and retention
of OD in both the Army and Navy. The diffieulties experienced in
obtaining aystematic and credible evaluations were certainly not
unique to military 0D pregrans; however, rigid bureaucratic
structures, unique wmilitary missions and the work context itselfl
served to exacerbate those difficulties.

Sowme who reflect on the field of 0D as & discipline (French
and Bell, 1978; Huse and Cumnmings, 1965} tend to describe individuais
in the 0D profession as practitioners who tend to be more involved
in practleing OD methods than evaluating OD from a research
or managerilal standpeolnt. Considering some of the difficulties
involved in conducting field research and program evaluation,
some apprehension i= understandable.

First, the issue of Iinternal validity is problematic. Because
of the nature of the evaluative methods that are appropriate
in these cases, many lack the rigor to depiect cause and effect
relationships in 2 demonstrative fashion. As related by French
and Bell, "This is a problem in all field research and evaluation
research: there is sinply so wnuch going on in the real-world
situation that it is difficult to pinpoint what is causing change
te occcour," Thus, in the evaluaticn of 0D efforts, 1t becobes
very difficult to tease out the effects of an intervention from
other ocourrences in the organizetion's internal and external
environments. Some of these issues can be accomedated in utilizing
appropriate research designs. For example, Coolt and Campbell
{1979) have suggested a nunber of quasi-experimental designs that
evercome threats £o internal and external validity. These designs
provide the jJjustifications needed teo rule out rival explanations
for the changes Ffound. However, when 0D practiticners find
themgelves working in velatile political climates, ironically,
evaluation efforts are often difficult, if not impossible.

A second issue of external validity plagues many 0D efforts.
Because of the uniqueness of settings, what works in one situation
way not work in others. For example, the Navy's massive experience
with survey-guided development which was required for all fleet
units every 18-24 months was very uneven in terms of impact,
Even though the methodology was standardized to a very high
degree, there was hot high consistency in cutcomes te the client
organizations. Some units enjoyed substantial benefits from the
interventions; scome found it an utter waste of time; most had
very nixed and wuswally short-lived resulgs, In econtrast, the
Army and Navy enjoyed broad success with transition workshops to
facllitate changes in command. The anecdotal evidence was over-
whelmingly positive in support of the benefits to clinets.
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the 0D programs as a whole in each of the three
to be seen by some top military leaders as an
amorphous unfocussed conglomeration of activities with little
dpmonstrable pay~off in economic of operational terms.

: Ir retrospect the reasons for the demise of 0D in the three
sgrvices are not particularly obscure. In the competition for
scarce resources, the OD programs did not enjoy the confidence
pd underatanding of key officials in the central budget alloca-
tion proecess. Withouwt incontrevertible evidence of substantial

_ta usefullness and should be easily sacrificed in the face of
However what was totally unexpect-
d was the timing and the rapidity of the termination of both
In each instance there
lmpending terwmination
hich was decided personnally by the Arnmy Chief of Staff and by
e Chief of Naval Operations. Presumably the decisions were
gde after careful deliberations of the consequences and the
: however in the case of e
nd the Navy the principal proponents of 0D were not zgre2€?§
Nvolved in the fipal outcone. Morecver once the decision was
nnounced the execution of the disestablishment of both 0D programs -
oceeded with astonishing rapidity.

_What kad taken over a decade to create ang develop was
eholished in less than six months. There remain the inevitable
Spicions that some carefully managed conspiracy was the actual

! In the case of the military the bu eta
rbulence of 1985 and 1986 placed at risk all maiginal ass ;a;¥
troversial progranms. Large bureaucracies which are 30 couplex
8.to resemble organized anarchies (Cohen, March and Olsen, 1974)
;en engage in decision making that are not explicable from
ple ratienal perspectives, i.e., decisions may only loosely be
_nnected with the avowed intentions and the putative objectives
the organization. In the case of the termination of 0D in the
itary it appears tc some that decision rested less on econonice
;éiications thar it did on cunltural and politiecal incompata-
es.
Although disestablished as & formal Program 0D does continue
Breatly diminisheg degrees. In the Army several subordinate

H@tain thelr own 0D resources ang capabilities taking the
Alsa proponency for many OD issues has
a relatively new

coordinting all
! In the Navy 0D has fared less
1. .Although there are a few individual shore commands tLhat
ntain small 0D consulting starfs they are largely civilian
sgre limdted to local responsibities. Other programs thatg
.prganieally related to OD such as the Navy's Leadership and
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Management Education Training (LMET) program and the CRO's initi~-

atives on Personnel Excellence may offer future opportunities for

the appliecation of OD processes but there are no iunediate prospects
for the programmatic evolution as it had experienced up to now.
The Air Force is in a similar situwation with the only residual QD
capabilities located in isolated training and education institutions
where 0D sympathizers continue to work independently.

The current pregnosis for 0D in the armed services is not
optimisitic. Barring any repetition of the major crises of the
1970's, it is unlikely that 0D would be resurrected anytime in
tiie immedlate future. Having made the painful decisicn t¢ dises=-
tablish 0D it would be & gross embarassment to reverse the decision
under the current regime. It is nrot inpoassible that c¢hanges in
the top leadership in the military may occasion the reconsideration
of 0D sometime well downstream provided that there be sufficiently
plausible juatification for reintroducing 0D after such a tumultuous
history. A mere likely scenario is that numerous small initiatives
to apply 0D will precliferate in a decentralized way throughout
the military as individual commanders discover the benefits and
advantages of specifie interventiona that may obtain in particular
sltuations. Absent the constellation of internal and external
forces for change that dominated the military in the esarly 1970's,
the prospects of a unitary large systems introduction of 0D seen
remote.

The experience of QD in the military is difficult to interpret.
It would be an oversimplification to assert that 0D was wmerely a
passing fashion with which the military becawme disillusioned.
Although all of the services made substantial investments of
people and resources to the utilization of 0D, their coamitment
was always characterized by ambivalence and doubt, While this
histeory nay be reflective of the unique culture and environment
of the arnped services, it may also be indicative cf the conceptual
strengths and weaknesses of 0D as an applied behavioral science.
It would be highly instruciive {o determine whether either the
nilitary or the field of OD has gained in any appreciable way
from this eguivocal wmarriage. .

125

BIBLIOGRAPHY
Allen and Hamilton, Inc. A Systems Analysis of the Navy's
Hunan Resource Managewment Progrem, 1979.

- Booz,

Burke, W. Warner. Organization Development and Bureaugcracy in
the 1980s. Journal of Applied Behavioral Sc¢ience, 1980, 16,
423-437. -

Butler, Phillip. Engineering Organization Change. Unpublished

doctoral dissertation.
Diego, 1981.

San

University of California

Cahn, M.M. OD and Productivity: An Interview with John H. Zenger,
Journal of #pplied Behavioral Science, 1978, 14, 99~110.

Cahn, M.M. Organizational Development in the United States Army:
An Interview with LT CCL Rawon A. Nadal. Journal of Applied
Behavioral Sciesnce, 1978, 14, 523-536.

then, M., B.G. Marech and J. Qlsen. A Garbage Can Model of
Organizational Choice,.” Administrative Science Quarterly. Vol.
17, He. 1 (March 1972), pp. 1-25,

-Cook, Thomas D. and Campbell, Donald T. Quasi-Experimentation:
Design and Anelysis Tssues for Field Settings. Bostor: Hough-

ton-Miffiitn, 1979.

French, Wendell L., and Bell, Cecil H.

Organization Development
(2nd ed.)

Englewood Cliffs, Prentice-Hall, 1678.

Gabriei, R. A. Acquiring New Values In Military Bureaucracies: A
Preliminary Model. Journal of Political and Miltitary Socieclogy,
1979, T, 119-139.

‘Gabriel, R.A. and Savage, P.L.

Crisis in Command: Mismapagement
in the Army. MNew York:

Hill and Wang, 1978.

“Golembiewski, H.T. Organization Development in Public Agencies:
Perspectives on Theory and Practice, Public Administration
Heview, 1969, 29, 367-377.

Golembilewski, R.T. Approaches to Planned Change., Part I: Orienting
Perspectives and Micro-level Interventions. Hew York: Marcel-
Dekker, 1979.

ory, R.A. Organizaticnal Development Efforts in the United

Creg
} States Air Forece. Unpublished Manuscript, 977.

Herzberg, F. Work and the Nature of Man. Cleveland, OH: World, 1946,

Huse, E.F. and Cummings, T.G.
(3rd ed), St. Paul:

Organization Development and Change
Weat, 1G85,




126

Organizational Development in the

and Barko, W,
! Manuseript

A Ceonceptual Case Analysis.
1986,

Roberts, B.d.
United States Army:
submitted for publicaticn,

Sabrosky, A.N, Thompsopn, J.€., and MePherson, K.A. Organized
Anarchies: Military Bureaueracy in the 1980=s. Journal of

Applied Behavioral Seience, 1982, 18, 137-153.

