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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 pubtlishes working papers,

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

DRAGON is a vehicle for instant communication,

between members of SCOS 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 shouid 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 journais of more estabiished
academic reputation.
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EDITORIAL

by Vincent Degot

Summer is always a high point on the SCOS production curve,
and was particularly so this year. Iwo internstional conferences .

were held, on "Corporate Engineering: the evidence for and againgt® -

at Montreal in June, followed by "owards a Meta-theory of Organis-
ational Symbolism" gt Hull in lste suegust.,

The contrast betweer these two themes 1llustrates the variety
amd breadth of the field covered by 85C08 ~ at the same time rajsing
the question of whether such diversity might not bear the seeds of
confliet and have schismatic undertones.

Both for conferences snd for corporate journals, the problem
of achleving a proper balance between the broad genaral subject
and the depth of the contributions on specific themes it attracts
remwains an open one, and attempted compromised rarely gain unsnimous
approval. Some are annoyed by what they call g rag~bag" offering,

while others welcome g glimpse at what is going on outside their own
narrow field of study.

I was fortunate In being able to attend both of the last two
conferences, and gained the Impression that they refiected, rather
than a random dispersion of effort, two distinet tendencies of which
one, at legst, proclaims itself as such and as attempting to escape
from an "imperialistic" North-American sehool of thought.

My own view tends to be that no true school of thought is ever
imperialistic, wherever it is born, and that (firmly rejecting the
bourgeclis science versus proletarian science polemies of the wild
and woolly Fifties), observations and findings made on both sides
of the Atlantic can he equally valid:and relevant to all, My sole
reservafion, from the standpoint of a French practitioner, might be
that the more constraining seonomic conditions in Burope have led to
the development there of more subtle management technigues. This
is not to say (the figures prove the contrary) that these are more
effliclent, or that the EBuropean researchers studying them display

greater subtlety than their American counterparts. Otherwise, we

Il/o

i the
would also have to maintain that art historians studying thi .
eriod are necesgarily more qualified than those dea g
Cihe ter is more

Baro |
with the Barly Primitives, because their subject mat .
varied and complex. This would clearly be unreasonable.
. e
At all events, the papers published in DRAGON cover all th
ges are open Lo those who nay
How=

tendencies concerned, and our pa . ‘
wish to discuss them in terms of seientifiec controveisy.t e
far ~ in 1line with a well-esta
ever, I am afraid that thus
Fren;h pattern which gseems to have been adopted by resiarc:zrs
r
feather prefer to flock together,
elsewhere - the birds of each oz .
dlseussing their common ways of looking at things, ratie;dtgizferent
i ho ho
t their views with those w
being prepared %o confron o
ones with regard to a common subject of study - the organisat
Thig is why DRAGON must contirue to remain open to all .
o
opiniong (provided they are properly documented} and attempt °
engourage Gebate other than by a mere juxtaposition of pape;s
all sides. The fact that certain papers are accepted by © et e
organisers of conferences and the editors of journals does no1 :
they consider them to be of particularly high value in themiz ves,
- rs
put regard them as capable of fuelling a debate - 1f only othe

are prepared to respond to them.

Before concluding, I would like to thank = on behall ofdalii
T am sure - Robert Poupar®, Pippa Carter, Norman Jackson an farred
their helpers, for the way they organised the conferences refe

to.

A

our best wishes and thanks are also due tc Reln Naunta, the .
i n
retiring Chesirman of §CO0S5, together with our congratulations a
expressions of support to Kristian Kreiner, his successor.




As DRAGON gradually comes of age, it is appropriate to
remind readers of some of the possibilities it offers, and to
express some hopes for the future:

- We will welcome all suggestions with a view to publishing
special issues, devoted to particular subjects, geographical
areas, schools of thought, and sc on. An example is
provided by P.J. Benghozi’s call (page 6) for contributions
to an issue on "Art and the Organisation'.

- I personally intend to try to improve the layout and
general praesentation of DRAGON+(such as by making all
papers start on a right-hand psge, and so o), and I hope
that you will help me by adopting a more standard present~
atlon for your contributions, particularly by putting the
title and the author’s name om the front page, without
giving the parent institution or address, and using paper
format A4 (21x29.5 cm}.

+In this comnection, I must express my regrets %o Dick Raspa,
whose paper "Creating Fictiom in the Committee ..." (DRAGON K°4)
was bound with the pages in a random order invented solely by
myself = mea culpa.

Request for Contributions

for a Special Issue of DRAGON
on the subject of

ART AND THE ORGANISATION

Pierre~Jean Benghozl

PThe word "culbure' is regularly heard at 5008 wmeetings,
and DRAGON has made it its main focus of Interest. In fact, 1t
has come to take on two distinct meanings: it is used to express
the idea of a given set of values - a8 when we talk of "corporate
culture®; but it also has its every-day meaning of an area of
galents and activities of a particuler kind - artistic, literary,
and so on. The proposed special lssue of DRAGON on "Art and the
Organisation® is intended to concenbrate on the second of these
aceeptations.

The two terms of thls &itle are not brought together as
an expedient. Tn combination, they open up a number of lines
of approach, of which three are discussed here = not In an attempt
to limit the scope of contributors, but merely to suggest a rough
framework on which to work. uppt and the Organisation" should
enable z review of: the productlion side of cultural organisations,
the relationships between art theory and organisation theory, and
the presence of artistic eculture in industrisl undertakings.

The Production Side of Cultural Organisationg

From the standpoint of the inmner workings and the management
of organlsations, analysing the activities of cultural undertakings
more particularly (opera companies; publishing houses, art galleries,
2V networks, theatre companies, ete) is very much like analysing
those of other organised systems (business corporations, public
health services, research institutes, and sc on).

However, one of the most prominent features of the ecultural
organisation is the virtually constant confrontation of different,
and sometimes conflieting, mental attltudes: the busineéss ethic,
the technological mentality, and the creative ¢thos. The incidence
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of each of these on the creative work finally produced occurs at
several levels: the direct effect of budgetzry and other material

constraints, the indirect constraints imposed by technical feasihilwf

ity, by project financing procedures and by the particular stabus
of participants from the enltural world, together with the personal
cultures of all concerned (artistic, technical or business back-
grounds) . All of these affect the way in which ereative work is
organised and the productlon strategies applied.

The constant interaction between these various attitudinsl
poles means that the management function is of especial importance
in this type of activity. A cultural entermisze 1z a complex
system Involving many variable factors of technieal, human ang
other kinds, held together by a web of relatiomships: procedures,

work organisation rulés, a conirol hierarchy, evaluatlon prineciples, ;
technical and financial constraints, business objectives, and so om. i

The maznagement function is what enables these disparate elements

to hang together, by providing procedures for coordinated regulatiomE

of their activities and a decision-making stage preceded by any
necesgary arbitration. To some extent, therefore, the final ex-
pressior of a given artistic ®preduet" is determined by ifts manage-
ment and organisational framework, :

Artistic Theory wersus Organisation Theory

Over and beyond such enterprises designed to produce works
of art, the arts and the organisation also meet on other levels.

The gesthetic and historicgl theories developed regarding the
arts, taken in their widest sense, have for long placed the accent
on g number of methodological considerations which also confront
the practitioners of organisation theory. From the simple idea
of identifying the viewer (who 1s looking at it ? with what
motives ? from what place ? from what perspective ?), on to
the different levels of decrypting and understanding {(e.g. recog~
nition of facts and expressions, relating of artistic motifs and
themes, then analysis of intrinsic content), these theories have
provided snalytical models and a way of looking at things which
can be transposed to the study of organisstions, to the extent

ool

that the latter are characteriged by particular configurations
which evelve, glve way to new ones, and reflect changing fashions
and styles.

Art theory has also been ﬁore directly harnessed to the
analysis of organisations, as a means of rwgarding a whole set
of phenomena (graphics, architecture, corporate image, advertising
material, etec) which fall within its area of study. Recent
issues of DRAGON carry articles that are very directly inspired
by this kind of approach. It would be interesting to find out
how the analysis of corporate texts or graphles, for example,
throws light on some features - and on what features - of the way
organisations work, and also of the way in which 1% ean reveal
how the business and industrial world more generally is perceived
in the outer soclety, such as through films, advertising and
comics.

Art in Industry

Industrial undertakings have always drawil hesvily on artisticé:
resources: directly, for productlon purposes (calling in product
designers teo style their manufactured goods), for integration in
corporate rife-style (architects, decorators and artists contribui-
ing to the design of factories and office buildings), and by
enhancing corporate image through assoclation with creative works,
using the age-old practice of patronage or sponsorship.

The frontier between art and industry is thus incresasingly
tending to disappear. On the one hand, industrial products are
gaining increasing recognition as works of art {(exhibited, for
example, at the New York Metropolitain Museum). Reciprocally,
gome cultural productions (concerts, exhibitions, restoratlion
cperations, ete} find it ever more difficult to see the light
without the assistance (whether technlcal or financial) of business
corporations.

contributions and reguests for information %oz

Pierre-Jean Benghozi, Centre de Recherche
en Gestion, Ecole Poiytechn%que,
1, rue Descartes, 75005 Pariz - France




SUSCRIBTIONS

Dear Reader,

now that you. can see how DRAGON looks Like, do you

intend:

0 to become a regular reader by subscribing to:

+ gix issues (about each month) for 300 French Franca

* tyelves issues for 600 F.F.

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

In either case, please do two things:

- if you are not French, send the amount either directly
to V. Dégot or on the DRAGON bhanking account at the name of V. Dégot,
Account nd 000 5 05375 1 4, Société Générale, Agence G Saint Wichel
27 Bld Saint Michel 75005 PARIS {FRANCE)

-~ 8i vous étes frangais,envoyez un chéque au compte de
1'ADREG, au Centre de Recherche en Gestion de 1'Ecole Polytechnique,
1, rue Descartes, 78005 PARIS

— and send me a letter to informe me of your subscription
50 that I can send you by return an invoice and adjust the number of
copies for the next issues

0 to hecome a collaborator of DRAGON:

* py spreading 1ts spirit around you, to colleagues, institu-

tutiens, firms, etc. Tell these persons to contact me or send me their

names and addresses.

* py becoming a reviewer for DRACON; then contact me, I will.

send you & questicnary and explain to you the rights and duties of

the DRAGON reviewers.

COMING CLEAN: the symbelic use of clinicail nygiene in a hospital
starilising unit

BY: Dr. Barbara Rawlings, Manchester Business School, Booth Street Uest,
Wanchestar, MI5 6PB, England.

ABSTRACT: Based on research into . hgspital sterilising practices, it is
argued that sterility is a symbelic rather than an absolute standard in
clinical circles. The use of rules for achieving starility is examined,
and some paralleis are drawn between the symbolic systems of primitive
poliution heliefs and hospital hygiene riles.

Introduction

This paper is based on research carried out in a Theatre Sterile
Services Unit (TSSU), a service department with responsitility for
packing and steriiising surgical instruments for use in hospital
operating theatres. I will describe clinical notions of sterility,
and argue that whilst these represent objective standards of hygiene in
hospital culture, it is more revealing to study how the standards are
achieved and maintained than it is to fake them for granted as resources
for explaining organisational data. It will be shown that whilst starility
is produced and treated as an objective standard of hygiene, the methods

members use to accomplish and sustain that display of ebjectivity are
practical rather than scientific ones.

In twe respects, this paper discloses the organisational symbolism
of notions of clinical sterility:

Anthropological symbolism

In her beok 'Purity and Danger‘,(l) Mary Douglas pcints out that it
is tempting to see poliutien behaviour in primitive societies as
superstitious and modern western polluticn behaviour as scientific; whilst
primitive notions are based an religion, western notions are based on

hygisne and are deminated by the knowledge of pathogenic organisms.
However, she goes on to say:

"I we can abstract pathogenicity and hygiene from ou i

dirt, vie_are left with the old dzfinitigﬁ of dirt as ;agg:;ogu:fof
pIacg.' This is a very suggestive approach. It implies two
conditions: a set of ordered relations and a contravention of that
order. Dirt then, is never a unique, isolated event. Where there

is dirt there is a system. Dirt is the by-product of a systematic
ordering and classification of matter, in so far as ordering involves
rejecting inappropriate elements."{2)




1.1.1

1.1.2
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Whilst I will not attempt, in this paper at any rate, to establish
a thorough going link between primitive and western notions of
purificatien and po]iu;icn, I will take Douglas' notion of dirt as
metter out of place according to a system a stage further., For the
moment I will note the following with respect to the accomplishment of
sterility in the TSSU.

That ‘matter out of place' will include 'people cut of place' {as

indeed it would include in an analysis of primitive cultures). Thus for
example non-sterile TSSU ancillary workers would be out of place if they
should wander into the *clean corridor’ of the theatre block. In being
thus out of place, they are treated not so much as trespassers who have
ne right to be in that -area, but as contaminating elements who threaten
to destroy the carefully wrought sterility of the area.

That 'dirt' in the TSSU, or at least significant dirt, is of a special
kind, This is not dirt anyone can see, but dirt which must be removed
through subjection to special technolegical processes {hot steam) and
which can be re-acquired through proximity tc non-sterile goods and
people. Instruments in the TSSU are thoroughly washed, cleaned and
dried before sterilisation: they look perfectly clean before the
critical stage of their cleaning cycle. Consequently, the efficacy of
this crucial stage is one which must be judged at a distance, via tests
and practical measurements rather than by direct cbservation. Similarly,
enly practical measures can be used tec decide whether goods have become
unsteriie before the use for which they have been sterilised. The issue
of how members decide whether or net surgical instruments have: become
sterile or unsterile is a major focus in this paper.

There is a clear similarity between the Harvik Brahmin polluticn
rules outlined by Mary Douglas and the concept of sterility in the TSSU,
in that in neither case can the dirt, by and large, be seen. In both
cases, dirt, or lack of it, is inferred through the presence or absence
of particular events.(3) As 1 explain, however, the emphasis in this
paper 15 not to list the hygiene rules, as Mary Douglas does, but to
examing the ways in which the rules are used in practice.

1.1.3 That the concept of a system requires know?gdge of how the system is
to be operated. Inscfar as any system is based on the differential
ch%ﬁﬂﬂhnﬁoﬁuu.mﬁﬁﬂﬁ,wpmﬁhtMnWweMSMbe
a means of classifying these things according to the system, and of
relating the classes, one to another, in ways which are seen to be
systematic. Seen in this way the production and maintenance of a
system can be seen as a coentinuing practical accompiishment for the
pacple whose job it is to work with that system (which is the opposite
of those system theories which treat systems as existing independently
of the people involved with them). If dirt is to be seen as matter out
of place according to a system, then continual decisions need to be made
by people involved as to whether people, activities and objects belony
to the class of clean or the class of dirty things.