Schaum, F.W. Organization Development in the U.S. Army. Unpublished

manpuacript, 1977.
Can Organization Development Be

Organization Dypamies, V3,

Schein, V.E, and L.E. Greiner.
Fine Tuned to Bureaucraciea?

(Winter, 1977), 48«61,

Reflections on the Organizational Effectiveness

Spehn M.R.
P ; Unpublished wmanuseript, 1985.

Center and School.

127

CULTURAL REDIRECTION: A SUCCESS SIOkY

by

Marlane J. Miller
Miller Consulting Services

2724 Wexrwick Way, Grapevine Texas 76051

Submitted for presentatien to the
1986 Conference on Organizational Symbolism in Montreal, Canada
June, 1986

nmuhnmwnmmmhwnn-n-nwuwnwnmnmmhuhwn-nmn--nn-wnnn-wnmmnnmnnmuhmnuwnunhw

Abstract

The U.5. subsidiary of s wmulti-~national chemical firm began a change
Process that is continuing after substantial revisions of all major
organizatioral components. 4 four-year project to provide executive ,
education to senior management becsme a vehicle to foster. 2 cultural
shift, providing a context for managers who were struggling with
major reorganizations and new Bystems. Corporate leadership gained
credibility and trust of the middle management through an
evolutionary dialogue on critical change iesuves, unprecedented in the
wpany's history. Both qualitative and quantitative data are
presented showing substantial positive change in perceptions among
41l senior executives om major cultural issues. The roles of internal
and external change agents in agsisting the leadership work within a
political environment are explored. Conclusiouns are drawn which
tnderscore the fact that culture ecannot be changed, it can only be
tncovered and utilized to adapt to the current marketplace, A change
odel is presented based on utilizing organizational strengths.

munmnhwnmmmmmmwuhnwmmmmhmmnmmmnnnmammwmumumhmnmmmmmmnmmnmnmummnmhmhmn

Introduction: A Case Study of Cultural kRedirpction

In'my experience as Corporate Manager of both Organizational
evelopment and Executive Pevelopment, I participated as a member of
icorporate culture and as well as a change agent. During this
rocess, I observed many phenomena which led me to a rhilosaophy that
an serve as a basis for cultural redirection., In the following
aterial, I will present the case study of the corporation and the
ange project which I led over a period of four years.
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Senior management labelled the difficulties "normal” and "expected"
n the face of such stressful changes. Attempts were made t?
minimize the impact they created and wair out the problems with a
Mbusiness as usual” attitude.

The Situation

A low risk, stable, research-driven culture had successfully creatad
highly profitable, patented specialties for most of the 200 year i

history of z multi-national chemical corporation, ‘A8 management made changes im the structures, strategies and systems,

‘the culture, which functions as the interpretation systen us?d to
nake seunse of daily events, was not integrating the chaﬂges into the
~"way we do things around here", Management's.“esPoused and
‘employee’s "operational” wvalues wvere in confll%t in some areas,
i:eroding the basis for committed action, {Argyris & Schon, 1978) and
in at least ome division, overall performance {(Denison, 1986)

Chemicals, once a growth industry, became & commodity business duria
the 1970's, Major profit-making products lest their patent
protection in this firm during the decade. By 1980, the V.S,
headquarters of the European owned firz was confronted with the
inescapable fact that the anpual research investment--nearly half a
billion dollars worldwide--had produced only ome major new product
over 15 years, Profit margins had narrowed across 5 divisions for
several years, until in 1980 U,S. management faced an appalling 1%
Teturn on sales of $2B., The business plar, based on z2esumptions of
the past, was not competitive, The assumptions seemed in fact to be
counterproductive,

‘Attention was tumed to the "hard systems"” of strategy, structures and
‘systems which were "on traek" as described in the Anmual Report of
‘those years, The "soft" part of the busiuesa~-s?aff, ﬁtyle {read:
¢ulture), skills and superordinate goals (McRenzie "75 m?del)—-was
‘the business of Human Resources staff to deal wi?h as their
‘(separate} contribution to the progress of the firm,

2 of 5 divisions carried the najor (70%) burden of profitability for
the company. Of the 2, the sgricultural products division with 1/3
the employees of the pharmaceutical divisicen (the other money-maker)
contributed slightly more to the bottom line. There had been no ney
pharmaceutical products developed in-house since the early 1360¢'s,
Pharmeaceuticals was holding a stable margin on outdated products wit
an expensive, highly educated workforce and enormous research
commitment .

‘Work with lower and middle management in organ%zation developmeﬁt ,
projects and training seminars surfaced muc? élsco?tent'over a "lack
‘0of leadership" that was perceived as -"not giving direction for Fhe
daily running of the businesses". Changes were needed from senior
‘management, However they had never considered themselves available as
a client for corporate Organizatien Development.

In 1981, a survey of 24 vice~presidents and their su?ordiuatea_was
‘made to test their receptivity to the idea of executive education
‘within the company. The hidden agenda was to look at how change in
leadership etyle could be fostered at the top levelr.

In 1979, g5 the financial situation worsened, consultants were calls
in and by 1980 & major reorganization at the top of the U,S.
subsidiary was in place. 4 strategic planning group was created. .4
performance incentive system was installed from the top dowmn to foocu
on .results achieved-~a major inneovatiocn in an organization that g
heavily emphasized intermal processes (engineering, manufacturing,
research). By 198],two major divisions began reorganizing from
traditional functions into "strategic" business centers in crder tg
be closer to the customer,

Divisions within the corporation had begun their_owu change efforts.
The most profitable led the way with a modification Df_the business
strategy and organizationa! structure to atre§s.market%ng and product
management over sales to improve their competitive position.

At the same time, a major change was begun by the most mature of the
‘businesses, relegated to the quadrant of "cash co?“. AtEltude

surveys in 1979 and 1981 said that morzle was at its na?ir,
‘profitability was in the loss column, and‘d1scu5510ns with the Boston
:Consulting Group produced the advice to_dlvest. Europeag

hesdquarters did their own analysis, said they were ?onLtted“to the
‘business worldwide, and the U.S. division made a de91§19n te "turn ;
‘the thing around". A personal committment by the Division Pr6512:nt
was made to step back from the operations, restaff and restart.

Strategic tasks were new, and the firm's skillse and systems were
found lacking to meet the challenges posed. An individualistic,
scientific "expert" model had been the basis for organizational
structure, business interactions, status, and values. Small businés
teams with representatives from each function were now asked to make’
decisions together in the industriatl divisions, There was no real:
precedent for this kind of collaboration. All businesses had been’:
run by esach diecipline making a separste contributiocn to an overall
plan directed at the vice presidential level. Assumptionsa and :
beliefs about how to do business were in question., What people had
valued in interactions with one another no longer applied. Marketing
concepts were foreign to production and research--and vice versa.
Decision making was difficult at best. .

*% The turnaround was 8 classic. Beginning with a mission statement
‘to be the "best in the world™ &nd to "generate cash for the_exlatlng
buginesses™, the division focused on excellence through a rigorous
‘quality program, and by 1983 were "in the black"r costs were down at
‘the major production facility by over 40% on their way, in 1984, to a
"$40uwm reduction of a $70mm budget.
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A convergence of "soft" and "hard"
dimly apparent to the players at the time. It was in this climate
that a proposal for executive education was made.

An Executive Seminar as s Forum for Chanpe

A proposal for executive education was approved irn late 1481,

4 task force of specially selected vice presidenta aud business heads

was convened. They initially recommended business education as a
solution for what they heard as a sim
business knowledge, Objectives were status quo--perfectly in
line with the low risk culture of the company.

The Chief Executive Officer, the real and final decision-maker,
initially agreed with the proposal of the task force for universal
executive education, He did not endorse-~or see the need for~-a
change project,

The proposal was originally approved by only 5 of the 12 Management
Committee members. This "inner circle® of decision-makers, called
the Executive Committee, was comprised of the Chief Executive
Officer, the Chief Operating Officer, two division presidents, aund
the Chief Financial 0fficer. Three division presidents and 6
corporate vice presidents were excluded from the original commitmesnt.

Trust and influence ameng the Management Committee were uneven. The
initial advocate of the proposal, a new €00, was working on

relationships with key players on the Management Committee who, with':

the new structure, were simultaneously his peers and his
eubordinates. His sponsorship added political complexities.

Likewise, the Management Committee had not previously acted as
corporate leaders. Their primary concerns were division specific,
Consequently, individual "turf" was a facter in every decision.

The priority at this beginning stage of the project was to transfer
ownership from Human Resources to top management, That became a
delicate, step-by-step process, Knowing that an executive seminar
would never be more than a pleasant educational experience if curreat
expectations continued, a political approach was taken to create a
concensus in key power networks that 1) values about the way to do
business (culturel issues) needed to be addressed in this forum and
that 2) senior management were the ones to address them.

The solution; bring in "experts"--external consultants who were
highly regarded by & culture founded on expertise, and who could be
meutral parties in naming issues in a potentially highly charged
political environment. o S

systems was oceuring that was only

ple "techpical" problem: lack of

‘In 1982,
canalyeip

a firm specializing in strategic plamning and cultural
was engaged to conduct extensive interviews with top

o internal seminar ip business

‘According to interviews of

44 top executives across all 5 divigions,
the Management Committee, the following
e executive population to be able to
organization to & more competitive

'8kills were needed within th
direct the newly structured
~position:

1) A working knowledge of all as
specialist grovps, often isolate
‘thrust of this goal was to pPromo
cited as the major objective:
- Perspective,

pects of the business by the many
d within the organization. The

te sharing of expertise. This was
to create a "general manager

. 2) The skills and theories of strat
‘e extended down into the or
required.

egic business plannizg needed to
ganization where decicsions were now

3) Marketing skills such as im
needed, a5 well as a solid int
marketers,

dustry and competitive analysis were
roduction to marketing for the non-

4) Financial analysis along with the abilit
management tool was the need of
‘specialists.

¥ to use finance ag a
the vast majority of technical

5) Perspectives on leader
how human resource s
. the largely technica

ship of change end innovation, including

ystems support the organization, were needed by
1 population. :

This.assessmenn and discussions of the findings with the senior 12

ablished the seminar as an
This word was uged as an

11s, and discussing the shift
structures and strategies to
of doing business through a
een operations and human

« This focus of changing the way
eminar was an. unprecedented synergy betw

espurces,
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4. M?v1ng from s policy-bound décision-making process to a more risk=-
oriented, entrepreneurial one.

Making the Cultural Shift

The challenge was: how to move 8 project forward that was perceived
by the organization to merely involve task skills, when in reality
the core values underlying the skills needed to be sddressed. For
this, an external perspective was invaluable in naming additional
CULTURAL ISSUES which were, indeed, invisible to both business and

human resources leadership.

"We ayoid risks, We use ®analysis to paralysis'., Policies are
more i1mportant than results".

- Rules counted a great deal in this organrization. A "gystematic
approach" was pavamount. “Start with a pilot project" was a major
 _ru}elto avoid failure and minimize risk, Political networks were
;eritical to get projects approved., For ary capital project over
§125,000, approval had to be granted by overseas headquarters with
many layers of (D.S,) corporate review in between,

The external perspective of the consulting firm captured the

underlying cultural shifts needed for a successful realignment of ;
values with the restructured organization, What is important about
this list is the difference in content and scope of each issue ané

what it meant to the organization when compared to the list of : Corporate staff groups, acting on behalf of mansgement as auditors
H]

were ?al?ed "pverhead“ by line managers who chafed at the
,r:s;;xct;ons to their autonomy, challenging the expertise of the
staff. ensions over control took up energies needed to b

on the marketplace. F ¢ o be expended

training needs.

l, Legitimizing a generaliet in a specialist culture, '
Technical expertise is highly

"We're a specialty business.

valued."
general managers don't do
4

(translation obtained in interviews:

] ] t + H
real'work they®ve lost their expertis nd, therefore are not a s - . ..
e y p e and; - Lreating spomsorship for individual "ides champions" ip a culture

established by a European parent as risk-averse, where actiong are
based on concensus of the group and credit poes to the ream.

legitimate as a Ph.d.)

Creating s shift from a research orientation to sn emphasis_on

the customer, and profitability.

Mens 2 .
This is a company managed by a committee, Decisions are not

made, they evolve..." .
"[the company] will never be a General Motors. We don't take

risks",

2.
warketing,

was bpilt on patented specialties”.

we just need a technical breakthrough. The
continue to sell themselves. Marketing is not
need a strong, well motivated and trained sales

"Our business
(translation:
products will
critical. We
force.)

The Chairman did not want to create "stars" or heroes who
Teceived special recognition. The desire for public praise was
tolerated for "marketing types" but was clearly in contradiction
to the low profile of the scientist seeking occasional,

Interviews showed a shift was needed from an intermal, process
external, professional acknowledgement,

orientation to an emphasis on the external analysis of markets,
and the environment, with a resulting product
Stress needed to be placed om the "D" of "R & D",

What had been a "Bet Your Company" (high risk on large projects)
celture had lapsed, corporate-wide, intoc what appesred to be a
Process” (bureaucratic) culture (Deal & Kennedy, 1982) that was
largely ineffective at the processes needed to produce new products,

competitors,
orientation,

3. Creating a company-wide orientetion in a stronmply divisionalize

culture.

"There is no company culture. We have nothing in c¢ommon with
the other divisions. Our businesses are too different.”

Resi§tance-to change expressed in the interviews was to be expected.
The interviewees were presenting the picture of "the way it is around
here" with little hope of seeing apything different., Furthermore,
most chang? efforts imply or state outright that the way things have
~been done in the past is inradequate, so that the interviews
themselves elicited a lot of skepticism.

A corporate-sponsored project was suspect, A strongly
divisionalized orientation created resistance to projects {(trans
as °control') from both ¥.S. and European headquarters,

Products and technologies were used as walle to reinforce the

basic belief in "turf",
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However, this project soon became grounded on a very simple premise:
Build on Strengths. The redirection effort was therefore based on
the following cultural strengths founmd within the current weaknesges:

The following is a Suvamary of critical tazctical moves made in this
Preject to take it from the beginning objective of education for
business skills to education to influence the culture~-working
through the existing political environment.

> The scientific experts of the eulture loved learning: Educa;ion
wvag prized and thereby became a perfect vehicle for influencing
change. ) - . .
World headquarters put on an in-company, residential seminar
that was staffed totally by company leadership. The pre?edent
for business education across geographical and product lines- .-
was entablished,

STRATEGY OUTZCOME

“l.Give 4 choices for a Purpose
0f the effort to the Management
Committee:

2, Participation in choosing
2 direction for the seminar
gaive the involvement of key
leaders in the project.

> The strongly divisionalized ¢ulture was baged on a great respect
for autonemy and diversity. ) L
Toleration for diverse opinions and styles existed w1t?1n the
Management Committee and set the tone for the corporation.

~education
‘=motivation

~change

-assessment

"Change"™ is selected as the
purpose by the Executive
Committee and agreed to by the

rest,
>Technical risk-~taking was cowmmonplace. 4 ) . _
Millions of dollars had been spent onbrefearch a“dd ::§h§§T§; ? 3.8ince "ehange" was selected, the 4,The Executive Program is
as well as high risk acquisitions of besinesses an ¥ condition ie made that the epproach launched with the Manzgement °
. . 41 1ty to the ‘must now be "rop down", starting Coumittee as participants.
> Lack of rapid change meant strong commitment an oyalty with the Management Committee. They formulate a direction
firm,

for the entire effort,
With this sct they assume
leadership of the effort.

This could be used as & motivating factor and common bond during
change process.

> Successful models of @ marketing orientation existed within the
company, &lthough outside the mainstrean culture.

" N s 5.Get agreement tg have the vice 6.The seminar as a change
° 15, L
and nad erehined an necoeniing rocent oeiired dn the mid LI residents--the implementersee vehicle attained credinilicy
2 ; attend a 6-day seminar. The vwhen the Executive Committee
effort could provide a great source of expertise, Hanagement Committee is faculty responded positively to the
along with exterrpal professors, Tequest to double the capital
Tmplementation Strateny and Ouscomes The seminar design inecludes an dpproval spending limit.

examination of "what it will

[ Key V.P.'s returned to initiate
take to reach excellencea",

Most mamagers at the senior level are not prepared for the kind of changes and support the seminar

. Lo . s oals.
questions raised in the organization as traising is %mple?ented. ) ] g

6 earlier in this very organikation after some: : A )
go;;;nately;riohzzn:ttended Phase Y of the Managerial Grid the most T.48 dlrectoT level star?s to B. Gradua% ow?ershlp of the
c;mmonmzﬁgition asked by seminar participants was: Why doesn’t my attend, V.P.'s were not involved, change objectives were

management use or believe in principles espoused in the seminar? . although the Mgmt. Comm, was
The failure of this organizatiom to lead change from the top on a
previous occasion was a powerful rationale to.start‘the leadership
listening to altermative ways to introduce t?ls seminar. .

Including 88 many political networks as possible beca?e the major
strategy to ensure participation and, therefore, commitment by sexn
management to the cultural issues,

noved into senipr management,

Trust of the change objectives

¥as low. After directors complaired,
‘the CEQ allowed the V.P.'s to be
more active in the effort.