1.2 The symdolic relationship between ryles_and values

The hygiene theories of microbiology and clinicai sterility are, at
base, complex and scientific. A practical solution to the nroblem of
applying these complex theories to the everyday work of achieving and
maintaining sterility, is to translate the underlying theories into ruies
of goad practice, on the grounds that if the relatively simple rules are
observed then the far more complicated theories of hygiene wiil be
properly addressed. The relationship between the organisaticnal rules
and the underlying values, however, is clearly a symbslic one in that the
rules stand for the values, but do not properly or fully describe them,
Because of this symbelic rather tham direct relationship, members of the
organisations involved in producing and maintaining sterility treat the
rules as practical features of the setting, to be invokad, suspended or
followed with reference to other contextual features, such as who is
involved or how urgently some equipmeat is needed. This is not to make
the practical accusation that rules are deliberately flaunted, but to note
that the meaning of a rule is a matter for the situated practical
judgements of the people concerned and not a stable feature external to
mﬁrmﬁﬁﬂujﬂ

In summary, this paper will focus on the symbolism of dirt and
cleanliness, and or the symbolic use of organisational rules, It will
facus on a setting which is specifically and scientifically designed to
produce and maintzin some of the highest standards of hygiene in medern
western society: the Theatre Sterile Services Unit (TSSU} in a large
general hospital.
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2 The Sterilising and Use Cycle
The TSSU 1s built into the main theatre block (see fig. 1}. %f After sterilisation, trays are removed from the autoclaves and
Instruments are packed ontotrays in the TSSU, sterilised, stored and f} stacked in the sterile storeroom ready for use.
distributed to theatres when needed. In theatre, trays are unpacked " . —
by nurses, used by surgeons, repacked and left outside in the dirty 5 Au;i:!aves S e A i Sterile Storeroom
corridor, for collection by TSSU personnel. 1ee . ! v o~ :
Dirty corridor—— IR Ve Clean corridor
I .
Instruments L o4
repacked on | ? ], b \ ,__-;:“&‘““*hTheatre Office
entrance benches ‘ Y
i Clean instru~ | .t~ (3 il K
VA G ments. & trays A N
: . i stored 7 v
Hirty Corridor ——t= i _ e
L447 T T [ T i — —f  ——— Storage area
Theagres | o | Wasking up T 4 i, ——Theatre
o ' © o T area \Siogr T T e 7
i " ] “racks for storing dirty instruments
Sterile Storeroom Grass \/ Y enotes direction of
o s T work flow
TSsU © ] ) T heatre(g§f1cE5 o Fig. 2 : ODiagram of TSSU showing cycle of sterilisation and use {not
Clean corridor —1-1 = ‘ . drawn to scale)
I T I T |
entrancg —— ] / . ? . 3 The Research
This research interest developed from a project undertaken in 1984,
which focussed on the differing perceptions of the providers ;nd users of
the TSSU. Over a period of several weeks, most of the ancillary staff in

Fig. 1 : d&round plan of main theatre block showing incorporation of the TSSU, and many theatre nurses and surgecns, were interviewed, and some

T55U (not drawn to scale) observation work was carried out.

The dirty trays are colflected and stacked on racks outside the Tesy The research findings included identification of some specific

(see fig. 2). From here they are unpacked, and the instruments washed and
dried. Instruments are kept together, as each tray relates to specific
operations, and is purpesely standardised to include all the instruments
that will typically be needed. Trays are repacked, fastenad with heat
sensitive tape, and stacked in an autoclave for sterilisation. The TSSU
had three steam autoclaves and one formalin machine at the time of the
study. Steam auteclaves take about thirty minutes per cycle, much of

this time being spent in building up and losing heat and pressure. The

actual sterilising process takes about three minutes at the climax of this
thirty minute cycle.

commnunication problems petwsen the users and providers of the servica, and
these in turn seemed to be at least partially related to barriers between
the {dirty} TSSU and the {clean) theatres. These barriers were of two kinds:

(i) physical: the two areas were gyeographically separated by doors,
physical spacé and an intervening storeroom,

(1%) ¢linical: since cne area was sterile, and could become contaminated by
the presence of non-sterile people, there was an organisational sanction
against TSSU personnel entering the theatre area; similarly, since the

TSSU area was non-sterile, there were good clinical reasons for sterile
pecple from the theatre area to keep away from it, since if they entered

it they wouid become contaminated.




Since passage of personnel was difficuit between the two areas,
opportunities for face to face communication were limited, and in the
research vepert I argued that this limitation exacerbated the poor
relationship between the users and providers of the service. In
examining the evidence to argue this point, however, it became clear
that whilst on the whole the barriers between sterile and non-sterile
areas were maintained and distances cbserved, this was by no means always
the case. There seemed to be certain people, or certain kinds of people,
who could pass through barriers which others could not. As this did
not accord with my original beliefs about the *special state' of clinical
hygiene required to earn the title of 'sterile', I began to ook more
closely at the concept itself. I should add here that on the whole the
communication theory developed in my original repert was soundly based,
since on the whale theatre personnel and TSSU personnel stayed in their
own areas. What I found interesting was the observation that a few
pecpie did not. If seemed to me that either my sirict notions of clinical
hygiene were correct and that these people were breaking the rules and
putting patients at risk or that the concepts themselves were more
complicated than I had realised. MWhilst recognising that members
themselves might well be concerned with the former perspective and its
imﬁ]ications, it nontheless seemed sociologically more valuable to pursue
the matter from the latter perspective, particularly since it seemed
Tikely that an exploration of the concept of 'sterile' would throw Tight
on the former perspective anyway.

The Concept of Clinical Sterility

Clinical notions of hygiene

In first approaching this piece of research, I assumed, as I take it
most other ordinarily appreciative members of this culture would assume,
that hygiene standards have a kind of scientific life of their own outside
of the practical activities of human beings. [ assumed that the steriiity
or non-sterility of an object was not just a matter of how it looked, but
was something which could be judged by appeal to objective criteria. That
is, 1 assumed that cleantiness was something visible to scientific
instruments rather than to the naked eye, particulariy when the standard of
cieanliness was as high as to warrant the label 'sterile', (It would,
incidentally, be virtually impossible to see any difference at a1l between
a clean knife and a sterilised knife simply by leoking; presumably the

distinction could be made if the appropriate scientific techniques

were applied.} Taking this line of argument, the concept of sterile is
not seen as a practical one, but a scientific one - an absolute standard
against which any object can pe Judged.

© 4.2 Cultural authorisation of clinical hygiene

Since clinical notions of hygiene are seemingly imbued with a sense
of 'soundness', it is worth noting here how that soundness may be
systematically authorised within western culture, VYery briefly, there
seem to be at least four important ways in which notions of clinical
hygiene are warranted: )

(i) they are offered as scientific - i.e. they havg been developed under
the auspices of the most thoroughly accepted reasoning institution in the
Hest,

(i1) they are accepted and defended by doctors - i.e. authorised by the
very same pecple who might be consulted as, and treated as, experts on the
matter of ¢linical hygiene,

(i41) they are institutionalised - i.e. they constitute a central tenet of
medical care and practice and provide the raison d'8tre for the provisien
and existence of hospital sterilising services,

(iv) they a?e required and supported by law - 1.e. there is a body of
written legal requirements which specifies minimum standards of hygiene
and which describes the various steps {e.g. auteclave testing) which must
be taken in order to achieve these standards in hospitals.

These four types of cultural warrant for clinical hygiene offer a
means ¢f authorising the soundness of such hygiene noiions in that any or
all of them may be invoked to defend, describe, criticise, praise or
explain standards of hygiene. These cultural warrants offer a backdrep to
the practical rules which will be described in this paper. In effect,
members do not guestion the practical rules, since the ru]es trade on these
cultural warrants. Thus, if people are rebuked for breaking the rules, it
js not simply the fact of having broken a rule which is a matter for rebuke,
but the inferred fact of having disregarded a serious cultural warrant.

"Sterility as a practical accomplishment

1 have drawn attention to these strong cultural warrants in order to
* yreak the ground up a little. Tt is important te point out here, albeit
“briefly, that theories of clinical hygiene have a cultural truth, not an
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absolute truth, and one way of pointing that out is to show how cultural
truths are attested. This paper will describe how the crganisational
practices of people in the TSSU and theatres suppart and are supported
by those cultural truths. This then is not a paper about rule breaking
and should not be read as an indictment of the standards and behaviour
found in a TSSU. This is a paper about how sterility is accomplished,
and it is essential to point out that the concept of sterility has no
meaning, in this organisational context, outside of the practices used
for its accomplishment. This is not an attempt to evaluate the
performance of an organisation, but an attempt o0 describe how parts of
it work.

Part 2

5 Organisational rules and technical underpinnings

In the TSSU and the theatre bleck, the clinical notions of sterile
are translated into prescriptive and proscriﬁtive rules. It is not the
case that each sterile cbject and perscn needs to be scientifically
checked to ascertain whether or not they measure up to pre-specified
levels of hyéiene; rather people in these organisations are expected
to follow hygiene rules, and if they follow them then objects and people
are assumed to become and remain sterile.

The fules inciude the following:-

(i) do not walk from the TSSU to the sterile storeroom without putting
on special head and foot gear,

(i1} ensure that autoclaves are operating properly by using and checking
heat-sensitive paper regularly.

The rules are treated as sianding for the technical hygiene standards
and requirements that underpin them; 1if the rules are foilowed, then
standards of sterility will be maintained, and people will have dene all

they can do, and all they are expected to do to maintain thenm,

This issue of rule use raises three matters:

The relationship between the rules and their underlying values is
fairly complicated, Essentially the rules are shorthand ways of remembering
and cbserving the intricacies of the underlying techmical values,
except that they do not exactly document the underlying values, but gloss
them instead. The underlying values, properly understood, have exceptions
and qualifications, which the simple prescriptive or proscriptive rules do
.net take into account. Someone who is well acquainted with the exceptions
and qualifications of the underlying values does not need the rules to
_ maintain the required standard of hygiene. (Thus, for example, a
__'knowledgeable person might warrantably disregard the headgear rule on the
ﬂ:grounds that it is intended for pecple with long dirty hair and not people

: with short clean hair.)

i “What is reguired for rules to be acceptably disregarded is an
' J-a§5umpt1on by those whao pelice the rules that certain people or categeories
. of people are in possession of the underlying knowledge to which the rules

17
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relate, If, for example, part of a nurse's job is to ensure the
rules are kept, then the nurse also needs tc know, or needs to be
able to work out, who dees not need to stick to the rules, One way

of doing this is to assume that certain kinds of people, e.g. doctors,
have the technical knowledge to know when to disregard the rules.

From this assumption it is not difficult to make the working assumption
that a dector who is seen disregarding the rules is deing so on the
basis of his or her technical knowiedge; the doctor is assumed to know
that the rules do not apply in this case, because the doctor is assumed
to possess the relevant technical knowledge.

Similarly, and in Tine with Sack's description of the duplicative
organisation of mambership categories,(ﬁ) there is no need for the
rule-flaunter to be a doctor. The flaunting of a rule may be sufficient
indication to an observer that the flaunter "knows what he or she is
doing". - Thus a junior nurse might stick rigidiy to the rules but be
happy to let a senior nurse break then. A stranger may be "allowed" to

_break the rules, on the tacit grounds that his or her behaviour shows

them to be 'knowledgeable' or & 'special case'.

The existence of a set of rules which is technically based and
organisationally adninistered, gives rise then to the possibility of
their differential observation., At the same time, their differential
observation gives rise to the possibility of classifying people according
to their behaviour. (It should be borne in mind that in any organisation,
not just this 1érge general hospital, there are people who know relatively
little zbout the rights and obligations of particular others, and that
judgements about who is allowed to do what and why form an important part
of the social construction of ordinariness that goes to make up the
working day., If people are seen as largely doing what they are meant to
be doing, then business continues as usuals if nobedy notices anything is
amiss, then for all practical purposes, nothing is amiss.)

The second point about the rules is the question of what they are for.

At first glance i1 appears that the rules azre intended to ensure that a
standard of sterility is produced and maintained. In practical terms the
rules, and the rule following behaviour in which people are presumed to
engage, prduces sterility in objects and people. Rule fcliowing behaviour
is chrenologically prior to sterility: the one causes the other,

In practical terms, of course, this is reasonable, since there
would be no point in following or policing the rules unless one believed
in thelr real practical effect, However, I have already argued above
that the relationship between the rules and their underlying values is a
complicated one, and that rules are the simple organisational shorthand
for some complex technical values. Seen in this 1ight, the rules acquire
a rather more ritualistic significance than they do otherwise: whilst

" they do not exactly become superstitious touchstones, they can nevertheless
-~ be treated aimost as if they were. That is, people in these organisations
‘- may argue that they have done everything they can do to achieve sterility,

_i.e. they have followed all the rules.

_ In one very important sense, this is exactly what peopie here do,

" since the existence of the rules provides for the retrospective

accountability of the organisatien, particulariy if things go wrong. For

“example, in the event of a post-operative infection in a patient, evidence

that the rules were all complied with in respect of the preduction and
maintenance of sterility for the operation concerned,could be used to

! remove Blame from hospital personnel involved.

Indeed one of the ways in which rules were discussed in these

"brgaﬁisations was in terms of their potential for retrospective
“accountability. Thus for example the engineers responsible for repairing,
“maintaining and testing the autoclaves characterised much of thefr work as
.z.being done “in case anything should go wrong". They saw test requirements
f:as-nnt entirely necessary in themselves for the achievement of sterility,
;fhut as a vital means of protecting themselves and the hospital against
. future recriwminations in the event of complaint. Interviews with engineers
“4n particular were peppered with apocalyptic anecdotes of things that had
i gone wrong at other hospitals, and they reviewed the rigour of the testing
-_fand maintenance ruies as largely a protective device. From their point of
yiew, lower standards were permissible for sterility and general safety
-~ needs, but could not i}e tolerated because of the risk of possible future

;T'In'this respect then the rules acquire a bureaucratic ritual meaning:
they are followed, and recorded as having been followed, not simply because

their proper following is essential for the production and waintenance of a

ﬁafticu1ar level of hygiene, but because public embarrassment to the
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institution, and to certain of its perscnnel, might result if the rules
are ignored,

The notion of rules being recerded as having been follewed brings
us to the third point: the achievement of sterility as an accomplished

display.

Demonstrating sterility

In two ways sterility needs to be demcnstrated.
Written records

As with any organisational function, the production of records which
monitor activity is treated as an important part of the work as a whole.
Such recards can be used to show when machines were tested, or instruments
were bought, or people were on duty. At the time of the study, the
manager of this organisation was particularly concerned to rationalise the
record keeping system. The problem was to decide, in advance of their
usefuiness, which records would ever be needed, In effect, she needad to
work out what information people would be likely o ask for in the future,
which in turn meant working out why they would need the information.
Because of the possibility that things might go wrong and that her
organisation might be called upon to produce records which would satisfy
a commission of eaquiry, her problem was not straightforward, In effect,
she needed to work out what would be treated as a satisfactory report in
advance of the catasirophe for which the report weuld be neeced.