%.Participant course evaluations 10.Faculty presentations and
vere used a5 tools for influence. course content were revised to
Each session's report was ‘reflect current company issues -
istributed to gll V,P.s and based on the course evaluations
Mgut. Comm. members with This demonstrated the TEespons-
.¢over letter from the CEQ and €00, iveness of top manggement,
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A longitudinal study was conducted to determine ﬁ?gﬂ;gsa:; ::ethe
executive population of 5 of the gosal area? eat: :ndix M e on
Management Committee in February of 1983. (See App D orniation
e ol bas oi B o ?g lzgsi 2zsizZrZE%TDﬁiiﬁztstflevel programs
f B residentia tox
::;:“::g :EZki long)., A writtem survey was admxﬁ;;ﬁ:zfz tgiiii ‘o
articipants as they estered each class, ?lth a foll Es S eteds
gecember of 1984, Analysis of the feollowing dlyenslona :
~encouragement of cross—f?nctia?al nollab?rathon
-support feor entreprgnezrtal, p;gzziz?z?plons
- cng ve. shor erm L.
-232:: 2: tus%neas results over procedures anddpo;:clgient)
~vertical coopetatiun'(with_us headquarters a; tt' gs
~familiarity with other businesses and staff ?ng ;i
~impact of human resource datg on business de:}s‘oional cransfer
-encouragement of cross—functional and cxoss-divis
and rotatiomn.

Discussion of Outcomes

At the inception of the project and for
- ctorporate leaderehip was divided and
- newly developed change objectives;
cultural standards they had helped create and lived by for careers
averaging 20 years with the company. Over the next two years, the

leadership took significant risks themselves in reevaluating long
~cherished "sacred cows".

perheps the first few months,
resistant themselves to the
they were embedded in the mature

. Professoras from the business schools of Harvard,

! Northeastern and MIT challenged the intermal busi
‘wethodology through examination of case studies i
;.industries. By co-leading these gessions,

integrated new ideas,

Dartmouth,
ness practices and
n related
top management gradually

In the process of leading these seminars with the
senior managers became known to mid-1
“businesses, some for the first time.

to the business were opened to manager
‘insights inte decision-making.
information”

external faculty,
evel managers outside their own
Presentations on issues current
& who had never had such timely
Trust grew as "privileged '

i tracted during an analysi
lowing summary of perceptions wag eX acted .
22et§21c§:ngi in ratings from the time of the initial responses to
the follow-up survey (see Appendix B):

. was shared by the company president who returned from
iti h Negative Change No Chzuge Europe and swore the group to secrecy 45 he disclosed the latest
Positive Chapge 5 rapkings of business centers by profitability, A division president
B! DIRECTORS yP's DIRECTORS Co ye's Qlﬁﬁg%%ﬁf did the same when he shared why a business was to be divested the
¥ i S s 7 : following week, The Management Committee faculty spent every evening
18 13 0. 1 ‘

of the two week program socializing informally with the participants,

e E rs on & p Eona basis,
The ositive shift in responses u ests ha there was a posltive: . barrie er
p P e SUgg t t

i d for
shift overall., This was supported hy.a.tre?d analyslsch$E:;§  Lor.
all questions, Trend lines were poezt}ve xn-all area‘n SR e
the effectiveness of performance appra%aals in mea:u;xrgco‘liaborat1
results, and the tendency of vice presidesnts Fo ask fo :
from their subordinates.

Discussions about policies were at times heated,
asked to propose changes--and beyond that, to
permission to do so--and "take riasks" in running their businesses.
“Participants challenged back, They railed at bureaucraric procedures
and corporate limits. The CEOD challenged them to make it better by
gEeing beyond "self-imposed limita". The Corporate Huwman Resources VP
told a seminar that "the system was made to get around, If you don't
know that by now, then you haven't been paying attention.™ .

Participants were
stop waiting around for

i i or -th
These results were used to propose future'execut1ve'ed:;:tgzgiiuiﬂ
vice presidential level, in order to‘contxnue what is
of a long term redirection for the firm.

In January of 1984, at the 4th of the B sessions, this statement was
made to the Management Committee by 2 spokesman for the participants:

— T o3,
* 2 of these positive responses were statistically significant ¢

N I - > - - to
::rgrof these positive responses were statistically significant

:;25R2§Eg;s in 3 of these 7 areas were marked high enough initiall

that little, if any, chenge would occur in any case.

MYou've done your part., HNow it's up to up."

This sigunaled a maturing of the rebellious middle managers as the
personal interaction with their leadership established mutual
respect. Trust continued to build...elowly. Reaetions of the
Participasnts expressed pride and excitement about their company &and

the colleagues from the very divisions which they felt had nothing te
téach them:

“"What I learned from the consumer products division was worth the
‘whole course”, (Pharmaceuticsl business director, September, 1983)
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"{I have) a renewed belief thatr the company has the people
to become excellent and jin fact seems to be dedicated to

- Pre gentations by colleagues and superiors .on how they took rigks ro
deing so." (April, 1983)

‘4reate a new product or ad campazign were cited as inspirational.

example in particular was striking, A research director of a
ctorporate staff group was threateged with "de-fuunding". Convinced

he'd found a marketable ¢ompound, he went to the CEO with the support
<of his vice president. He wes given & small budget wvery quietly,

And very quietly he created a business center that manufactured andg
"80ld the original, and then a growing line of products, to reach $2mnm
“in sales 3 years later, with $l0mm ettainable in 1986 (5 vyears
-later). People who had been with the company for 15 and 20 years had

'never heard shout this before." Top management denied a request to

8t year of the program, worried

Cne

The highlight of the course was "the dedication of the Executive
Committee plus the interaction of the group. I learned a great

deal in the exchanges with peers in other divisions." (Januaryy
1984)

1984 seles and profitability were reported as having teached the
highest levels in company history.

Seminar content and design wodificatione gradually intreduced nev: behave." By the 2nd yeer he wes i
subjects im a controlled way for the key authnfzty f;gures_to ?eud
The Management Committee thus gvolved the meaning and application

aleng with a divisioral director
the original change objectives with middle management.,

ircumvented the Eystem to develop

‘telling, on videotape, how he had ¢
& new product,

By 1985, 5 company case studies ha? ?een developeq to promote fi
internal examinatioa~-replacing initisl case §tud1?s of oth?r ir
The seminar became a forum spotlighting crltlca} issues wh:l.c:h.:._d
turn demanded literacy of senier management..Actlng as fanulcyT;n=
continually being put on the spot built confidence for most. . .el
honed their thinking and closely examined pc}lclgs. A strategic pl
for the environment was c¢reated and a reexamination and restructi
of a divisionzl performence appraisal system occurred after .
discussions of these topics in the seminar., The oper discuesions
¢reated understanding and communication among the middle managers

The low-risk, stable, unchanging culture that existed in the
‘perception of all was found to have "skunk-works" gnd heroes! )
Examples from within the ¢ompany, impossible to fipd at the beginning
of the effort, began to be shared openly, and statements about
¢ultural change”, which were never believed possible, vere made in

increasing numbers as barticipante szid they felt personal
fesponsibility for improvements,

Top management acting as faculty (al
ere continually cowmended for their "exe¢ellent exchange of issues

felt critical to our businesg" &8 well g8 "their sincerity and the

time commitment they wade to this program,”" As one participant
énthused:

ong with the outside professors)

"The fact that the issue [linefstaff conflict! was ﬁddresﬁed i
credit to the boldness of the program, Keep it up." (April,

i i . Openness and owning
"Challenging questions amnd honeﬂ? answers : d 3
of [Division President] to the difficult questions {environmenta

"The Management Committee ig g living embodiment of excellence,™
and trying to deal with it is very encouraging." (January, 198

(Janvary, 1984}

Recognition and acknowledgement in publie,

sales and marketing or amnuel business neet
dcceptable, Results were being celebrated.
fublic monetary awards for cutstanding contri
ontroversial, the new ideal of w
stpported in statue with or above

long the prerogative of
ings, became increasingly
Two divisions started
butions. Although
orking for "excellence" was
"playing by the rules".

The message was spread by returning participants te the entire
organizatiom. '

New symbols and herces were created from B corporate vantage Eq
Risk~taking and entrepreneurship were supported te enco;rgge 2
competitive approach to the marketplace. ?h? method-of o;?gléd
to bring forth existing examples and publicize them: credi ( he £u11 meaning for cthe business emerged from 1983 to 1985 as
to preserve and build om stremgthe. pecific actions were taken, step~by-step, Changes are still in
“"Intrapreneurs" and their success ?t?r%ea, which were never B:&IQ
public before, (senior management initially feared a messageg
might encourage disruptiveness) created new my?hs an storleb.
showed how to innovate within thg culture: This built 02 BU u
strengths in the organization wh%lg Temoving the excuse gf ?e
taking action because of the inhibiting proceduree and po iei

*Senior management is actin
or the high potential subord
riginal executive seminar.

g as faculty for a management seminar
inates of those who sttended the
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:The definition of an organizacional culture as those values expressed
by the current leadership discounts the cumulative nature of learning
over time--especially those learnings that produce success. Kilmann
(1985) likens culture to an iceberg, a metaphor which serves most
aptly for large corporations. Formal er espoused values of the
leadership (the “tip" of the iceberg”) do not necessarily have a
permanent effect on such an organization, as was witmessed at ITT
after Harold Geneen left, Nor do the leader's values always
influence the followers with the -desired effect, as Morgan and
“8mircich deocument in an insurance company where existing executive
-networks reinterpret the president's mandates for change in light of
“his mctual, contradictory behavior. The net effect was to go along
with the 1eader while subtly sabotaging the effort.

>Both the CEO0 and CO0 surprisingly resigned in the fall of 18835 to
pass the leadership to two of the Executive Committee who were key i
promoting staff and operations changes,

>What had been an original contract for a set number of executive
programs to end in 1985 was asked to be continued on an annual basis
as an orientation for all new director level executives. Proposals
are being entertazined for supplementary education for all vice
presidents.

>4 company-wide emphasis on productivity is a major change project
for 1986, again crossing divisional lines.

“Environmental changes occur more rapidly than the organization's
“¢ulture evolves. Also, in the course of time, the invisible part of
"the cultural iceberg gets layered over with individual issues and
interpretations. Subcultures evolve and the basic strengths are ~
diffused., There is then need for re-adaptation of the basic beliefs
to the existing situatiomn.

>Corporate Organizational Development persomnel mow consult
directly with top management as a client group.

CONCLUSIONS

According to Noel Tichy (1982), there are three major themes in an L. .
organization; technical, cultural and political, By definition, culture (as the Tepository of a company’'s wisdom about
~how to survive) must be built upon unique strengths and a partlcular
He defines technical strategies as thoese which influence the contribution to the marketplace.
structure and systems of the organizationm. Political strategies are
those in which influenmce is applied to the power structure to afféct
decisions regarding the allocation of resources. Cultural strategle
are those that influence the valuees of the current leadershlp. A
"change" project of any scope implies work being dome in all three
areas, However, a different approach is vital for each. Horeover,
the assumptions that are used. in each of the three areas need to b
distinct: the three themes in an organization are not coequal in
importance. Work following Tichy's initial study explored and
developed a broader concept of just what culture is and how it
functions in an organization. Culture is mnot only difficult (if e
impossible) to change (Wilkins & Patterson, 1985), it should be.
Culture is the bedrock of all other systems.

Therefore, change models need to be turned "upside down" or "inside
sout" to uncover the source of organizationmal strengths. These
strengthe can then be used by the leadership to align values with the
internal systems and the marketplace,

A classic change model ascertains the desired state of the
organ;zat1on (where we "should" be), compares it with the actual

i -situvation, and then identifies strategles for c1031ng the gap between
the two. Consequently, change is made most often in areas where
leadership has contxol: replacing staff, reorganiziung, and/or
changing the systems and strategy. Senior managers certainly prefer
such guick, controlled changes (Peters, 197B8).,

One might assume that this same model can be applied so that culture
can be manipulated and changed. FKowever, how people in the
organization work with and through the syetems and structures is nmuch
-fiore elusive and less controilable. In the organization in which I
worked and participated both as 2 member of the culture and change
agent, the classic notior of planned change failed to work as
predicted. One flaw in the model is the assumption that "where we
should be" is achievable. You actually never get there, “Shoulds"
are just traded in. There is mo real satisfaction in the process.
(Tidball, 1986) The process also tends to make the role of the
change agent very “parental", setting up resistance with the client
organization.

According to Edgar Scheim (1985), "culture" summarizes the beliefs;
values and interpretations of events over a period of time that BT
seen a8 Buccessed by key leaders in managing the businese. Theae'
values and beliefs become taken for granted, integrated into the ™
it is around here", and act 25 shared assumptions., These values
produce norms for desired behavior, stories that perpetuate the _
desirability of takimg certain actions, and symbols that represent
success and a continuation of the culture., He supports this

contention with work dome by Parsons {1951) and Merton (1957):

"hat culture does is to solve the group's basic problems
of (1) survival in and adaptation to the external

environment and (2) integration of its internal processes
to ensure the capacity to continue to survive and adapt.” p.5
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Managing the threatening situstion of change with the leadership is -
the appropriate job of the change agent. Another way to say this
might be: te put the leadership im control of giving up control.
This can be donme most effectively by building on the strengths that

exist within the culture.

The pivotal experiences that redirected the culture in this
corporation occurred when existing strengths weve uncovered in areas

targeted for strengthening, publicized, and examples made of 2)
sauccessful fellow employees. 4n old addage about a strength taken to
an extreme becoming a weakness can be reversed: look within weakness:
to find underlying strength. :
The broader comcept of "culture" opened new doors to & process of 3)
producing change and led me to the following conclusions:

4}

sCulture functions as a “"personality" for a corporationm, collecting
learaings--especially successes. As such, culture cannot be
fundamentzlly changed. It can be "matured.”

>Naming the cultural beliefs a company holds is a process analogous
to naming your own personal strengths. Most people need an
external source to help in deing it. :

>Culture is an evolutionary process that does mot have an explici
starting or stopping point. Any effort to "change" a culture is~
really a process of eliciting cultural agsumptions and helping th
organization articulate them as meaningful ways to adapt to the
environment ueing all other systems. .

>Leadership awareness of the organization's cultural assumptions
vital for successful strategies, systems and structures, This
knowledge can facilitate acquisitione, mergers, development ;
efforts, and menagement of the human resouxces, of the corporation

S>The role of an intermal "chenge agent" is often & political ome:
in building comeensus for movement in cultural areas that invelve
deeply held loyalties and beliefs, Success depends omn working o
with key leaders to promote organizational strengths in areas
needing redirecting. They carn ther draw on personal knowledge and
commitments, gathering support from their own influentigl network

Based upon m
redirection,
than start wi

1) Determine the curren

The case for "stieki
enalysts ag we
case for growt
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APPENDIX A

The EXEGUTIVE PROGRAM: CHANGE OBJECTFVES
as formulated by the Management Coummittee
February, 1983

TIVE

EVELOP A GENERAL MANAGERTAL rgnsrnc, .
gy moving away from the isolation o@ the technical
specialist; by fostering collaboratiocn ACIOBE the

organizatien.

PLACE MORE EHPHASIS ON PROFIT AHD THE HARKETPLécg .
rather than focusing on intermal goals and activities or
merely financial contribution.

DEVELOP (business) RISK*TASIHG IK SERVICE OF EXICELLENCE
by encouraging "idea champions".

DEVELOP IKDIVIDUAL ACCOUNTABILI?Y THROUGH.IRCREASED it to
DELEGATION by a continued practice of senior managzmg

push accountability down into the organization, an fzr
eliminating blame of European and V.5, headquarters

lack of resultis.

PROMOTE A LEADERSHIP ROLE IR BOFTRI?UTING TO WORLDWIDE GROWTH
by achieving financial results leading to a greater
independence of the parent company.
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APPENDIX B

CHANGES IN PERCEPTION REPORTED BY PARTICIPANTS
ATTENDING THE EXECUTIVE PROGRAM 1983-1985

All “BEFORE" scores refer to the mean of the gcores taken prior to
attending the seminar.

ALl "AFTER" scores refer to the mean of the scores taken on the game
survey administered duvring January, 1985. '

Yice President levyel

Director level

compared to

(N=561} (N=342}
Vice Presidents Directors
QUESTION BEFORE AFTER CHANGE BEFORE AFPTER CHANGE
1. Asked to consult )
other dep'ts? 3.40 3.67 + 3.42 3.53 +
2. "Idea champions"
encouraged? 3.20 3.61 ++ 3.48 3.61 +
3. Focus on results? 2.20 2.45 + 2,25 2.37  +

4. Focus on pelicies
(1), balanced (3), : :
or results{5)? 3.24 3.36 + 3.24 3.38 +
5, Familiar with
other divisions'

business issues? 2.62 2,78 + 2.25 2.73 ++
‘6, Familiar with
' corporate staffil 2.90 3.09 + 2.66 2,96 ++
-7+ Knowledge of : '
businesses useful? 3.20 3,47 + : J.1o0 3.18 0
8, Knowledge of

corporate useful? 3.60 3.79 + 3.30 3.38 0

‘9. Extent Europe is

. consulted? 3.23 3.15 o 3.31 3,22 0
10.Extent Europe )
should be consulted? 2.80 2,88 o 2,88 2.84 o

1.Extent Hum. Res.
data affects
business strategy?l 2. 44 2,55 + 2.94 2.77 -

12 .Extent Hum. Res.
data should
affect? 3.28 3.27 [ 3.43 3.3% o

+ Positive change. o No change. - Negative change,
++ Statistically significant to >.05 errer.
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APPENDIX B

Vice Pregidents Directors

BIBLIOGRAPHY/REFERENCES
QUESTION BEFORE AFTER CHEANGE BEFQRE AFTER CHANG! o

Argyris, C., & Schon, D.A., (1978). Organizational learning.