Visual Displays

Part of the routine autoclave testing procedure consisted of the use
of heat-sensitive sticky tape, which was used to seal each pre-packed
instrument tray. During autoclaving, the diagonally striped paper would
change from a dark to a lighter shade., Provided the correct shade was
achieved, a constant check could be kept on the performance of the autoclaves,

At the same time, the presence on a sterilised tray of sticky tape of a
particular shade provided a means of checking that instruments had indeed
been starilised. Once trays were in store or in theatre, the paper was
there fer 'anyone to see' and for 'anyone to check‘. Moreover, anycne knew
that the paper was there for anyone to check. Whilst it would nominaliy be

the task of particular pecple to check the colour of the paper {the
" storeman, for example, or the nurses who unpacked the trays in theatre},
'.a:he general noticableness of the paper provided for the likelihood that
1someone would have noticed', i.e, that someone would have checked to
nake sure it was the right colour, or, more importantly if things go
; "wrong: sameone would have noticed if it had been the wrong colour,
* In these terms, the sterile standards of the equipment cannot fall -
éverybo_dy knows that if the paper turns the wrong colour somebody would
““have noticed. There is no need to keep a hard record of sterility
':' Tevels, since the level is an obvious and noticable feature of the
“working environment, (As a matter of interest, the system aiso provides
For nobody noticing, and for nobody realising nobedy has noticed: if
" the genarel availability of the evidence is such that anyone could check,
it is conceivable that nobody does, or nobody does this time. However,
sinée such an eventuality is organisationally inconceivable: because of
‘thé obvipusness of the coloured tape, no.- one would ever know that no one
had checked. )

" Moreover, the colour of the sticky tapes {(and of heat-sensitive paper
.ots used for routine autocliave testing) did not provide an objective
measure of autoclave performance, although 1t was generally treated as if
1 ¢id, One routine matter for competent members to decide was 'does this
olour change indicate the auteclave is working or not?' The issue of
:Qhefher the heat-sensitive paper had changed to the right shade, or of
‘whether the colour had changed uniformly, was ultimately a matter for
judgement by experience, and occasionally a matter for debate beiween TSSU
ersonnel and autoclave engineers. The experience required was not simply
atiof how any autoclave might change the colour, but of how these

: cular, familiar and rather old autoclaves generally changed the colour.

155u8 was not:
t_andérd?f,'_but ‘are these autoclaves working as well as they usually do?’
:th'e:sé people in this 'or'ganisation, with this equipment and this job to
'a_nsvie:ring the second of these questions was the only practical means
had of addressing the first.

nd Conclusions

yg_aﬁt--tn' conclude by tying some of the foregoing discussion into the
the

'do these autoclaves perform up to a prescribed sterility

21
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6.1 Anthropoipgical symbolism

May Douglas' notion of dirt as 'matier out of place' does not
provide us with a simple rule for working out the distinction between
what is clean and what is dirty. A concept 1ike steriiity may alert us
to the‘contrast between sterile and non-sterile, but on close
axamination it does not provide more than practical means for making
the distinction. Practical means are based on a variety of reasoning
techniques, in which inferences can be drawn from one set of ¢ircumstances
in order to provide information on another. Thus, for example, members
may infer that a person is out of place or not out of place by trading on
that they know about, or what they can surmise about, that person's rights
to be where they are. I have described one way of establishing such
rights above, by showing how an ocbserver might work out when a rule
transgressor has the requisite knowledge to transgress a rule without

3. Dovglas, M., ibid. pp. 32-34.

" For some.detailed discussions of this concept of practical rule use
- see:

‘Weider, D, L., 'Telling the Code', in R. Turnmer {ed.), Ethnomethodoiogy,
 Penguin, 1974.

-fgimmerman, D. H., 'The Practicabilities of Rule Use', in J. Douglas (ed.),
..ynderstand1ng Everyday Life', Aldine, Chicago, 1971, pp. 221-238.

'Zinmer@an, D. H., and Weider, 0. L., 'Ethnomethodology and the Probiems
of Social Order: Comment to Denzin', in J. Douglas {ed.),'Understanding
Evegxdaz Life', Aldine, Chicago, 1971, pp. 285-295.

A similar phenomenon is reported in Roth, J. A., 'Ritual and Magic in
the Control of Contagion', in E, G. Jaco (ed.), 'Patients, Physicians
and-111ness’', Free Press, New York, 1958, pp, 229=Z3%.

sanction,

acks H.. 'Gn the Analysability of Stories by Children', in R, Turner

Similarly 1 have shown how the issue of what counts as sterile and
{ed )s thnomethodo1ogz Penguin, 1974,

what does not is settled by reference to indicators which are treated as
objective measures even though the objective measuring devices are
yltimately a matter for subjective determination (the colour of the heat-
sensitive paper). I have shown how the question of whether or not a

piece of equipment is sterile is settied by having the evidence (¢eoloured
paper tape) lying around for anyone to see. It is not necessary for each
object to be classified as sterile or non-sterile: sterility is an ordinary
background feature of this environment because its special indicators are
there for anyone to see. !

6.2 Rules and values

I nave shown how rules may be inveked or suspended and painted out
the important ways in which rules provide for the retrospective accountability
of the organisation. I have used the term 'pitualistic' to describe some of
the ways in which rules are treated. When it is the fact of whether cr not
the rule has bean observed rather than the fact of whether or not sterility
has been achieved that counts, then the term 'ritualistic’ seems appropriate.
Because of the symbolic rather than direct correspondence between rules and
values there can be no absolute certainty that rule following will accomplish
and maintain sterility and that rule breaking will result in non-sterility.
In the practical world of organisational bureaucracy, however, this argument
would not be appreciated since observance of the rules offers the only
practical means available of accomplishing sterility.
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TOTALITARIANISM AND CULTURAL ENGINEERING (Part twc)
Howard S. SCHWARTZ

PERT TWD
. {FRACTICAL IMPLICATIONS FOR CULTURAL ENGINEERING

ARSTRALCT .51£ pact of the paper I would Vike ko consider the implicatiaons

In Part One, a theory of aorganizational totalitariznism is

developed, based on Freud’s concept of narcisszism and his theory af ’agem;nt._uith regard tc oupr theory, this means that 1 am

the "ego jdeal® (195571921, 1957/1914), Kiein’s (1943 theory of tiﬁg evmbol ic management as the conscious effort to manage an

"eplitting” and Shorris’ {1981) thinking concerning the totalitarian
aspects 0f the corporation. The idea of a perfect crganization,
referred to here as the "organization ideal," is a symbol that
represents the return to narcissism —— to being the terter of a lovin
world, Since the return to narcissism .is impossible, committed

participants in the totalitariar organization maintain a belief in th 1vfocu5 my comments on the description of cultural, o

oresnization fdeal By belfeving that its attainment is achieved by c, management cffered in an influzntial beook on the subjzct by

progress through the organization’s hierarchy. This reguires

ﬁé Rénnedy 1582y, Thie is not to say that Deal and Kennedy are

N . N . o . . .
commi tment %o the betief that individuals mare adtanced in the burians. This would be & clalm which I have no reasor o believe

hierarchy represent the organization ideal. This turns organizatsonal WiGh T have mot the slightest interest in maKing. Indesd, Deal

praocess inte the Tiving out of the narcissistic fantasiez of those In sntly (1535) demonetrated a striking sensitivity to some of the

power. Congequences of this are passivity and aiavishness,

-fssues 0% cultural change. Monetheless, ik seem= to me that

shamefulness, cynicism, loneliness and the ioss of the psrchological iltices they are describing in thie bock are totalitarian and

galns that could otherwise come from socially useful work. e;vhaue not sufficientiy understood the implications of what

r;'recqmm@nding. I will suggest that, far from being the hope
In Part Two, the idea of cultural engineering, or symbolic i

management, as totalitarian is explored and practical ConsSequUences

that might be expected to foilow frem this are considered.
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Moreover, this differentiation in the relatienship to reallty

. . . . . ; 2 & . & engineer
becomes & matter for enforcement and, indeed, ultimately & criterio Thug, a5 we have seen, the symbolic manager, the cultural =1 y

for organizational mambership. Thus,

‘acts to pressnt the ocrganizatien as an organization ideal, This turns

. the tendency to Justify past actions from a defensive tendency on the

to a symbolic manager, a f#iring is a catastrophe. First, part of individuals to a core organizational process. Under the

rnever happen. I+ the emplores fita with the culture, lifetime j  circumstanczes previous actions cannot be rezlistically evaluated ac an

employment should be fecure. frcond, when a firing ic necessary,.’ aid to future decision making. Indeed, givern the backward focus of the

should not be the snd-result of poor performance, but of viclat Smeolic manzger trying to project the organization’s culture, f1awed

of cultursl porms. [p.144] a&fians, | thew are consistent with the organization’s culture, must

: bé sccepted as providing as much of & basis for replication in future

UlTtimately, then, symbalic management muset make being in touch ‘béhavior as rational actions.

reality a viclation of organization rarms; and the capacity to Vivg

iMlusicn & criterion for organizations) membership., Thus, symbolic S h.#gpmer student, a middie manager in & division of & large

management places & lie at the wery core of the organization and tu _muf{{;hational corparation, told me that at his organization upper

e organizational process intn & denial of reality. 'maﬁﬁgement came to middle management and told them that i+ & way could
-ﬁst:be found to cut $43 million from the budget, fifteen percent of

It cannot help but happen that, in the oy run, this denial m

5é:é%éff would have to be laid off. My student said that he Knew &
. . ) e . o o o
degrade the croanization as a functioning entity in & larger wor) av' to save 10 millien very easily. A few years before, a problem ha

This eventually might manifest itself in any of & number of ways. ;n:aiécoueped in the organization that was costing it %3 million per

shall discuss & few of them. rJ'é'ao]ution was diwvized, with the participation of top

ma aéémént, and with Ffull fanfare znd hoopla it was implementecd. The

Gommitment teo bad decisions

Tution worked, in the sense that it saved $3 million. The prablem

WaE tﬁa£ t5e sotution itsels c¢ost £15 million. So my student suggested

Staw (EPBOY has noted that the tendency to justify past zctions they cut out the solution, go back to losing $3 million, and save

be a powerful motivation behind organizational behavior and can of ffon. His recommendation was not adopted, the company ceontinued

run ceunter te rationality. This must be especially the case in Eh
totalitarian organization, in which the tdea af the perfection of:

obganization provides the organization’s very motivational base.
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As Staw (1980) notes, the justification process leads to eaca]atp. are conformist), or ses the mistakes as mistakes but behave as 3

commitment. Mistaken actions, since they are mi takes, may not deal they don’t out of seifish and venal motivations Ci.e. are cynical)

i t 4 S b t =5, 5 . f e : -
with the problems they were intended to address. These problems mu t' Ultimately, zuch individuals are 1iksly to rige in the

i & 1) P & i igi < i . H H P ik t
SEIND be addreseed and furtner actions taken. 14 the eriginal dGIUt!{' organizational hierarchy and their characteristice are likely to

was & mistake that canmot be seen az & mistake, further solutions ar)™

increasingly characterizes Qrganizatianal OroOcCesSsed.

likely te reflect that same migtake and =till not deal with the

problem.*Under the circumstances, the ratic of mistaken action to

The corollary of this IS that participants who have their eves

adequate action within the s¥stem is likely to increase over time an and care to do

on resxlity, are intelligent enough to understand it,

the experiential base for futuyre decision making is 1ikKely to become be downgraded with

C.something wopthwhile in the face of it will
ezl e et .:.reapect to stupid, conformist and cynical participants, and may be

. subject to hastite criticism and possibly severance from the

. organization. Whatever they have to offer will came to be

Compitment Yo =tupid, conformist and cynigal participants and

_:unauailabWE.

destruction of intelligent and realitr-oriented participants whe are

committed to doing oood worlk

An experienced and competent siaff emecutive, who had been in

'Eﬁarge of building pltants all over the world, was paszed over for

Beal and Kennedyr have noted, as referred to sbove, that the in & Latin American

the choice assigrment of building & plant

evaluation of individuals in gymbolically managed organizations mus “country. The sssignment was given to & man of questicnable

be made on the basiz of whether or not they =zdhere to cultura) norm: iﬁ{e]iigence anel limited interest in reality, but a good "team

not on the basis of performance. In our terms, this mears that piayer" because "Itz time we did something for old Jim." Upon

Judgement must depend cn whether particinants appear to accept the Jim’s frequent visits home, hig conversation concisted principally

oerganization as the organization ideal. Given the fact tﬁat o?'&escriptiﬁﬁﬁ cf his shopping trips and hie visits to seazids
arganizatione, after all, make mistakes, this means that individuals ﬁ;sbrts. B the time the passed-nuer executive quit, the project

within the organization will be Judged positively if they either d waé.way behind Echedulé; way ower budget, and there was some

net understand the mistakes as mistakes fi.e. are stupidy), or take a fimn as Lo whether it could be completed st =211,

iTlusion that theyr are supposed tn see as more real than reality (i

- f . . [ At
E z f experiences like thig must be tha
*Mote the correspondence to Argrrise and Schon’s ¢1974) error—ampl if n general,; the result £

Madel 1. ' -ef{fgent, realiztic, and concerned perseons &ither incregaing\y
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is too trivial. Any event

Qe za Q A% orga zat - tr s It ies othing
i i j i 3 [x] cul ture compani ] !
l I ' : a ! 9 fon fdeal and ake the In = ong

N = il e rst L an L o anagec. [p-u
) C " {1E W
Y er L - in i £ I3 that occurs 1n & wo k ontexnt < event to e m d &0 ]

; is i in the original?
case, as in the example, they may leave the organization., If they {emphasis is in e o

remain, they may lase lvse their sense of the importance of work a

i i imirati f creatigity
become opportuniste and cvnicz. Gr they may talke the organization, Elimination o =

4% an organization ideal to be defended against "bad forees, byt

: . & ification. Schein (1F&30
Pteelf & "bad" cobject, to be rebelled against in the interest pf the Thi® is & point that deserves further “mp“*’:f“Dreatiuity " The
good. In the second case ther may lose touch with reality, becoming maintains that *the conforming individual eurbs RIS € xtion, of new
conformist, Or they may come to adept highly self-critica)l att?tudé _pqint s that creativity invelves the inventian, thelapfd alreads an
i s a3 .
toward their zpontir .- = percepticns, sxperience shame with regard ,qﬁgﬁppetationa of otd events. Bub culture, after a1l

is

: i ific culture
F i } izt on the maintegnance of & spect
them, and thersby becoms ¥functionally stupid. In their cwn terms, nterpretation. To inzis ‘

_ : [ tocreativity,
Sennmett ang Cobb (1PV2) have described how these drrnamics create w esgentially to rute oub cres
they call "hidden injuries of clase,"”

) i arki f oa
A few years mgo this story was told to me; in the parking 1ot o

£ . Wi a idiary of a major
: . i N . acility of a "cash—-cow" subsi
Two of theze categories haue been called "Ffailures of uraj manufacturlng Faciiity

i i 2 could he found,
f ; . = . = SR - ew and very exXpensive cars
gacialization® by Schein (1%48) who describes them in terms of auto company &bout ten p

f-the-line offerings of that auto maker. My

differential responses to pivotal and peripheral norms during the eﬁ}géenting the top-o e iacilit wae
soctalization process. Conformity represents acceptance of both ﬂ%srmaht, who was temporarily aszigned fo this faciil y,way«that .
peripheral and pivotsl norms. Rebellion invclyes rejecticon of both zince in his estimation, there was :i R
sorts of norms, His preferred response is "creative individualism, e%ng done at this facidity sould support the :?P_:.mn ;isc]osed
which would mean accepting the pivate]l norms but rejecting the  hé5E individuats were evidently making. fnvestiontis

: ; it facility from other
i o oo lui als & assigned to this facili
peripheral norms. But notice that this fefponse would be rejected, _hfse individuals had been

" with deadlines in the

: . n ite reporis,
; i i ; o avto maker, to Mwrl
the cultural menager, Yor an crognnization’s culture is seen a 5IDF5 9+ the

#

an

integrated whole, not & set of isolated etements among which cne m
freely pick and choose. Thus, from the standpoint of Deal and Keritie
caonfarmity must be the preferced reponse. Deal and Kennedy put th

explicitly;: |
“This was nat, evidently, a case of indiwiduals being
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: E izsism is ined in terms of the
Framoted to the level of theip incompetence. Rather it appeared tgo be{.in both Cxses, the return o narcissism is define

| . ”. a £ t subordinate define
3 case af individuals becoming incompetent ss 2 result of the ;'organizatianal barticipant. But the manager and the
| A antzations ~ticipant. OF
T e precess of premetien. ; differently what it mezans to be an organtzational participa
. Fimiti itl prewail.
s se there is alwaxs the question of whose definition wi a]
cour k

Isolation of management sani rupture of communications

t ¥ S¥T T i ig awer to
: B notice that the _)’Itll:l‘ 1C marnage - paer fe preclgely the ] e
o

reva in t = matter. {ee b syicessful pra ~ X
p i = ter ndeed e ! e + =84 e of symbo c
E 1

i i i efiritian,
Un a desper level, the greater the success of the symbalic manage . gement is nothing more or less than achieving this defir
mana

the more the manager ls isolated from hiz or her subordinates, with

all that thig impiies for problems of communication andg unity of %

Th the organization i3 stratified in an insider/outsider
us, .