Reading, Mass.: Addigon-Wesley.

13.J0b rotations
d acroes
gzzgsizi:? 1.4%0 2.27 + 1.89 2.03 + Dezl, T.E., & Kennedy, A.A. (1982), Corporate cultures,

Reading, Mass.: Addison~Wesley,

14, Job rotations
encouraged acroses

. Denison, Damiel R, {(1985), Bringing corporate culture to the
dept'a? 2.54 3,12 ++ 2,60 2,83 ++

bottom line. Qrganizations! Dynamics. Spring, 5-22,

‘Kilmann, E. H. (1985)., Five steps for clesing culture-gaps.
‘In R.H,.Kilmann, M,J, Saxton, & R, Serpa (Eds.) Gaiping control

15, Job rotations
across divisions

in gther unita? 1.70 1.85 + 1.77 1.91 . ‘of the corporate gculture., San Francisco, CA: Jossey-Bass.
16, Job rotations :
ugele? 3.70 3.97 + 3.79 3.79 [ Merton, R.K. (1957), Soecial Theory and Socieal Structure,

17. Willing to take a
lateral to anether
division for a '
promotion? 3.81 3.76 [ 3.71 3.72 0
18, Willing to work in ' . . .
another function :
for promotion? 3.76 3.94 + 3.96 4,01 . o *
19, Willing to move . .
regardless of . )
promotion? 3.40 3.64 + 3.5 3,45 o

(Rev. ed.) New York: Free Press,

Parsons, T, (1951). The Social System., New York: Free Press,

Peters, T. J., (1978). Symbols, patterms, and settings: An

optimistic case for getting things done, Organizational Dynamics,

Autumn, 3-23.

Peters, T. J., & Waterman, R.G., Jr. (1982). Tun search of
gxcellence. New York: Harper & Row.

Schein, E. B, (1985), Organizational culture and leadership.
‘San Framcisco: Joessey-Dass,

20, Performance
appreaisals measure
business effect=-
iveness? N.A. 3.30 o 2,98 3.07 0

Smircich, L, & Morgan, G, {1982), Leadership: The management of
meaning., The Journal of Applied Behavioral Science,
Volume 18, #3, 257-273.

2l. Differeunces in
priority bet,
Europe & US hdqtrs? 3.02 2,61 + 2.95 2.76. +
22, Differences bet. .
Corp., US and .
division? 2.64 2.39 +* 2,64 2,51 +

Tichy, N.M. (1983), Managing stratepgic change: technical,
political and gulturel dynamics, New York: Joho Wiley & Sons,.

Tidball, K. H, (1986). Creating cultuval shifts: The risk of
23, Differences bet, leaving the past behind., Paper presented to the Western Academy
division and SBU's? 2.14 2,00 + 2.31 2.16 + of Mapagement 27th Annual Meeting, Reno, Nevada.

Wilkins, A.L. & Patterson, X.J. (1985), You can’t get there fronm
here: What will make culture-change projectes fril. In R.HE
Eilmann, M.J. Saxton, Serpa, RB. & Associates, (Eds.),

Gaining contzrol of the corporate culture. San Francisco:
Josey~-Bass. .

+ Positive chapge. o No change. - Negative change.
++ Statistically significant to >,05 error.

N.A., Data not available for this response. .
* Initial reesponse was so high that no change is likely om thia gueat}o
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DEVELOPMENT OF CORPORATE SYMBOLISM: THE INITIAL APPROACH TO A CURRENT

FIELD ASSIGNMENT
Martine CLERTE
Vincent DEGOT

This paper refers to an as-yet unfinished sssignment

agigned to establish a particular system of symbols within a
business corporation (which Ls not, inecildentally, BElectricitd
de Irance). Yie shall thus be looklng at the thsoretical basis
and approach adopied, followed by the first stages of thelr
practical implementation. Although this particular task was
undertsken in response to a spontansous request by the corporat
ion’s menagement, LU is appropriste to demonstrate how the
creating of symbols could be regarded as a pessible solution ic
the problem at issue.  4lso, we must be satisfied that what we
are putsing forward can accurately be described as symbols, in
the sense that they possess the properties commonly or sclentif
ally attributed to these, and that they are, furthermore, suite
to resolving that problem. Finally, 1f we are to succeed in’
ereating symbols of the right kind, we must be able o refer t
a representation which reveals both their inner workings and tl
compatibility with the iIntended procedures for forming and it~
planting them.

1 = & General View of the Symbol

From the outset, we wish to aveld any attempt at a comprah
definitlon of whai is meant by =& symbol. This would take us
Tar, sines the concept is an cvolving one and we would have to
into the characheristics of sach of successive eibressions of
in order to extract a common eszence: the allegorical ifconogr
of the Quattrosento palrters, the symbolic landscapes of the 1
Rowalitlcs, the Freudisn catalegue of symbols, and the ideologi
symbolism exemplified by Hazlsn. It can however be zald that
thesc successive manifestations reveal two main trends - not t
be confused with the dusl nature of the symbol we have Giscuss

.ll/'
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L earlier work (2) elsewhare) - represented by:
- on the one hand, we have symbols of i "naturall king,
not as being the archetypes aliuded %o by Jung

n and by
wary Douglas (2}, but in that they result from

a prom-
cess (possibly a socio-hictorical one and thus hardiy
natural in the ususl sense of the term) outside hum
conty

an
ol ~ even though there may be some interpretative
Pormulations of its status from bime to tlrme, such as
by Voragine with hig "Golden Leged™, and by Cessre
Ripa, or Besrenius (1)

on the other hand, there sre the "artificialh symbols,

those whose emergence iuplies some deliberate intep-

vention, The latter may lie in the exposition of g -

a
theory bringing symbols (some of these may be "natural'

ones) to light, as with Freudizn psychoanaiysis

/ y Ol In
the development of sz symbolical sys

' : tem to support and
dustify extremist action (somotimes by reference to
historical Tactors), as with the Fascist and Nazi ideo-
lqgists. i

As time goes on, we see increasing evidence of an extension
of o I H

the ufe of symbolism to convey messages
power relationshins

apiearance of

(feelings, impulses,
vhich bacome more snd move varied with the
sinilerly morve varied nedisz to support them;

; : : and
alsoc increasing objectivizsaticn of the symbol, leading to new
symbol-based thecries ang attempts to impoge symhols.

Two common and relsted Féatures of &1l these symbols - to

which we will return lgater when giving our own definition é.shouid
be borne in mind: .
- they introduce a form of abstract generality into

what are otherwise isolated situstions or events,

oo/




150

- they form a bridege between two separate worlds or scelal
entltles: the lay and the religious, the State and the
citizen, Nature and Soclety, business and Soclety.

Here, we are concerned only with the symbolism affecting
corperations. Leaving gside any vestiges of archetypal, or
"pre-industrial” symbolism, there remain two relevant kinds of

symbols:

~ those imported into the corporaztion by its staff and
workers, drawing on thelr experience of the oufer scciety;

- and those referring to external and abstract concepts,
but which the ccorporation has traditionally interpreted
in its own specific terms, such as the notion of Authority.

In both cases, these symbol sr made their appearance al
the Soclety/Corporation interface and then, ss the interface
widened (4), began to multiply. The particular example to which

we shall be referring hereunder conglsts In an attempt to manipulate:

that interface as a means of creating symbols which possess the
wpight? properties in relation to one corporation’s requirenents.

2 = The ZSymbel and the Corporation

When éXamining the process by which symbols first appear
and then become effective, two different points of view have %o

be adopted:

- the overall and abstract standpoiht directed to the
symbolistic system being generated at the Society/Corpora
il
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interfacey

~ and the apecific evéryday éffect of the symbol on
the individusal.

Our aim, it must be remembered, 1s $0 produce models
reprasenting events on these two levels, as a basis for creating
sympols relevant to glven situations,

2.1 - The overall standpoint.

The symbol emerges and is perceived in comnection with a
partlcular event taking place in a concrete situation and involving

& greater or lesser number of individuals; and it owss its effect

to the faet that it carrics a meaning which is not entirely depend-
ent on that particular event - g meaning which is taken in by some,
1If not all, of the individuals present, The force of 1ts impact
and influence on those individuals is derived from the way in which
it links together a whole series of apparently unconnected events
by associating them with a common meaningfulness. The symbol thus
makes implicit reference to a body of past situations and events,
of which it represents the common factor and for which it to some
extent provides the justification: it brings in n precedents

to show that event n+l is a natural and foreseeable part of

the chain,

Howaver, for this effect to be produced, each of the evenis
congldered - whether a part of everyday life or not - must be
related to a higher plane than their own, which consolidates

" and "eonssorates" the symbel by giving it a foundation in conéepts

that cannot be challsnged or zmended from thelr lower level,  This
gives the symbol a kind of autonomous status, integrating it into

eels
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a system and enabling a single symbolie "gsrm" to flower in

many different forms.