: i an ¥ i " and which
purpose. The world that the subordinates live ip is the world of the Simension that hse been |ikened ear)ier to an “enion,® an

in the totalitarian

organization ideal ac created by the symbolic manager. The warid that rves the same function a3 pacty membership

F Kk down status
the symbolic manager lives in is the warid of the copstruction of the fate. Thic must make s mockery of all attempts to brea

arr r at nel ot th [ af e+f £ 2 rmunication "= AS
/ ! : ..IE s tha stan n =4 ary B Lt [

ious t orking 1ife"
and it cannot help bt hiappen that communicstion and frust muet brzz asppesrs to be the idea benhind warious sguality of working

down between them, For communication and trust mean two different 3
efforts.

things to thess graups. Indesd, for symbol ic manzgement, communicatio

| - ti can have a
te subordinates is Aot communication at all —- it jg deception. ‘Nor doss it appear to be the case that such deception

C ages t e Kept a sec t. For ult ), ¥
i ¥ Mz o e L2 -1 el ’ ate s
enign resy t + o

¢ssage that th 3 . ! & % T t T flict wi 2 pUrpoces of those whe
" ; m‘:.i nager & | tt | ’ EEpl ng it GECre would contlic wit th

: ]".P t 1 t o that to =a; the chips muet be ca ed in

| | N | | | I ar ¥ it ou Uitimateli», tha 1 T A, 1 (]

heart of the symbolic management process is the idea that subordinates fie winner is to win.

Will e motivated by the idea of their attainment of the ego ideal

ot & lo g world. E l.“ r of pootiati me tween the United
t t e " e reriaint : : Hue, im & recent round of contract negotiations
758 ¥ - y

rker r orE, fh erg ed the UAW to make
o P e ’ el e Pt Workers and General Motors, management persuaded .
;  they said, "and we all

organization ideal! is his ap her own ego fdeal -— the return is tg th concessions. "We‘re s11 in thie together,’

manager s narcissiem. In this world, it is pnat the subordinate that

& would be
the centgr 0f the Toving wortd, but the swvmbelic manager, In thig L ed its executive bonus awards. The bonuses wo

e,
. : = = i . BM chati 1A 1
i i | | " igi L] " " L i as oot ‘ged, ot to ention th V - {
' DppLAQ. The pub\ c oW T T ke Uabk - mar
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Roger Smith defended the bonuses. They were necessary 1f the indus . The problem is, as systems thecry makes plain (Katz and Kahn, 1744
was to maintain lte salary positicon and Keep its executives from b Schwartz, 1¥84), the environment always poses threats to the existence

raided by other industries. of subsystems such &< organizations, These must Kesp the environment

Satisfied with their output ar the flow of input will be cut off.

Un the face of it, thiz seemsd absurd. Ths management of the aul 'hﬁs, the envircrment places censtant demands on the organization.

industry was held in such Jow repute at this time that the husband. ailure to meet them will result in the organization’s death. But from

& colleague had to Jownplay his managerial experience in the avto hé'gfandpnint of the committed organizational participant who has

industry in order to get & job. But going further one could detec

taken the orgapization as the organizstion ideal, this makes no =ense
bizarre logic in this self—inflation. Auvto managsment was giving ;if._lt iz the organization that is the criterion of waor th . The
itself increased status for hiaving achieved cmaf savings from the :
union give-backs -- give-backs which management credited |tself w
having engineered by causing the workers to melisve bhat they were
equal status. In this fashion, to use Beorge Orwell s phrase, some

become more equal than cothers.

Development of hostile orientation towzard the enyiranment

If the s¥mbalic manager is succeseful, as we have SEEr,

organizational participants take the organization ae an arganiza

ideal —= as representing to themselues the possibility of their &

Veiof his private 1ife suggests that they expected to find

perfection and, therefore, as perfect itsel¥. [t must folicw that g:fo show that he was & bad person. He had to be z bad person:

an organization will be zuccessful in its dezlings with the world ttacked GM, hadn’t he?

Deal and Kennedy say:

vt the null ser snd the replacement of the subiective by the

The e¢thic in companies with strong cultures s "we’ll =zuccee
because we‘re special.” Symbolic managers recognize the P owWer

thie "us againgt the warld" mentality,., [p.1411

}fﬁe more successful the symbalic manager is at the




becomes just drama and, therefore, devoid of real cultural

Thus, the commitment of the symbolic manager comes to be z

to an entity which stands for nothing except itself == which is
nothing but ite cwn self-dramatization. Indeed, it appears that th
same thing must happen to the sumbolic manager, whose life is < onsul
by acting out the drama of an organization and who comes to stand
apart fram this drama only as its actor -~ a person devoid of

persanal itw,

In set theory, a set of three oranges is differentiable from a s
of three apples bedause their contsnt is different, even though the
numbers are the same. But for one number, the set of N oranges is
identical with the set of N apples. Thizs number is 0., A&ny sSet with
contents g identical with zny other st with 0 contente. Ther ar
the nutl set. Zamething similar appears to happen in the case aof
cultural management. Here, the organization becomes ampty and the
individuals who enact it become smptr. Their identities fusze perfe

in a unity of émptiness,

This allows us to explain the preaccupation of Ameri Can man e
with the objective, the guantitative and the measureable — =z

precccupation which some (e.g. Hayes and Aernathy, 19805 Peters 3 cﬁmhlatiue and interactive character suggests an important

Waterman, 1932 have claimed is responsibie for the sorry stafe of e tjbn in evalusting swmbo)ic managemsnt. Lt is that initial

American industry. When the gubjective has become empty, only the

objective remains. {éua]uating its effectiveness. Just as, in revolutionary
prodigies of productivity and tremendous increases in

Indeed, Deal and Kennedy hint at something like this when they may happen that an

suggest that it is important for the symbolic manager to maintain symbol ic management. may
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have temporary succesz. After all, the old order is dead. Who can American industry are the compounding of the problems which grow out

for sure what the new will bring? Hope springs eternal, does it not) totalitarians symbal ic management as I have suggested? What i+

Who sarse »ou can’t live forever? he?'grow out of management practices which alisgnate the organization

rém}reality and gubetitute the narcicssistic fantasies of management?

But »ou can’t live forever, And Jjust as gperating on the assump

that wou will live forever can leasd to shortening wour lite onsider this: what £ould finding cne’s organization in trocuble

considerakly, so can organizational mansgement built areund the an-to the cultura! manager? Tt could either indicate a failure of

gnforcemant of belief in the organization as narcissism project lg snagement in the past or it could mean that management in the past

to organizational disaster, 'ﬁeeh successful but that the environment has shifted.

cknowiedging past failure means sacrificing the status of herc in the

Concluelon 'é iﬁat they have caused to be enacted around them. It means giving

e ﬁﬁogreﬁe on the route to narcissism that their working Vife has

I menticned hefore that the present movement toward eymbolic ;hlebéd; and for which they have given up their very personalities.

management, cultural engingsring, may not be the hope of dmerican hé whale, the alternative would seem more attractive, As in a

induetry, but may instead be 5 further stage in the progressiaon of eﬁéhtdry company, they can change the play but maintain their leading

disease. By way of rconcluding, I wauld liKe to pursue this dea. J'Indeed, in this alternative, the fact thaf personality has been

ueﬁ:up would seem an advantage., As with Fromm’s (17470 "marketing

Barley (1%85) has proposed that the problems of American indust ntation," trhere would be nothing to provide resistance to whatever

in the face of foreign competiticn, the problems that cultural ‘ormance ie catled for.

management s intpnded to deal with, are the recult of morale proob

resulting from raticonatization. This is not the industry my studen _in'the face of the maszive mowvement toward cultural engineering

see. Their industry is not raticnalized, it is crazy, It is waste, stlution to the problems of American industry, I offer the

is stupidity, it is fraug, it iz *Yanity Fair." There is nothing owing caution: Suppose, as I have argued, that the prablem with

raticnal about it. To be sure, they feel that thiz ig not somehow merican industrial corporation is that it has changed from being

industry that they are supposed to sze. They must be getting some rganization af work to the dramatization of narciseistic fantasy.

wrang. Their cwn situation, many of them feel, is somehow abberan hen-consider that cultural changs may mean essentially that the only

h ﬁgfﬁhét remains the same zbout the organization te the idea of itis

But what if their perception iz accurate? What 14 the problems W feckion and of the central role of management in this per%ecﬁion.
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How can any good come from this? _gl, Terrence E. "Cultural change: Opportunity, silent Killer, or

etamorphosis?" in R, Kilmann, M, Saxton and R. Serpa (Eds.) Gaining

orfrdl of the corporate culture. San Francizcao: Jossey—Bass, [985.
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with assessments of the discipline's paradigmatic status. Several

:a'_w._ré presented models outlining paradigm formations based on either
Weick, Karl E. The sonial psrchology of organizing. Reading, )

MA rAddi —lesley, 178%. e
eenTMES e, enlbly, such assessments have taken recourse to an historical outline of

i i , i = 1 R s ) .
Weiner, Bernard, Irene Frieze, aAndy Kulka, Linda Reed, Stanler Re elice in general, is poly-paradipmatic. As Kuhn's (1962, 1970)

: . iving, t ces se3 and o
and Robert M. Rosenbaum. Perceiwing the causes of success ap entral ‘here, many analysts lmve also spoken of a 'crisis' in
failure., Morristown, M.J.: General Learning Press, 1971, on theory, several paradigis being pictured in competition

: t'l_ié' decline of the orthodox systems-structure approach (see
.:_I.ndeed, these developments have beean part of z general

on;of. Ifiul_mism within social science, Kuhn's model of the history of
edon Qiscontinous peri(.)ds of normal and revolutionary activity)

'd._u;ic_)ﬁ as the framework for explaining changes in social theory.

ty .ha.sstemned from his elaim that science is validated not

objective scientific evidence, but by the consensus judgements of

de%iélément:, their analyses suggesting that organization theory, like .

49




d';:for analysiﬁg work behaviour in a large public service (the British

difficulties in establishing the essence of paradigm have bedevilled Bervice), the aim being to appreciate an organization from a variety of

not only Kuhn and his eclleagues (see especially Kubhm, 1970, 1970b, 1974; quasi-exclusive frameworks in order to gain a richer understanding of the

Masterman, 1970; Shapere, 1964, 1971; Popper, 1870; Watkins, 1870}, but _-ﬁ_hérein. To achieve this, the paradigm scheme provided by Burrell and

subsequently provided Vg:)penings for both serious (Eckburg and Hill, 1979; {1979) has been employed as the basis for realisiné 'ml;ltiple

Harvey, 1982; Wells and Picou, 1981) and satirical (Mintzberg, 1978; Eilon, adigm research'. Here insight into the organization is provided by using

1981) sociclogical critiques. ur soclological paradigms as methodological frames of reference.

liowever, whereas many of the problems identified by critics give serue by using a theory and methodology from each paradigm as the

cause for concern, they are not a sufficient basis for condemning this

borrowing process, or the development of paradigm schemes, completely. In

contrast to Pinder and Bourgeoise (1982), we argue that the import of ideas

from philosophy has had a generally positive effect on social science,

especially through increasing our awareness of epistemological issues.

Whereas Pinder and Bourgeoise indict organization theorists for their tefl'tion'(see Louis, 1983; White, 1983). Burrell and Morgan

inconsistent use of terms such as 'paradigm’ and 'ontology', gradually our u J_-ﬂé.'féﬁr paradigms through linking subject—object debates about

understanding of their associated problems has led to more reasoned

applications — notably in using social philosophy to highlight particular

elements of social science practice (e.g., perceptual selectiveness,

community images of the subject matter, sociological influence of classic

laws/theories). Several writers have noted the power of paradigm for

increasing our awareness of the underlying assumptions we employ in our

everyday research activity. The specifying of several distinct theoretica

traditions in particular, has signalled an opportunity for greater

eclecticism in research enquiry - especially through detioting orientations oF ontology and epistemology- They concentrate upon

operating in opposition to those of scientific orthodoxy. ssumptions made by differing schools, and in

lu this paper, then, I wish to corsider some research implications assumptions, seek to plot various theoretical positions on

arising from recent models of paradigm diversity. The paper outlines a £m nbffle'l.' Here, for analysing the 'nature of social

programue which bas attempted to harsess multiple paradigms as a basis for ful -_'theS’ argue, to "conceptualise ... four sets of

empirical research. In this study, several theoretical positions have be
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FIGURE 1

Figure 1 about here ‘FOUK PARADIGM MODEL OF SOCI
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AL THEORY (BURRELL AND MORGAN, 1979)

: . THE SCCI :
assumptions related to.ontology, epistemology, hux_na.n nature, and - OLOGY OF RADICAL CHANGE

methotdology" (p.1: see Figure 2). They suggest that all social scientists,

. \ 'Radica .
implicitly or explicitly, approach thelr discipline via assumptlons about humag i i' "Radical
5 structuralist®

the nature of the social world and how it should be researched, assumptions

heing made concerning:’ 'the very essence of the phenomena undex

investigation' (ontology), 'the grounds of knowledge' (epistemology), 'the

'Int ive' : .
relationship between human beings' (human nature), and 'the way in which one nterpretive 'Functionalist'

attempls to investigate and cbtain 'knowledge' about the real world'

(ethodology) .

THE SOCTOLOGY OF REGULATION
On the other hand, for assumptions about the 'mature of society', they i

{nvoke attempts by social theorists (e.g., Dahrendorf, 1959; Lockwood, 1956)
to distinguish between "those approaches to sociclogy which concentrate upon
explaining the nature of social order and equilibrium ... and those ... .
concerned with the problems of cﬁange,- conflict and coercion" (p.10).
{lowever, instead of the more usual ‘order-gonflict’ or 'consensus~conflict
terms, they talk of the ’'sociology of regulation' and the 'sociology of
radical change'.

‘Through the polarisation of consensus and conflict debates, the
rconservative' functionalist and interpretive paradigms are contrasted with
the conflict based ‘radical' humanist and structuralist paradigms.
Conversely, with regard to the nature of social science, radical
structuralist and functionalist theortes, which accept an objectivist
rgeientific' stance, are contrasted with the subjectivist emphases of
phenomenological or existentialist/humnist approaches. In presenting the

model, the authors argue for the péradigms being "contiguous but Sepa.raté'_

OBJECTIVE




contiguous becausé of the shared characteristics, but separate because the
differentiation is ... of sufficient importance to warrant freatment of the
paradipms as four distinct entities" (p.23). As such, the four paradigms
"define fundamentally different perspectives for the analysis of social
phenomena. They approach this endeavour from c?ntra.sting standpoints and
generate quite diﬁfereﬁt concepts and analytical tools” (p.23).

n sum, the functionalist paradigm rests upon the premise that society
has a real concrete existence and a systematic character; it is directed to
the production of order and regulatiom. The social science enterprise is
believed to be ob_}ectix.re and value-free; a process in which the scientist is
distanced frow the subject of study through the rigour of the scientific
method. The paradigm thus possesses a pragnatic orientation — one concerned
with wderstanding society in a way which produces useful, usable
knowledge.

In the interpretive paradigm, the social world is seen as having a
! precarious ontological status'; it suggests that social reality should not
be accorded the status of external concrete existence, but rather be
comsidered the product of intersubjective experience.
the social world being conprebended from the standpoint of the observer, it
is understood from the position of the participant in .a.ction. ' Here the
social theorist secks to understand the processes-thi-ough which (multiple)
Although the

shared realities are created, sustained and changed.

interpretive paradigm, like the functionalist, argues for of an underiying

regulation and order in human affairs, it suggests that a purely 'objective'

social science is specious.
The radical humanist paradigm shares the assumption with the
interpretive that reality is socially created and sustained, although for

the radical humanist this is tied to the ’pathology of consciocusness'

Therefore, instead of

qeret_')y _actors are seen as the prisoners of the reality they create. The
tiqge highlights the alienating modes of thought which characterise life

nodern industrial societies. Capitalism, in particular, is subject %o

ack-in the Lumanist's concern to link thought and action as a means of

ending alienation.

-The'_ final paradigm, the radical structuralist, also develops a radical

_que_gf society, but one at odds with the humanist in being tied to a

aiiét conception of the social world. Here, social reality exists
e‘nc'ie_ﬁtly of the way in which it is constructed. For the radical

ut'a.'l_is‘t the social world is characterised by intrinsic tensions and

_1_::"._6_115 which eventually result in radical change in the system as a

Figure 2 about here

ugh the Burrell and Worgan model has been widely received within
5q ‘theory, and indeed as Louis (1983) notes so much so that it has
the bas].s for conferences on both sides of the Atlantic, frequently
w:.ng tﬁe model (notably. to assess theoretical developments within

ences €.4. Griffiths, 1983; Hopper and Powell, 1984) have done

'tt'l__e_ -'regard to the model's coherency. As such, certain problems

vér_}._opkéd. Pinder and Bourgeoise (1982), for ezample, note how

Moi"ga.h‘s application of ontology is misplaced. In their paper

¢ plin'g borrowing (organization theory borrowing from

6y suggest that Burrell and Morgan have adopted the
use of ontology that has been popular during the last twenty
.e'ferring to the set of 'existential presuppositions' of a

i set of assunptions about existence that must be made if one
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FIGURE 2

A SCHEME FOR ANALYSING ASSUMPTIONS ABOUT THE

NATURE OF SOCIAL SCIENCE (BURRELL, AND MORGAN, 1879)

The subjectivist
approach to
social science

Hominglism

Anti-positivism

Voluntarism

1diographic

The subjective-objective dimension

ontology

epistemology

human nature

methodology

“The objectivist

approach to
social science

56 S7

s to accept a certain tlieory). They argue that for the past three

em_:urleé ontology has had a relatively stable meaning as, "the study of qua

ing, __:‘L.e. , the study of existence in general, independent of any
pa_r_'.ticuléu' existing things". Therefore, in the' strictest sense of the term,
is'fiot a question of ontology to ask whether organizations exist ...

ether '-brganizations exist is a matter for science to deal with because it

Realism

jcerns the existence of particulaf things, not the nature of existence"

Postivism

Determinism

Nomothetic

St):paradigm” (p.190). Also, whereas Burrell and Morgan cite

eplsfemological break’ in separating radical humanism from
cfﬁfaiism, the latter thesis is of course by no means

B} for many there is an underlying unity in Marx's work and not
itch from idealism to materialism.

rai- :pbrtance for us, however, is that as the four paradigms
c‘,lus.n_'e,' then this raises the questions of incowmensurability

sm:mentioned earlier (see Part One). As with the majority of

assessiments, we are given no firm testament as to how progress
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_teré,t'ui'e of a theory commmity. Familiarisation with a new paradigm is

is signalled or standards are met. We are left in a relativist vacuum S . : :
; orqpllshed by seeking to phenomenologically 'bracket’ the assumptions of

whereby theory communities are pictured in hermetic isclation, capable of e ) . .
: e -learned paradigm in order to develop those of the next., This is

only talking past their professional enemies: they are (seemingly) :
— ) sgeftially a social anthropological method, the object being to produce

attributed equal status in explaining social and organizafional phenanena, . e X
- ntic paradigm research accounts.

For inter—paradigm movement, although examples are given of possible S ;
’ po The research process has adopted three major positions cited as

epistemological breaks {(e.g. by Karl Marx, or in organization theory David ; X X
alternatives to the functionalist systems 'orthodoxy': phenomenclogy,

Silvernan), change is never developed heyond an acceptance of sporadic

2l Theory and Marxian structuralism. The investigations commence with
conversions in theoretical gestalt. Indeed, in Burrell and Morgan R '
. raditional functionzlist investigation (a questionnaire survey) and then
references to inter—paradigm understanding are rather confusing. While Lo .
tinte with studies consistent with the latter paradigms. In terms of the
initially there is the firm assertion that "the four paradigms are mutually S . X R
1-and Morgan scheme, the investigations start in the functionalist

exclusive ... they offer different ways of seeing” (p.25), later there is S A A
adign and are then conducted in a clockwise direction.

some oscillation, this starting with Giddens' (1976) view that "some S ,
owever, before the actunl research studies were embarked upon, one

inter-paracdigm debate is also possible” .36, emphasis in original), but T
2IEY en . p » omp & ) uestion remained — that of the choice of paradigm topics. Two
finally moving to the equivocal position that, 'relations between paradigns e i . L
bilities were considered here, to either: a) analyse one specific

are better deseribed in terms of 'disinterested hostility' rather than X . X
tof work organization from the four paradigm perspectives; or b)

"debate'" (p.36). This position invites Friedheim's (1979) censure about ; . i R . .
lyse differing aspects, with each paradigm focusing on a set issue.

arguing Tor 'paradigm blindness’ and 'paradigm bridgers' simultaneously. :
sie paracien ba &t & y the former seemed, initially, to have merit in allowing easier

comparability, it raised the issue that what may be an admissable

Multiple Paradigm Research S
= En fi-one logic may not be so in another. A more pragmatic ohjection -

As noted, our empirical work rests on four separate investigations into e
’ P e & cially for the host organization - was that such a plan simply did not

the work organisation 6f the British Fire Service, and especially of the S . X A .
el research ground. While as a methodological exercise it would be

Midiands Fire Brigade (pseudon . Here positions characteristic of the S
: & (p vm) o ting (in covering the same topic four times) the results would offer

four Burrell znd Morgan paradigms have been used to illustrate the richness ;L . ) )
marpinal insight into the organization as a whole. It was decided,

of data produced from adopting alternative philosophical assumptions as the S .
1t the paradigms would analyse four separate aspects of the
basis for research. The studies adopt the meta—theoretical puidelines of .
here using their own language for describing the phenomena
the model as initial instructions for becoming familiarised with various ST , . .
tudy: e.g., ‘task accomplishmeént' - interpretive paradigm; 'labour

paradigm cultures. As such, the approach to paradigm assimilation is one

radical structuralism, etc. The emphasis would be on widening

whereby metatheories are engaged as an initial basis for immersion into the -
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instead of restricting the research focus, the key metaphor being that of an
empirical 'journey'. In éum, four main aspects of work organisationa have
been researched: job motivation and satisfaction (functionalist); daily
work routines (interpretive); promotion and training (radi_qal humanist);
developaent of the labour process (r;a.dical struéturalist) . Here, topics

were allocated to paradigms on the basis of best fit between subject matter

and mode of investigation (see conclusion).

The Fire Service Research: An Introduction

As individually the four studies are fairly substantial projects, only
an introduction will Le given for each. Here we describe the reasons for
choosing the various perspectives and methodologies, and illustrate some of
the contextual factors affecting decisions made in the research process. As
suci1, we offer accounts of how the research setting was encountered, the
organizational rules were made sense of, and finally how data was collected
and analysed.® At present the material will be restricted to outlining
examples of the research output; comparison of paradigm contributions, and

comnentary on the methods employed, will be undertaken in conclusion.

Formal details of the research are presented in Hassard (1985).

The Functionalist Paradigm

For the functionalist study the first concern was to choose a

theoretical position from which to conduct research. For this paradigm

Burrell and Morgan offer four main theoretical streams: Social System Theory
and Objectivism; Theories of Bureaucratic Dysfunctions; the Action Frame of
Reference; Pluralism. Of these, Social System Theory is found at the heart

of the paradigm — work representative of what Silverman (1970) and others

term the 'systems orthodoxy'. By far the bulk of work reviewed by Burrell .
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o ﬂbrﬁan falls under this category, here being material typical of that
taught on minstream organizational behaviour courses: i.e. work that starts
h :ﬁylorism and Classical Management Theory, moves on through Hawthorne
_tiéo'—'llmmn Relations, through Socio—Teclnical Systems and ‘
t'fué‘tuial—Functionaliém, and finally to Contingency Theory. As in

otiating access it was agreed that job motivation, satisfaction and

J,én"would form one part of the study, the Social Systems literature was

ved 'in order to find current theoretical perspectives and measurement
iqaes in use. This review suggested the job characteristics approach
_ﬂﬁe' most prominent development in the job motivation/design field, and
pocially work by Hackman and Oldbam (1975, 1976, 1980) on the Job

Stll’.. Survey. The job characteristics approach (Fig.3) was

:'uént_iy chosen as the theoretical base for the study, with the Job

mgnostlc 'Survey used as the data collection instrument.

Figure 3 about here

é.":x"esea.rch process itselif was.as follows. The initial aim was to
"'_full—time firemen evaluate job characteristics in terms of
tional potemtial. Coupled to this, the host organization requested
méi" data for three specific groups differentiated by age and length

rvice. ' The result was a design in which 110 guestionnaires were

butéd _to firemen (i.e. those below Leading Firemen rank) meeting the

ng__criteria: firstly, men within their probationary period (i.e.

:'t'!mn two years experience) who were under 25 years old; secondly,

_fi'remen of under 30 years of age and who had less than eight

f‘Vlce (subjects from a 57 years range were chosen) and, thirdly,

ver 45 years old and who had at least 15 years service. The
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Figure 3:

_]ec_tive was to obtain information relevant to understanding changing
er_jtétions in a fireman's career. As such, the design sought to tap: 1.
.:ttﬁ.:ud'es of probationers who were still coming to'te;ms with the

"n_izaf_ion; 2. of men who had reached 'qualified fireman' status (usully
ved_.é_lfter 3-4 yearsa sarvice) Eu‘l: for whom a second carecr was possible;

._of firemen who had presumably made the Fire Service their career,

ot secured significant career advancement (i.e. to at least first

e_é. for ‘8 of the 20 J.D.S. dimensions using Kruskal-Wallis One-¥Way

of Variance (i.e. including a mean score for the two prowth need

eneral satisfaction being particularly high. For the B
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¢
satisfactions’ ~ job security, pay satisfaction, social satisfaction,
supervisory satisfaction - than were listed for the U.S. All Jobs norms.
Substantially higher scores emerged for job security, social satisfaction

and supervisory satisfaction. However, results

for growth .need strength
(G.N.5.) were below the U.S. norms. ’

Table 1 about here

For comparison of .the subject groups themselves, the striking feature
was the consistency with which groups scored the differimg factors. With
the exception of scores for growth néed strength, as a rule probationers
recorded the highest means, the 15 — 25 years group the lowest, while the 5
= 7 years group scored in the middle range. Overall, for core job
characterigtics, the probationers aﬁd 9 — 7 years group recorded
substantially higher norms than the 15 - 25 years group. Here results
reached statistical significance for task identity (p<.05), autonomy
(p<.05}, feedback from job (p<.001), and for an additional feedback scale _
- feedback from agents (p <.01) . Scores for the critical psychological
states again reflected the same general pattern, with a significant group
difference being found for experienced meaningfulness (p<.05). The pattern
was again visible for affective outcomes, with a significant result emerging
for growth satisfaction (p<.05). For context satisfactions, the profile |
remained intact except for job security where the probationers scored
lowest: a significant difference was found for pay satisfaction (p <.05).
Finally, only for growth need strength was the pattern altered markedly,
probationers scoring lowest for 'would like' G.N.5. and below the 5-7 years
group for 'job choice' G.N.S. Here, all groups scored below the U.S5. — All

Jobs novii. B
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Taple 1: Kruskal-Wallis One-Way Analysis of Variance
MEAN RANKS X2 Significance
0-2 YEARS 5-7 YEARS 15-25
YEARS
43.4 46.0 36.2 2,977  .2257 (N.S.)
50.8 46.1 33.5 6.483  .399 ( .05)
46.0 45.3 36.2 2.846  .2410 (N.S.)
37.5 48.5 35.0 5.998 .498 ( .08)
59.4 46.9 20.4 15.906 .0004 ( .00%1)
52.5 47.0 31.7 9.493 L0087 ( .01)
50.5 47.0 31.7 0.483  .0087 (N.8.)
i. Responsibility 46.5 40.8 42,1 0.485 .7846 (N.S8.)
. Meaningfulness 58.4 42.8 35.2 7.582 0223 ( .05)
iledge of Results 38.2 42.5 42.7 0.320 .8523 (N.S.)
eral Satisfaction 44.5 45.9 35.9 3.120 .2022 (N.5.)
owth Satisfaction 57.2 42.4 36.0 6.267 .0436 ( .05)
ernal Motivation 46.7 43.2 38.8 1.061  .5882 (N.5.)
¥ satisfaction ‘ 59.2 37.4 41.9 7.095 .0288 ( .05)
urity Satisfaction 36.7 42.0 43.8 0.704 .7034 (N.5.)
14l Satisfaction 46.2 4.3 37.5 1.794  .4079 (N.S.)
pervisory Satisfaction 42.92 44.6 38.2 1.267 .5306 (N.S.)
Would Like" G.N.S. 36.4 46,1 38.6 2.372  .3055 (N.S.)
ok 41.9 49.5 32.3 9.079  .0107 ( .05)
39.1 48.4 34.8 5.963 .0507 (N.S.)