This higher level of reality (so-called becatnse those
who comprehend the symbol recognise its "transcendent' mesning)
In religious terms, it could be
the mental theraplst would
for our own purposes

can tulke on different forms.
roprasented by the Holy Seriptures;
probably refer to psychoanalytical thsory:
in this paper, the types of symbol relevant to the corporatlion
are those deriving from social or cultural concepts which are

accaephed throughout a given soclety or Industrial civilisation,
In every case, the source of the symbolism lies on a higher plane
than that where particular symbols may from time téd time be given

concrets expression.

It is these sources which establish the link betwesn
gvents, consolidate the slgnifications of the symbols, and dis-
miss the differences in time and space which otherwise separate
the symbol?s: appearances on the lower plane.  This agglomerating
affect adds force to the symbol, since the concepts therehy
symbolisud are placed out of reach: the founts
and power relaln unsuliied. This is not tc say that the symbols
themselves do not chenge over time, and we shall in fact try %o
show that they do, hut that the symbolistic system is elfective
bo cuu;a it imposes recognition of the exictence of Funuamenh al and-
truths thich bear on ctherwise disparate events.

of inzpiration

lagting and forces

Dy alalcgy, we can say that the symbol iz charged with. .an

energy which powers =z shift. of meaning i the situations where it

e

makes an appearance, bLouching on twe planes of reality and
causing s short-cireuit betwean them. The energy derives
from the difference in potontisl between the more abstract

and supposedly more inert concepts on the higher level, and
the more actlve concepts ruling everyday life. For exanple,
the corporatlon evolves much more rapildly (structurally and
technologleally) than does soelety at large, The latter thus
has reserves of potentizl which we csn hope to harness for the
benefit of the formur provided we are oble to establish the
right connections.

2.2 =~ The individual stondpoint

First of all, it should be made clear that the effect of

symbol muy extend to reach individuals wheo themselves remain

wnaware of it: this is when such swarencss becomes a zign of
mutual recognition and the unaware can be identified azs outsidersg
(non~helievers for the religiocus, potits bourgeci
reformers, and zo on).
the "initiated" groups

for the soecisl
Thé cohesion and sense of identity of
are thereby reinforced.

When the symhol has a positive eflect on an irdividusl,
it provoles a reaction comparable to the one described sbove from
the overall standpcint. It can be said, even, that it is the
reaction of the individual which glves the symbol its colleckive
value, A symbol acts on individusl memories, through its power
to assemble in an orderly form whole ssaries of perceptions of
past events and situations. The individusl realises that the
forees at work in a ecurrcnt situation are of the sale kind as .
those he has encountered in many previous situstions which,
although apparently quite different, contained s commen feature
which ig highlighted and reinforecad by the symbol, Through

el
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this compilation of = series in his memory store (not neces-
sarily on the conscicus level), the individual is brought to
reglise the existence of a higher plane of reslity which can
translate into sveryday events of various kinds. Simultanecus-
1y with such a flashback of memory, the individual recogniseg, in
his immediafe situation, multiple manifestatlions of the same
symbol, which go to compound its credibility and forcefulness.

(A valuable contribution to the study of memory and symbols

will be found in the commentaries of G. Deleuze (5) on the works
of Proust). .

of 1ts use (just as pearls are said to lose their sheen when
left unworn).

3 = Our Practiecal Work Assignment: Specifications given by
the Corporation concerned

The above definition of the symbol - which is consistent bhoth
with vast and pressnt symbolic systems and with the findings of
most writers on the subhjeet - suggests that it acts on the individe
nal by putting him "in phase" with the world, making him see things
through a regulating and clarifying prism. It can thus become a
redoublalle instrument 1f used with total effectiveness (scme
symbolie systems, linked to religious sects or totalitarlan States,
stinulate the followers of these but, conversely, arouse a powarful
backlsash elsewhere).

243 = The symbol itself

The symbol, which has the power to c¢rystallise a series
of past events in an individual’s memory, together with his
direct perceptions in a current situwation, ig itself the product
of a erystallisation process. This means two things:

The request formulated by the corporation with which we
developed a reflection on these lines might, at first sight ond
given the current popularity of management studies based on the
hetion of corporste culture, appsar fairly straightTorward: we
were to find ways of strengthening the corporate Lesm-gpirit on

- firstly, that it is the outcomerf a fairly lengthy
process of sedimentation of events, throughout which
natural or artificlal mecheanisms have strained off a
common ingredient and then purified i% to extract the
symbolic eczence;

the basls of a number of key values. However, the asgigrmeont

-~ secandly, that i1t possesses mulbtiple facetbes - and cofiprised two rather uncommon aspects:

this again has two implications: it can be perceived

from many different standpoints in many and varied
gituations; and it can crystallise a very wide variety

- the narner in which the key values wers formulsated,

- and the manner in which the management of the corporation
of mauory series. proposed to lmpress its staff with them.
The "erystalline" structure of the symbol enables its

3«1 -~ The message which the manascrent ssl ] translate i
eilergy potential and its complexity to augment with the frequency e askied us to transiete into

" oo/
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symbolic form was sean to be more a statement of fact than a
planned objective for the future, ir thal it’s content covered
such matters as the corporaticn’s current position on the world
market, the specisl features of itz producss, and its technology.
This contrasts immedistely with most contemporary attempts to
remodel g corporate culture (which have flourished in France during
the past few years under the name of "Projlets d’entreprise") by
mobilicing the worlk force under the flag of participative projects.
In the case in point, the impression given was that the monagement
was anxlous to consolidate an acquired status, without looking
ahead to any partiecular type of future development, Conzaquently,
it was necessary for the system carrying the message fo leave the
widest possible scope for inltiative, in the process of strengthen-
ing the existing internal cohesion wisth regard to the key values
specified, so that the corporation would be able %o relain the
flexibility regquirved for taling on its further objectives as they
were determined. The "eulturzl" intervention (as it must be
called) was thus to remain distinet from the strategic options for

which it paved the way.

3.2 - The approach finally adopted is quite consistent with the
tone of thls message, leaving a latent springbosrd from which the
corporation can launch inte as-yet-unformed projects. It is in
keeping with a discussion of the notion of corporate culture.

The "classical" approach in this arsa (6) consists in mobilising
potential to support values that are consistent with attaining
preclse objectives. It is thus backed by arguments presenting
those objeetives as both desirable and feasible targets, so that
shoy: ultimately become In scme way "binding" on the corporation.
This upproach also relies on a permanent reiteration of thef_
objectives and values it supports, together with a permanent
cementing of the consensus by the organisation of various Tritest:
Hew Year message from the Chgirman, presentations of wvarious
kirds, -md sc on (77 On the other hand, as we pointed out above

N
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the symbolic approach is a system which becomes more potent

and more stable as it poes along, with each new appearanceg of

a symbel being added te an existing series and glving it grester
waelght and appesl.

3.3 = A more profound difference hetwoen the exercise we are
degceribing here and the henceforth classical approaches is that
it is based on what is primarily the affirmation of a de facto
existence: the corporation exists as such, without having to
tend towards becoming an entity, instead of existing only to

the extent that it is held togathar by the pursuit of ccrporste
goals.

. This novel zspect of the problem - arising from the manner
in which it was formulated - 1s a vital factor when it comass to
finding a solution by creating symbols, Hitherto, Scclety at
la?ge Was considsred as the higzher plane from which the corper-
ation would draw the snergy needed to sustain its symbols, whether
these were of & cultural (power, progress, ete) or a sociological
Fsocial struetures) ordar, Now, given the existentigl affirmation
Just expounded, the corporation itgelf can become the higher plane
megting its requirements by deploving symbols which have mesning ,
and existence only within its own context, although drawing on ;

a latent energy potentisl to he found in outer Socisty, where it
Wwag unable to find lasting expression,

By making this affirmation of self~contained exlstence,
the corporation lays claim to & status already enjoyed by the

aele
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‘great goelal institublos such as the Church, the State, the
Society, and so on. It is this very quality of existing
without reference to seeking achievement which can be sean -gs
the essential characteristic of a higher plane of reglity in
relation to-the symbol, ensbling the latser’s manifestations
to relate to a kind of self-sufficisnt entity.

to find any fixed point of settlement. Our intention

is o provide fixagtion points for them within the COTPoP-
ation, where they will take on substance by drawing both
on the corperate hody and on the imaginative résources of
the social environment.