While the abc;ve represents a brief overview of trends from the J.D.S.
data, the research also examined bhoth the intercorrelations between the
model's predicted relationships, and the internal consistency reliabilities
of the J.D.3

. scales. Here intercorrelations were coputed using both

Pearson Product-Moment and Spearman Rank-Order methods . Ft;r t!;e
relationship between oo.re Job dimensions and their corresponding eritical
psychological states, no major correlation differences emerged between this
research and that of Oidham et al (1979). However, the internal consistency
reliabilities revealed that several scales contained questions with low, and
Solne cases negative, correlations with other items measuring the same

censtruct,.

The Interpretive Paradigm

Having obtained attitudinal data regarding motivation and satisfaction,
the second study focussed on the work process directly. However, in
accordance with the research plan, the study would analyse the task system
from a perspective representative of Burrell and Morgan's interpretive
paradigm, and thus by using a pllenemgnologieal methodology .

The work for this paradigm concerned an ethnographic analysis of the
work process. It attempted to examine the main activities of the working
day, but specifically how firemen take recourse to context-1linked
typifications in making sense of their activities. Here, the analysis
conceraed firemen either describing, or explaining,. their work, the
ethnograpty being produced from a data base of mainly unstructured
conversational material collected during non-participant observation. The
regsearclh was based on the premise that only through the speech, gestures and
aciions of competent participants could we understand the essence of their

work, the aim being to let participants structure their conversations,
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escriptions and a&lalyses themselves. As such, an inductive approach was
used in which the knowledge of the subjects was treated as strange to the
rééé’archer. Within the observation period, the researcher sought to employ
the phencmenologlcal suspension process of 'epoche' in order to temporarily
.racket‘ exigsting perwna.l beliefs, preconceptions and assumptlons

lisserl, 1931, p.108ft). '

- The research, in practice, adopted a methodology suggested by Silverman

ana ‘Jones (1976) in which subjects were required to explain activities in

‘terms of how they are worked through. The fieldwork thus involved

Gompanying firemen through the day and asking them to explain activities
'foi‘-e, during and after events, the aim being to appreciate the 'stocks of
:'a:)wledge' (Schutz, 1967) they employ in making sense of their work.
“ As it is difficult to precis ethnographic research, only some initial
jieines are given below. The material nevertheless gives the feel for the
type of output produced.

The ethnography was presented as a description of routine evenis
@wring during a normal working day. Overall, the analysis highlighted
‘how routine tasks are accomplished within a context of uncertainty. An
ﬁsénce of firm personal control over immediate future events, which stems
_p.1.-.i'tnarily from the threat of fire calls, is accepted within a general
“frame of instability. While there exists an official task schedule to
i.i'éct non—operational periods (Standing Order 7/1), its structure is
o.rzlsta_ut.ly interpreted at the discretion of a Watch's Station Officer. This
: s done so that events within the shift can be assenbled so as to make thg
_:'ciaj; Tun smoothly without temporal gaps, the work schedule, as laid down in

the Standing Order, being rarely congruent with the actual process of
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Indeed, as much 6f the routine work is of low priority, Watch

events.

mwembers frequently have tasks interrupted in order to be moved to other work

better fitted to mlntalnlng a smooth flow of activity.

Well we were supposed to go for a divisional dl“lll this morning
and we've got this station efficiency here as well. But the
machine I'm on bas got this water leak on the radiator so we
knocked it off the run. 'The drill went out the window, the
station efficiency for me went out the window. I went and got
another machine from another station and brought it back, and
everybody knocked off drill them to put it back on the run; and
they're still working on it now. Whether we'll carry on with
drill after I don't know.

Fm. Dilley:

This lack of fixity is accepted, primarily, as an outcome of the
strategic relationship between a Station Officer and his Divisional Officer.
A major concern for Station Officers is to be able to account for the
deploynent of watch persomnel during periods laid down for routine work
(equiprent tests, cleaning, building inspections etc.). This is prompted by
the uncertainty as to whether a Divisional Officer will visit the station
without warning and question the validity of tasks being undertaken.
(Divisional Officers are themselves seen as under pressure to account for
use of persounel due to Local Authorities wishing to convert quiet full-time
stations to day-manning). Therefore, with this constantly in mind, Station
Officers attempt to make the day acceptable by either including, or
excluding, tasks as necessary. This process of sa:feguarding is most
noticeable in the late afterncon of the day shift, when, although work may
be in progress, 'real’ work may have finished much earlier. When real has
been finished then 'fill-in’' work 1s prescribed in order to keep the day
going; fill-in work can take the form of either work of a peripheral nature

or the repetition of work completed earlier.
The execution of tasks also serves as an arena for displaying personal

authority and identity. In contrast to the lack of control over future

69

states, in the process o'f actually accomplishing the routine many firemen
._attempt to express personal prerogative. Instances of such, predominantly
tiéit, forms of discretion are seen throughout the day and within the
'm,'jority of events enéountered, ma:;y elements bf beimviou.r being indexzed,
di.z_'.ectly, to knowledge.of the promotion and advancement systems. lere
probationers often enact tasks differently to gualified firemen, while
similarly, promotion-minded men adopt different heha.viour. strategies to non
'.ﬁromtion—minded, and commonly older, firemen. The Watch becomes informzlly
Stratified in relation to whether tasks are compieted according to official
_L'}_fo:.cedures or in line with an officer's directions, i.e. to whether they are

enacted 'properly’ in tertms of the context code (see Wieder, 1974).

rm Haynes: You make short cuts when you get to know what's expected of you.

: it comes with experience really. You know a bloke in his
probationary period wouldn't dream of doing some of the things
you do when you've finished it. He thinks, well I've got to do
that properly, you know, I must do that. But when vou've done
it and you're sort of out of your probation you think well I can
relax a bit now.

Fowler: If you're youngish and still keen on the promotion side, then
you're going to put a little more effort, well not effort so
much as the way you go about it it is going to be a little bit
happier. Because if you're seen to be doing things properly
then hopefully this will come out in any report that the boss
puts in for you.

(from separate discussions: emphasis added).

.For example, the first main task of the shift is to 'check the machine'
ch_e_cking the fire engine and the equipment stored on it) by consulting an
n\.r'_é:'ntory board listing all the 'appliance’s' fittings. Although the pres—
ribed method of checking is by reference to the inventory, firemen adopt
if_f_féi‘ent strategies. While probationers suggest they do complete the task
; ':@ié'cking off the items, and some firemen 'make a show' by carrying the
d Ia'r'ound with them, other, fregquently older, firemen check the fittings
_imply lifting up the lockers and noting whether the contents seem in-

liere firemen take recourse to a criterion of 'knowing what's expected

tact.

‘you' in assessing the sort of (proper) actions that need to be employed.
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The analysis of the' pachine check iz the first element in the
chronological assessment of the daily work routine; this represents the
substance of the ethnography. Here, the work process is .evalua.ted in terms
of how it is socially,_: constructed by participants, these-;iescriptions adding
to our understanding by offering process-oriented explanations. In sum, the
research outlines the many discretionary strategies employed by firemen in

negotiating and managing uncertainty in the task system. Full details of

the analysis are presented in Hassard (1985) chapter 4.

The Radical Humanist Paradigm

The Hadical Humanist is the least populated of Burrell and Morgan's

four paradipgms. For social theory it locates French Existentialism, the

Anarchistic Individualism of Max Stirmer, and the Critical Theory of

Gramsei, Lucacs, and the Frankfurt School. For organizational analysis,

some outlines 'towards an Anti—Organization Theory' are offered — here
Burrell and Morgan cite works such as Beynon's (1973) ‘Working for Ford' and
Clegg's (1975) 'Power, Rule znd Domination' as being characteristic of a

Critical Theory perspective for organizations, given their emphasis on

subjectivism, domination, and control.
The third Fire Service study attempted, similarly, to conduct an

analysis by reference to critical Theory. However, in this study, the links

were wpde more explicit than in Beynon or Clegg, with Gramsci's concept of

negenony being used for interpreting mediums of workplace ideology. Here,

the research highlighted the role of adminstrative science as a vehicle for

cementing organizational ' common—sense ' (Gra:ﬁsci, 1971), and specifically

its role in training tiremen to cross the 'frontier of control' (Goodrich,

1920).

.

: After exaining the qoncept of hegemony in general terms, the analysis
f:'oc'ussed on the role of organisation theory/belmviour as a particularly
rvgsive mediom in the hegemony process. The theoretical input argued that
he'_ cohesion Gramsci po;‘trays between administrative science and capitalist
d:éology (see Americanism and Fordism; “and alsbh Adler, 1977} should be seen
_s.a.. symbiotic relationship, an argument owing much to the works of Fleron
a'nd_ Fleron (1972), Nord (1974), Allen (1975) and Clegg and Dunkerley (1980).
és_e writers all note how in management theory factors such as social

ass, the unequal distribution of rewards, and competition and private

wne.r“ship, are all reduced to 'comon-sense’, with unemployment, redundancy

nd:y_:_gge freezes also being accepted as natural forces and, thus, as

ytically unproblematic.
: _In establishing links between theory and method, the research noted how
1s.'.s“ymbiosis is fostered by the growth of management training in both the

bl_i'c and private sectors. After Marceau et al. (1978), it was argued that

a5 ba_xf;iuess has become eager to use the educational system, then the image

mapagement teaching as a mediun of meritocracy has served as a

._ification for the production of ideclogy. As Clegg and Dunkerley

gest that a crucial function of management education is "reproducing
_._1qu as well as middle class carcers' (p.578), and that this ideology is
roduced through learning 'modern management techniques' at training

institutions, the research attempted to illustrate how such processes are

p%ished in the Fire Service. The fieldwork therefore analysed

il e%neﬁt training practices on a course designed to prepare promotion
idates for the important step to first line supervision, t.e. to the
of Leading Fireman.

_I'.r'i order to document such processes, the researcher enrolled om a

dr _I.pading Fireman's' (C.L.F.) training course, the objective being to.
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gain first hand esperience of in-house technigues at this crucial level.

The research outlined not only the formal methods used, but predominantly
the process by which they are presented. Thus, the data was mainly gathered
from tape recordings of class sessions, and especially of j.pteractions
petween instructors (Fire Service Training Offiéérs) and the 'Cadre’ Leading

Firemen.

Research Details

The analysis outlined how C.L.F.'s are trained to accept an ethos that
a Leading Fireman's prime loyalty is to the authority structure and not to
the basic rank firemen of the Watch. As Senior Officers feel that — on
initial promotion — a major problem facing Leading Firemen is of a sense of
ambiguity over the direction of loyalties, then it is important to secure
allegiance to the management structure. Indeed, the dominant theme
throughout the course was of instructors seeking to settle doubts over this
guestion of loyalties, and to creafe a context for changing menbers'
constructs from those of the recipients of authority to those of
transeitters of authority. Various stages of the course saw differing
strategies being used for accomplishing this proces's, these ranging from
considering the logical necessity of, the divide b<_3tween authority and non—
authority positions, to more basic appeals to careerism.

The research demonstrated how instructors use administrative scilence to
solve problems walch are predetermined by the extant logic of the
organization. Notable in this process ig the synergism evident between the
use of John Adair's (1968, 1973, 1983, 1984) work on leadership and the
retaining of established practices in military and para-military
organizations (Adair's leadership theories were originally developed for the

armed Forces by a member of the Armed Forces). As Adair's theories have .
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been so well received in the Army, so his Sandhurst package has in turn
“become ' the Gospel' for organizations holding authority structures similar
“to the Army, such as the Fire Service. At the organizational level Adair's
.-'n_yé,terial has become a bl_;xlwa.rk for sustaining established pa'tterns of

:hc_-zgemony, i.e. it forms a prime justification, legitimized as intellectual,

'fpr reproducing the dominant ideology of the workplace (see Boggs, 1976,

_.39 ff on 'organic' intellectuals). Indeed, the use of supportive

-"nié:.j:erials within in-house training programmes allows organizations like the
ire Service to keep tight control over both the medium and the message.
}though course participants are removed, temporarily, from the \.vork
‘process, in staying within the bounds of organizational influence they

remain subject to both its constraints and sanctions. Not oaly can the

‘organization select materials offering seemingly objective, and thus
eg.itimate, support for its practices, but it can present these within a
xpilieu conditioned by established rules which are taken for granted as

OMNON—SGNSeE .

raining

Sratning What is esteem nowadays, what does that word mean? What is

status, what does that mean, you know? I mean you can have a

dustmax} driving a Rolls Hoyce now, and you can have an

executive managing director redundant. So where is esteem

nowadays, it's such a terrific world, a terrible world in

:131;;5 sgi't M;)flve:i'.n.l agg we've found.a terrific comparison in
slow's er. T i.e. !

iy S eadde own.hat (i.e., Maslow's ladder) needs

e Hadical Structuralist Paradigm

" Having analysed the work organisation using; firstly, functional-

havioural; secondly, phenomenological-ethnographic; and, thirdly,

by way of the radical structuralist paradigm.
“For this paradigm, Burrell and Morgan review the Mediterranean Marxism

I Althusser and Colletti, the Conflict Theory of Dahrendorf and Rex, and

_ritica.l—humanist concepts, the final study moved to an historical analysis .
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the Historical Ma.terialisr;l of Bukharin, developing within their analysis a
duality of traditions to show the influence of Marx's work om political
ecotiony and the more radical implications of Weber on b1n'e§ucra.cy. This
duality later forms the: basis for assessing contributions to a 'radical
organization theory’. Hére, for 'Radical Weberian' approaches, are listed
works such as Miliband's (1977) 'The State in Capitalist Society', Eldridge
and Croubie's (1974) 'A Sociology of Organizations', and Mouzelis's (1975)
'Organization and Bureaucracy'. For 'Marxian Structuralism', we see works
drawing upon the exemplar of Marx' Capital for analysing' economic structures
within capitalism. As such, Baran and Sweezy's (1968) 'Monopoly Capital' is
joined by Braverman's (1974} 'Labour and Monopoly Capital' (IMC) in setting
the scene for recent developments in labour process theory.

Indeed, in recent years, and specifically following Bravermwan, the
major thrust of research in this paradigm has been the revival of labour
process analysis. In the wake of LMC there has emerged a wealth of case
study material relevant to Braverman's de-skilling thesis (see Zimbalist,
{ed.], 1979; Wood |ed.], 1982; Knights et al. [eds.], 198 ). However,
recently labour process analysis has widened its scope to address issues
such as the sexuall division of labour, the role of the state, and capital's

use of time. Running through much of this work has been a concern for

longitudinal accounts and especially crafl histories, with, following
criticisns that Braverman's analysis cwphasizes mapagerial determinism,
researchers stressing the voluntarist initiatives of labour in the
control-resistance dialectic (see Storey, 1983). Increasingly, and as

witnessed by the recent Gospel and littler (1883) volume, labour process

studies have documented (1) the strategic relations between labour and
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capital, concerning (2) specific labour process topics, by way of (3) .

periodized accounts of major events.

The work undertaken for the final paradigm adopted a methodology in

line with current work in this ares. Here, the focus was placed upon

structural parameters of the employment relation, and aespecially on
. gstablishing the durati_é;n (and later intensity) of working It:'une ~ this

- representing the crucial'issue in relations between union, employers and the

‘state in the firefighting Iabour process.

- RBesearch Details

In brief, the research focussed upoll changes in working time from the

: start of full-time firefighting in Britain in 1833, to the last major change
. _1_.n work systems following the Firemen's Strike of 1977-78. The analysis

. hi.ghligh‘l:ed both the initiatives of organized labour in reducing hours, and
'the strategles of employers and the state ‘in attempting to offset their
détands. Through collation of relevant archives, the research illustrated
tl:O‘l? only how time became such a major parameter in the employment relation,
blit moreover how it formed the basis for traditions which were to become
e{;p—seated and enduring.

: _ In explaining such changes, the analysis took recourse to a sectoral
Ssessment by way of the 'fiseal crisis' thesis of Q' Connor (1973), i.e.
hrmgh arguing that the accumulation process serves during periods of
flation to create the potential for industrial conflict in state services.
Receut contractual issues were pictured against the backeloth of rapid
creases in militant state service sector umionism during the 1970' s, here
01.:_1:n.g .how the experiences of firemen were mirrored by workers in other
tatg'_service sectors (e.g. Cousins', 1884, description of the rise of
itancy amongst N.H.S. workers). Research outlined the mechanisms

_:sed for redressing such espressions of confiict, and particularly the

eveloprent of the 'upper-—quartile’ agreement which provided a fixed payment
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kers in other service and manufacturing sectors

level in relation to wor

e. u level at which 75% of all adults male man

(i. ual workers earn less and
1978 National Agreement)

rms of workiné time, the analysis illustrat
ing the national average, questions of

25% more:
ed how, with Fire

In Le
Service hours increasingiy approach
have been brought sharply into focus; that

firefighting belng of ‘non—C.8.A. ', (Capitalist State Apparatus) status (see
In line with the iporogity' thesis of Clark et al. (1984),

'proguctivity’ is, despite

Carchedi, 1977).
we noted how as during the 1970's the length of the working week became no

stic of firefighting, then emphasis was displaced

longer a signal characteri
from 'covering' to ‘ysing' time. For example, in supgesting that firemen's
pay should be assessed in relation to a normal 40 hour week, the Cunningham

Keport (1971} pointed to 'the scope for better manpower utilisation' within
non-opéerational gsections of the day, this being especially pressing as
Cunniogham found — in terms of national mean average

avallable time on whole—time stations was
its precursor the Holroyd Report

s — that only 3.3% of

spent on emergency ‘calls.

Cunningham followed the guidelines of
by replacing tunskilled' chore

(1970) in recommending improving prod_uctivity
centred work with 'gkilled' inspection work. various unskilled tasks would
be carried out by auxiliary cleaners/porters on lower incomes.

Indeed, the reduction to 42 hours was contingent upon a move to greater

sm' in which stand-down periods were reduced.
v evening stand-down from 8.00 pm

rom midday on

in future

'professionali Previous
systems had allowed not only for statutor

{with some variations), but also free time on weekend rotas f
Saturday and all day Sunday. With the 42 nour week, however, weekend
en pushed back o midnight. Also, during the

stand—down was officially be
sed, but also training,

not only was inspection work to be increa

day itsell,
elaborate (itemised) quota inventorics

gchedules made ore sophisticated,

being devised for daily drills, and a yearly planner mandated for each
firefiphter. Station officers were now encouraged to cover three hours
drill on every day shift, with usually 1-2 hours being allocated for
practical training and i:l_'le remainder for a ’tecﬁ.nical' session
In sum, as firefighting represents a labour-intensive service with no

. tangible production process, it has been in the fundamental interests of
wemployers to retain long hours in order to offset labour costs. Indeed it
is only during the 1970‘'s, with national duty hours being reduced to a ;.evel
approximating those for other manual occupations, that questions of
- productivity have become prominent; that is, through completing more highly

'skilled work within the time available.

Cc nelusion
In this second paper we have GXPIOI ed pOSSlblll ties for achievin
mltiple par i resear 14 zat (<) the beel L0
. P a.dlgm S ch in o Bani. ions. Here aim has i ¢
c 'nduc 8
O t an emplrlca.l in ebtlgatlcﬂ. in which results accrue from several
v W A

quasi~excl v v £
REEE usive perSpeCthES- To achie (=] hlS, the plurl para,dlgm model of

urrell and M
ks organ (1979) has been used as a framework for accessing images

: '8.
COI_] .lstel’lL with fuﬂctloﬂallst, mterp!etlve, radical humanist, and radical
»

IU. cturalist modes of analysxs. In so dOil'lg the paper has attempted to
r

e ¥
y I 1ve h gy E rganizational rch
tline a W novative methodolo, Qr Organi mielst resea th.IOllgh

opos1ng a break fr o tradi tional s and orthodox MoNo—par a.dlgm forms of
2 O

uiry. The re:
: search has shown how organizational life can be interpreted

Vabtly differin ys dependl the Lype [0 hllOSOphl SSL!ﬂl_th.OIlS
g W& ng on iy P cal a

O?ed to orient resear per . A ell d Mor is Tounded
res ch ceptlons s Burr an Zan

18 premise that a paIa.dlgm 5 Ieallty is unlocked b? meta.tileo.ty S0 we
2

‘trempted i i
: 13} to enlist a paradigm's assumptions in order to obtain
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authentic accounts. The result has been four studies yielding alternative

images of organization.

For the functionalist study, the research produced an account which was

realist, positivist, determinist and nomothetic. It adopted a perspective
in which psychometric téchnigques and computer analysis are seen as providing

a sophisticated understanding of the empirical nature of organization; an

approach which attempts to make the role of values separate in the research

Explanations were couched in a form promising practical success,
The

process.
especially through strubturing organization ag a practical activity.
study sought generalizable knowledge of a form acceptable as rigorous, valid

and reliable. The researcil process drew inspiration from the scientific

method, statistic significance being used to discern relationships
considered useful for guiding future organizational actlions (e.g. job

redesign) . In sum, the study epitomised the classical quasi-experimental
approach to organizational enquiry.

In the second (interpretive) stage, the form of evaluation changed

dramatically. Here we found explanations which were nominalist, anti-

positivist, voluntarist and idiographic. Whereas in the functionalist study
we pictured an 'organized' world characterized by certainty and self-
regulation, in this enquiry we discovered a *1ife~workd' of social

construction. Instead of computing statistical correlations, we described a

web of human relationships. The analysis outlined how participants create

situated rules for 'bringing-off' the daily work routine, personal actions

being indexed to a contextual system of meanings. In sum, the research

succeeded in de—concretizing the view of organizational reality created in

the first paradigm; it sensitized us to understanding organization as a

cultural phenomenon, subject to a continuous process of enactment.
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For the radical-humnist study we found a differing form of explanation
again. Although the paradigm also viewed the soccial world from a
perspective which was nominalist, anti-positivist, voluntarist and
idiographic, it was committed to emphasizing the limitations of existing
social arrangements. Tpe central notion underlying the sti;dy was that man's
consciousness is dominatéd by ideclogical superstructures, these serving to
drive z wedge of false consciousness between the known self and true self.
The research was concerned with understanding how humans construct a world
they then experience as alienating, especially in relation to the power
dimension underlying the enactment process. We noted how leadership roles
are characterized by a process in which specific individuals are perceived

to hold a legitimate right {or even obligation) to define the reality of

- others. The analysis highlighted a 'pattern of dependency' in which

administrative scientists are engaged in defining the situations of
'leaders' and 'led’. In sum, we noted how the hegemony of the organization
is dependent upon institutionalizing social arrangements which constrain
human development.

Fipally, for the radical-structuralist study, we returned again to a
realist perspective, but one directed at fundamentally different ends to

those of Tunctionalism, i.e. by focussing on examples of structural conflict

- rather than functional integration. The study anailysed the strategic
- relations between capital and labour, and especially regarding the

parameters of the employment relation. Research focussed upon crisis points

in the firefighting labour process (e.g. Firemen's Strike, 1977-78), here

analysing the role of regulative agencies in seeking to mediate

- contradiciory forces and thus restore temporary balance. In sum, instead of

examining the sedimenting of hegemony, the study illustrated the concrete

éctions of labour, capital and the state inm the labour process.




The Fire Service research has thus represented a first attempt at using
a multiple paradigm framework in organizational analysis. It has explored
some of the empirical possibilities of paradigm diversity in order to
demnonstrate how differing frameworks contribute to our undgrstanding of
organization; it has illustrated how contrastiné' images emerge when we base
owr investigations upon :iii.ffering séts of meta—-theoretical assumptions.

However, despite the wide range of insights offered by multiple
paradign research, the guestion of whether this form of apalysis will
develop in the future remains moot. Although the method appears to offer
rich explanations of organizational phenomena, its future prospects may be
Jjeopardized both by probleiss in opexﬁtionalising the core concept, and by
constraints sanctioned by the academic community — especially here with
respect to whether paradigm diversity is seen as a 'threat or opportunity’
(see Morgan, 1981).

For the core concept (see Part One), although Watkins (1970), Maruyama
(1974) and Phillips (1977) offer arguments against the hermetic isolationism
of the instant paradigm thesis, in being so 'notoriously elusive', and even
so much so that it may 'belie precise definition', the very notion of
paradignm may make it difficult to get multiple paradigm research started.
Empirical researchers may concede defeat prior to_f]‘.eldwork when faced with
such considerable problems of operational definition. To achieve research
in which multiple theoretical perspectives are brought to bear, and
especially in terms of those representing quasi-exclusive paradigms, we may
be forced to bracket certain problems in exchange for the practical benefits
of rich data. Here, we may wish to build on the premises of writers
offering alternatives to the incommensurability thesis by being further
For example, we may wish to retain sone

selective in our adoption of Kuhn.

of the sociological elements of paradigm associated with Kuhn's later .
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_..'_"dis.cipiinary matrix' (e.g., 'shared models' and 'shared beliefs') while
...loosening our adherence to, for example, any gestalt-switch/conversion
pfinciples of the exclusive—pax'adigln thesis. As several writers have

" described qualitative-differences between 'theor."y—conmunitgkr perspectives, and
may have cited metatheoretical debate as the root of such differences, works
éﬁch as Burrell and Horgan (1979) rﬁay offer opportunities to do what many

o suggest we know to be possible, i.e. to learn the languages and practices of
other theory conmunities, and in time conduct research reflective of their

':' _form of ilife: in other words to develop a systematic appreoach to obtzining
epistenological variety in research. Such a position may, as ‘Eisenstadt
(1974) notes, represent an argument for democracy in social science. CQOpenly
s acknowledging multiple paradigios may signal that the social sciences will
“pever serve one mster, this being a state of healthy development rather

: fhan one of crisis.

However, although we can identify several benefits from paradigm

~o diversity, the question of whether multiple paradigm research can 'develop'
raises issues of the institutional nature of academic communities. Whereas
.many writers have argued for realising 'multi-paradigm inquiry’ (Pohdy and
; Bb,je, 1980) or ‘multi-plane analysis (Steinle, 3:983) through, for example,
-'theoretical blockage' (Driggers, 1977) or 'transpection' (Maruyama, 1974),
' -_until now little research has emerged. Although sociologists have
6cca.s.i.oua.lly employed 'triangulation' (cf. Jick, 19789), this only brings
. It'ogether differiné, forms of methodology; it does not extend into research
“based on the alternative philosophies of major communities. While Allison's
: (1871) 'Essence of Decision’' was a landmark in adopting alternative

: frameworks, it has not been capitalised upon in any formal socizl research.

Tor large empirical projects, one reason for this reluctance may be .

:3.that in multiple paradigm research we are not only interested in
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designing-in methodological diversity, but are involved at a state prior to
this, i.e. in specifying gpﬁa;—methodological variety in terms of the
differing values and beliefs held by theory copmunities. This may represent
a problem in that when it comes 0 analysis, research teams may feel the
need Lo show theoretiéa,l consensus rather thanrdisplay a range of paradigm
orientations and affiliations. Moreover, we could argue that large research
projects will, in practice, be conditioned by, for example, the nature of
the access agreement, the tacceptability’ of research goals, and especially
the need to produce hé.rd, generalizable, and ultin'ately- publishable results.
These factors may act as institutional barriers to protect the more
orthodox, positivist, and for organizational analysis, predominantly
managerialist, positions.

Tor the individual researcher, the instituticnal pressures may be even
more pronounced. Training in orthodox organizational behaviour may prevent
the theoretical eclecticism necessary for transpecting between paradigms.
Morgan (1981) highlights the pressures facing researchers considering
paradigm exploration, especially in that euch diversity may bring about
fears over, 'fail(ing) 1o get pubiished and fail(ing) to geidz tenured'
(p.24). He notes the reluctance of doctoral students to be adventurous,
especially when faced with an ethos — widespread in traditional departments
- that, 'there are few practical alternatives to orthodoxy' (p-24). This
being so, the skills necessary to achigve transpection may he unlikely fo
develop as, "'the control systems developed by journal and university
departments alike, exert a confining, if well meaning, hold on the jugular
of scholarsihip™ (p.24).

Therefore, at present, institutional pressures may militate against the
potential for diversity. Mainstream organizational analysis seems to

display a tendency for 'monopolarization' as thus towards, "psychological
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dependency on one authority, one right theory, one truth" (Maruyama, 1974
:emphasis in original}. Although researchers have argued that in ’ ’
organization theory we require, "individuals who are specialists in more
.than one paradigm” (Ibg?iy and Boje, p.93), insti}:utional constraints serve
1o reinforce Russell's dictum that, 'what men want is certainty not

. .lmowledge'. I we y i
argue that paradigm diversity is a desirable ohjective

then w
e may need to develop academic networks capable of promoting
nore

“eclectic orientations to research.
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ON THE IDEA OF ORGANIZATIONAL CULTURE. Part I: Remarks on Its

Popularity.

Mats Alvesson

Introduction

Those orientations or directions in organizational research that draw upon
concepts such as culture, symbol, myth, story, ritual and rite has, in a very
short time, roused tremendous interest within organization theory. By
running computer searches of two large data bases in 1979, Broms &
Gahmberg {1983} found 50 business articles with the word 'myth' in the text
and two years later ten times as many, i.e. 500. This orientation, here
called theory of organizational culture and symbolism, has also rapidly
attained the greatest academic respectability. Most of the leading journals
within the field have dedicated special issues to the topic of organizational
culture/symbolism between 1983 and 1986. As Stablein & Nord say

wpProbably never before in organizational studies has an innovative area

been given such attention so rapidiy". {Stablein & Nord, 1985:22) Thus the
slowness and resistance to change that the academic world is sometimes

accused of does not seem to be valid in this case.