The very form in which our client’s neads were specified thus
expressed something of an introspective stand, a waking realisation.
of autonemous heing, and made it possible to ereate the conditions
for a sclution based on a specific symbolism.

4 working group was set up inside the cosporgtion to
examlne the problem in the light of the above considerstions
(themselves developed %o g large axtent by that group). It
became clear {after a consensus reachad when many avenues hsd been
explored, involving both dircet ohservetion of corpershe 1ifs and
the reoourse to hezsie findings culled from the diseciplines of -
History, Ethnography, Sociclogy, and so onj, that g possible.
solution consisted in promoting a particular behavioural attitude
among the staff of the corporation. Such an attitude being no

4 = The Deviee of the "True Professional! Image

Thz above considerations aslready point to the kind of symbols
we should be locking for. It iz clear that they should:

more than an abstiact concept, it was necessary to illustrate it
in terms of a personality profile that would carry regl meagning
in the eyes of as many people in the corporation as possiblo.
Worlting aleng these lines, we gradualiy brought out the "true
professional" imsge as being the best incasrnation of the type of
behaviour required.

- be capable of ingertion, with some flexibiaity but
without losing their central signification, within
the procedures and organisation structure (worl sbatlons,
hierarchy, ete) of the host corporation

= leave maximunm scope for future options, providing a 4.1 ~ Defdrdtion of the TrusProfessionsl (8)

sultable basis of operations for whatever objeetives
the corporation may set itself in due course; The associaticon is mainly with fictional characters in

crimo and spy novels, so that it relales to the world of popular
~ offer the means of drawing off a part of the energy imagination without béing personified in everyday iife. The
potentlal contained in the socisl complex, by hafneésing

qualities which heve high profiles there but have failed

professional in this sense is an individual who carries out
missions whose »ims are assigned to him from the start, but .
he hus wide latitude concerning the ways he goess sbout achieving

ool
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these, He ig reolisble and loyzl to his =mployers and has
earned their confidence through past successes. = le produces

a "eclean job", meoning that no looze onds are left o be plcked
up, but without drawlng particular attention to himself (the
suggestion iz that any other true professional in his line

would have performed couparably). Our profegsional is thus

the behavioural and symbolic transposition of the "satisfactory®
performsnce in the terms of Liareh ond Simon (9).

4.2 = Ghy the "True Professional" image 13 relevant

If we look bacl at the requirements origlnally exprecssed,
we find that the professional image meets them in full:

- an individual of this type is consonant with all the
achivities of the corporation, although the ones organ-
ised on project lines (marketing, some production zress,
contract negotiators, ete) are particularly fertile
ground;

~ g5 suggested earlier, the imege 1g already in phase
with the popular concepbtnal process:s more and more
of ten do we hear expressions such as "that's a real
rrofessional job ... Sowandsso iz a true pro" being
volced by pecople of ull linds;

- the obfitude 1z one which is bound to be to the benefit
of the corporation, without comaitting 1%t to speculative:
future options {(such as would be implied by encouruging
o speclfic type of skills, for example). It is'thu@
fully eonsistent with the "neutral" style we were looking
for.

e

The only objection ralsed to this image during discus=ion

~was its relative lack of warmth, especislly in view of the

fictiongl references adcpted. It thus has to be to some

extent adapted to the cultural demands of the corporation, which
can be done ﬁithout affecting the symbol’s basic signification
(after all, even James Bond iz given his more torrid momenis 1.

~ Putting across the "Irue Professicnzl" Imgne
143

I have personally spent a great desl of time and paper (10)
o both the theoretical basis and the practical implications of
this imzge. In the course of this I have developed a technique
For putting 1t across which I econsider very effective - but not
easy to imploment, especially in the specific context now bsfore
USe Deseribed as the “conspiraey" approach, it involves some
manipulation of executive careers and arranging for explsnatory
comments to be discreetly lealked. The "eonspirators" gre a
group of senlor executives, secretly wieldinsz their influence
in a conmon aim. This system is being experimented with in
other corporations than the one considerad here (11).

Tc come back to the case in point, the coperaticn was launched
too publicly for the above scenmario to bz applied and, at all
events, such an approach would probably have failed to appeal to
the corporate munagement sponsoring it. Consequently, we toolk
a more conventional approach, employing the existing mecans of
communication within the corporation; these means are many and
Varied, consonantly with the firm’s size and marlet status and
with its predeliction for ghe institutional type of advertising.

e
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This 1s in fact mainly "prestige" advertising, being
addressed to a generzl public who are not prospective buyers
of the capital goods the corporaticn manufactures. But, via
that general public and the massuedia carrying the advertisements,
the corporation reaches out to its own personnel., The advertise-
ments themselves enjoy some reputation for being objectlve, as
they make no obvlous sales piteh and seek mainly to convey the
corporate imagey; they thus provide a means of broadeasting an
idealised image of the people who staff the corporation.

Given that one of the aims of the symboligation exercise
as thus briefly described is to impress the image of the corpor-
ation and its staff on the part of the labour pool formed by young
graduates (cspeclslly, in France, those .from the Grandes Ecoles),
go as to attract the most promising and the nearest to the "frue
professicnal® type, this partiecular kind of approach - with dits
various possibilities « can prove quite effective, Furthermore,
1t bears fruit much more rapidly than can be expected»from the
conspliracy scenario described earlier, which may take”as long as
ten or fifteen years to mature.

However, the move conventional method also has a rather
serious drawhback, to the extent that it relies heavily on an
explicit prescntation. Thiz wealtens ths power of the symbol and
adds an element of predetermination which the original schems
had avoldeds it is honceforth necessary to aszociate the symbol
with concraete aspects of the corporation’s getivity, exeuplifying
the =sim or, even, arguing the case for it. Ve thus hava a part
of the schome where outside pressure is visibly applied,'whiph
is likely to arouse adverse rveactions from people -who fesl that
they fail to match the image being promoted.

ails
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Under the conspiracy scenario, on the other hand, the
prineciple remains that the management executives will aeventually
(oven i1f the date 1z disztant) realise that thay are thenselves
true profesaioﬁals, sinee they form part of a whole body of such,

from top to-bottem of the corporate hierarchy.

6 - Qonclusions

Wo are aware that a more expliclt ireatment of several
points would have given a betber demonstrgtion of the remarkable
effectiveness which can be obtained by manipulating the coerporate
symbollsm.. Dut we wish to end by considering, gz the title of
this meeting invites us to, the ethicsl aspoots of this king of
approach. When we deseribed the technique, in much greater
detalil than sbove, to managements, .corporate executives, and French
business school students, the ethical implications of such manipul-
ation arocused no comments or objsctions. By contrast, the same
description given to academic audiences (teachers and ressarchers)
brought criticism on thic scere. The question really raised is
that of the relevancy of these two Linds of public raspectively:

= the Cirst of them live in a world where manipulction is
the order of the day end they know that, henceforth, their
ldess have to be "sold" to the corporation, to their bosses,
to thelr subordinates, to thelir future employers, snd so ons

- the others, attenpting to understand the corporation from
outside, clearly think that coma sights nre better Lok
wnvellied and prefer to hide distasteful findings under
cover of theoretical models, even if these are often based
on unkind assumpiions as to the nature of Man, the function
of the corporation, and the sceisl purpose.
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The major issue of the Conference will be "The symbolics of cor-
porate artifacts". Papers are invited which bear upon questions
such as:

What is the methodological relevance of the theme for organizational
research and theory? Is that 1true that the wvisible elements of
corporate culture - intended in the larger sense as technology,
products and perceivable patterns of behaviour - are the easiest
to observe but the least significant for understanding the cultural
identity of organizatiens? Which is the relationship between arti-
facts and cultural codes? Through which subtle mechanisms cul-
tural identity models the forms of material culture? How could they
be disclosed? '

The Conference has also been conceived as an overall occasion for
meeting ground and communication on current research interests
and new appreaches. Alongside the main theme, the Conference will
then be open to contributions on different topics in the broad area
of organizational symbelism and culture.

Ascording to the SC0S tradibion, the Confarsnce Wwill be addressed teo g_eople. working
in many disciplines: psychology, seccielogy, anthropology, psyccanalysis, linguistics,
business administration, the arts and literature, etc. The Conference will be held
in the centre of Milan, naar to the most famous Roman churches and the site of Leonarda's
Last Supper. Many symbolic "events will be arranged according to the opportunities offered
by the town, the season and the theme.

Substantial abstracts should be sent before the FIRST OF DECEMBER
1586 to

Pasquale Gagliardi
ISTUD-Tstitute Studi Direzionali
Via Mazzini, 121

28040 BELGIRATE (NO), lialy

Phone: 0322-76375
Telex: 200364 18TUD 1

Final papers should be sent to the same address before the
THIRTIETH OF MARCH 1987.