1 will not go into detail by explaining the characteristics of the very broad
orientation called organizational culture and symbolism research. The idea
is that organizational reality is, at least to a large extent, of a cultural or
symbolic nature. An advanced understanding of organizations calls for
emphasis on their symbols and their cultural systems or, to use another
formulation and perspective, by using culture as a metaphor for organiza-
tion, the characteristics of the latter might be illuminated in a deeper way
than when organizations are studied as {basically) formal structures (con-
ceptualized as machines, instruments or systems)

A common view in organizational culture research is to see organizations
as comprised by shared norms, values, undetstandings, beliets, ideologies
etc, and the structures and phenomena characterizing them and the actions

being carried out in organizations having a symbolic meaning for the
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organizational participants. Important organizational symbols, being part
of, expressions of and/or reinforcing mechanisms of the culture might be
) 3

rites, rituals, ceremonies, language, jokes, architecture etc.

For an introduction to the literature with this orientation, see for example
Administrative Science Quarterly {(1983), Journal of Management (I1985)
+

et teal. ( ) rgant 1 Y
Mor an(e 1983 o] anizational Dyna nics (1983) and ()lgamzatlo

:I'o me, the extremely rapid development of this part of organization theor

is a ]:fhe-nomenon, i.e. presents a problem that is important to understand).!
How is it possible that the varied and ambiguous direction of research that
deals with organizational culture and symbolism, has very rapidly attained
broad extension and also respectability? | am hopefully not alone in finding

this i i i
is problem as interesting as quite a number of the phenomena that the
culture researchers focus upon.

Basic explanations of the extension of theories

Gene:
1'~ally, there are two types of explanations to the rise and growth of
theories: the internal-scientific and the sociological.

The f.ormer claims that knowledge develops autonomously, i.e. through its
owr?, Inner logic. The latter suggests that scientific views and theories are
soc.:lelally determined. Between the two extremes are a number of different
opmmns-. Thete is probably only a consensus about the very imprecise idea
that s?cxentific theories have at least some degree of independence, a
"re'lat:ve" autonomy, at the same time as societal conditions inﬂuer’lce
wh.xch problems are to be researched, which paradigms (paradigrr;atic
assurnptions) dominate and also which theories fall in such goed soil that
they are stimulated and expand. (See Brante, 1980, for a detailed overview

of the develop nent of science in relation to e theoretical and ocietal
en 1 ation th re
levels)- ) )

R S
oughly speaking, it might be argued that the extension and popularity of a

* th . .
eory or a school (direction of interest} depend partly on its

intellectual/theoretical qualities, partly on the degree of correspondence



to the needs of the dominating elite and other important groups of interest
and/for a general market for academic knowledge (that could be seen as a
function or an aspect of the "Zeitgeist", the spirit of the present time}. It
is usual that while the representatives of a discipline or an orientation
stress how the development goes forwards and upwards, observers whose
orientation is the sociology of knowledge and science are often more
scepti€al and claim that ideological and other societal conditions influence
the theoretical content in a way that makes it difficult to speak of a clear-
cut development towards "better" theorles. (A kind of a middle form
proposes that the social scientific theories are developed to include and
mediate more and more advanced ideclogles, Alvesson, 1986a, Anthony,

1978.)

For a theory to expand rapidly during a certain period, it must be sharper,
more elegant or have greater explanation potential than earlier theories, or
it must strongly appeal to the "Zeitgeist" or to some of the predominant
coalitions In society. To some degree those coalitions might also exist In
the academic world. The social factors that stimulate or obstructs the
discovery, acceptance and expansion of a particular theory are partly
connected to society and culture in its entirety, but the subcultures in the
academic world, with its fractional interests and more or less "openness” to
society in general (or various elites in it), also have some independence in
relationship to society and cultural change in the overall level. {The French
cultura! sociologist, Pierre Bourdieu, (for example, is of the opinion that an
important reason for Sartre's impact was that he functioned as an
ideologist for the intellectuals. His theses appealed to their self-image. He
said: You are free. You can better than anyone else make your self a
representation of your self. You can make representations of all others but

no one can make himself a representation of you. Broady & Palme, 1983}

Social determinants behind the expansion of organizational research

How, then, can the rise and rapid expansion of studies or organizational
culture be understood? To answer this question several aspects must be
taken into account. I will discuss the issue by using an analogy with a
market, talking about sellers/producers of theory, l.e. researchers and
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consultants, customers, primarily managers and the product, i.e. organiza-
tional_culture "knowledge (including books, courses and consultancy ser-
vices on the topic). I will say something on what is characterizing this
market and its dynamics. Besides this, the general context on which the
particular features of this market during the present time (the 1980's) are
being formed, will be discussed.

The product

The general idea of organizational culture and its consequences for people
performance in organizations, as it is expressed by many authors in the
field, apparently is well-suited to appeal to the interests of the dominating
elite in business and other types of organizations. The conceptualization of
of‘ganizational culture and the way the message of culture as a key
dimension in behaviour is formulated makes it appear to be of greatest
r.elevance to people with ambitions and duties of controlling organizational
hfe.. : Thete are obvious elements of sales
ambitions in the writings and presentations {Alvesson, 1984), The target
group for the sales efforts seems to be, hardly surprisingly, primarily the
ca.tegory of managers. Some of the authors {though far from all) within the
orientation are obviously looking for success in this market and sales of

their consultation services and the bestselling books often proceed in the
following way:

A. At first it is claimed that the earlier understanding of organizations is
superficial and one-sided. Criticism is directed towards the natrrow
(positivistic) methodology and the focus on outer, obvious and measur-
able variables of the predominant approaches.

B. The alternative to these is the orientation in organization theory that
focuses on symbols and cultures in organizational contexts. This is
neised abroad as a new and radically different orientation. This is
conironted by the traditional approaches which are dismissed rather
loosely (see for instance Dandridge, Mitroff & Joyce, 1980, Daft, 1933
and for a critical discussion, Alvesson, 1984). Even though "positi\:istic"
organization research was (and still is, althaugh to a minar extent} most
commen, gqualitative approaches have actually had a broad extension
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during the 1970's. These are neglected in some of the argumentation for
approach to organizational analysis. Many of the most
the past 15 years, for instance

a radically new,
influential organization researchers of
Benson, March, Perrow, Silverman and Weick, can hardly be

Argyris, :
This is however, not mentioned or

seen as targets of this criticism.

quickly dismissed.

The research on organizational symbolism and culture promises to glve
a new and richer understanding of how organizations really work. For
the uninitiated observer/actor in symbolism and culture theory, a

hidden reality can be exposed through the understanding of the sym-
bolism. Because the symbolic meaning is presented not as marginal

phenomenan but even

or even families may symbolize

The idea of changing homes, jobs, e o 7o, Tulf 1

a deeper concern to change oneseli,
some distant dream or ambltion.

(Morgan, Frost & Pondy, 1983:10)

D. In the absence of an adequate understanding of symbols and the culture

of the organization, a manager is on bt
implied. The symbolic is central to the functioning of the organization
and myths, rituals,

thin ice in his management, it is

and the manager {or whoever) who does not underst
stories etc does not know what is going on In

rites, material symbols, ; on
is limited, it 1is

the organization. The range of his management

suggested. The message that the manager does not know what is going
on below "the surface” and that another field of powerful leadership
exists {symbolic management) makes the message of the symbolism

theorists appealing to managers.

Elements in at least parts of the symbolic and cultural organization theory

should be well-suited to appeal to these ambitions, partly by activating
uncertainty.
E. In some cases the organization researchers unabashedly meet the inter-

ests of management and indicate what services they can provide:
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Within an organization, as within a culture, the myth is believed
or the ritual enacted usually without participants' forethought or
awareness of the functions being served. It is often through the
perspective of an outsider that rational intentionality in the

choice and use of symbols is seen. This lack of conscious choice is

not inevitable, as organization members do not always have to be

victims of myths and rituals, permitting these symbols to continue

without awareness of their impact and without preplanning.
(Dandridge, 1983:114)

" Instrumental value for management is also often toned down even if it is
clearly evident and might appeal to practioners,

The customers

To understand the impact of the product (i.e. knowledge on organizational

'_ culture in some forms) on the market, the features of the target group

must be understood. Considered as a group, the managers might be charac-
© terized as eager to be

-modern and up-to-date, enlightened and educated (Bourdieu, 1973)

-efficient and rational (which, among other things, means that sources
of Mirrationality" are counteracted and attempts are made to rationa-
lize them as far as possible} (See Gustafsson, 1983, March, 1976)

~-in control over the organization ard the subordinates (Laurent, 1978,
Argyris, 1982).

~Especially sensitive to the message of the culture approach (in its sales-
: “orlented forms) are probabiy young, professional managers in the field
where it is social competence and the impressions that are made rather

“than strictly technical! qualifications which are of key importance for
..success and career.

‘A historlcal trend from the emphasis on inherited fortunes and positions
(i.e. background in upper class) and, which is something quite different
“technical qualifications and competence towards the greater importance of
‘eultural capital as a base for a beneficial behaviour in rmodern, complex
"_'organizations has a clear impact on young, professional managers. The
~culture approach, and all the peculiar concepts it presents (myths, rites,
“rituals, artifacts, folklore ...) and their ambigious meanings, is likely to
“Induce tension and interest from this group. The amount of cultural capital



in these terms, with their scholarly connotations but also large area of
direct and understandable applications ("this meeting is a ritual"), seems to
be great. In other words, the cultural capital of mastering the organizatio-
nal culture idea or the symbolic values of having knowledge of organizatio-
nal symbolism, is significant. On a corporate level having a distinctive
"culture" of its own, appears to have a symbolic value for corporations

eager to appear progressive, modern and having a good public image.

Producers

I imagine that the occurrence of this type of strategy and message in large
parts of the organizational literature In the field, has powerfully contri-
buted to the popularity and rapid extension of it. It would, however, be
very unjust to characterize the whole direction as primarily sales-oriented.
A large part of the research in the area is more shaded and self-critical
and downplays the theoretical as well as the practical range and usefulness
of the research and knowledge about organizational culture. This holds
good for, among others, most of the contributions to the Administrative
Science Quarterly's special issue on the subject. Smircich, for instance,

wWrites:

Some, however, genuinely question whethet organization culture is
indeed manageable. Much of the literature refers to an organization
culture, appearing to lose sight of the great likelihood that there are
multiple organization subcultures, or even countercultures, compet-
ing to define the nature of situations within organizational boun-
daries. The talk about corporate culture tends to be optimistic, even
messianic, about top managers molding cultures to suit their strate-
gic ends. The notion of "corporate culture" runs the risk of being as
disappointing a managerial tool as the more technical and quantita-
tive tools that were faddish in the 1970s. Those of a skeptical nature
may also question the extent to which the term corperate cubture
refers to anything more than an ideology cultivated by management
for the purpose of control and legitimation of activity.

{Smircich, 1983:346)

Despite the intellectual orientation of large parts of the research on
culture and symbolism and their relative independence from demands for
practical use of the results, I believe that even the rapid growth and great
popularity of this intellectual orientation in academic circles is related to
extra-scientific determinants. This is achieved in two, internally related,
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ways. Firstly, the consulting- and slogan-oriented literature within the
direction {like Deal & Kennedy, 1982 and Peters & Waterman, 1982), while
appealing to the Interests of the elite, also brings with it the non-
pragmatic, intellectual, mo;-e genuinely academic research within the over-
all direction. The interest and the generating of resources that the
"populistic" stream produces also bring benefits to the "intellectualistic®
variant. The former has a need or at any rate use of the academic
orientation since this gives status and legitimacy to the field of organiza-
tional culture and symbolism in its whole. It is, of course, impossible
clearly to separate the intellectual and the consulting-oriented variations
within the direction - people often have ambitions in both direction - even
if the more intellectual culture-researchers try to do this and want to
stress their distance from "the 'managementcentric’ motivation in cOorpo-
rate culture research" (Gregory, 1983:362). Through the sales-oriented
approach, in relation to managers and others a cornmon interest is focused
upon symbols, cultures etc and a number of researchers are drawn to these
concepts like bees to the honey pot. In other words, one.can talk about a
snowball-effect where the possibilities of selling the theory to managers
brings with it a number of researchers who earlier talked about norm
systems, ideclogies, organizational climates etc, but who now modify their
approaches and use new concepts.

On the dynamics of the field

An interesting aspect of organizational culture theory is that it has
captured the interest of both the academic and pragmatic extremes of the
management knowledge field {which includes researchers, authors, business
journalists, consultants etc). This probably contributes to its great popular-
ity. Quite often, management theory is caught in a contradictory position
between, on the one hand, academic criteria and scientific requirements,
and, on the other hand, demands of being of practical value and relevance,
primarily for managers. These types of claims by no means afways
coincide. The organizational culture idea, however, at least until it is
defined In a precise way, does have academic respectability as well as
practical relevance. Ironically, when the concept is defined in a theoreti-
cally precise way, based on anthropological thought, the practical rele-
vance and value of the concept is rather small. You can, for example,
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hardiy create, change or even affect culture in the former meaning. Here
it signifies a historically emerged, persistent pattern of beliefs, values and

attitudes to social reality, deeply engralned in consciousness.

Through its many meanings and relevance for various contexts and situa-
tions, the culture concept Is used often and this, of course, fuels the
general interest in it. The ambiguity and large numbers of meanings of the
concept makes it difficult to grasp and "look through", which stimulates

debates and quasi-debates and maintains tensions and energy in the field.

The Context

Above I stressed a sociological explanation of the extension of the
symbolism/culture approach in which the interests of groups of managers in
the theory are central. These might be seen as the main audience or the
group of customers to which the mainstream organizational culture re-
search is directed. To understand the rapid extension of corporate culture
and organizational symbolism literature we must go beyond the traits of
managers as a group and the way the "sellers" of theory (consultants,
writers, researchers) appeal to these and look at the context of manage-
ment in the 1980's, Here we can identify two maln types of contexts of
relevance, the first is the business situation, the second is the more general

cultural characteristics of the present time.

Important features of the economic situation for large parts of industry in
Western countries since the last part of the 1970's are hard competition
and productivity problems. Crises are common. This creates a receptive-
ness to new ideas, indicating new solutions to corporate problems. The
increasingly international nature of modern cerperations, including the
frequent interactions with customers, suppliers and partners from different
cultures, the success of Japanese companies {which is viewed as partly a
result of their cultural pecularities) and the increased size of corporations,
needs for decentralization and the effects of this on the integration of the
activities of various parts of the firm and the need for control might atfect
what type of new ideas and solutions for which receptivity is best.
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Within the management area there are rather rapid changes in terms of
popularity between different promises of "quick fixes". Various ideas, more
or less theoretically grounded, on leadership style, policy making or how to
motivate personnel, attain and lose popularity at rapid speed. These ideas
normﬁily are evaluated as fads after they have run out of fashion (Business
Week, 1985). The field of managers and writers/consultants supporting the
former with ideas, proposals, literature and consultancy services might be
seen as buyers and sellers on a market where the fashion changes very
quickly. This is an important aspect of the rapid rise of corporate culture
in organization theory, It does not, however, give the whole explanation for
the extension of the culture/symbolisin theory. Parts of the latter are, as
sajid above, very academic in their orientation and even so this academi-
cally oriented part of the field has been fuelled by all the publicity and
Public interest on culture as some sort of tool for dealing with corporate
problems, this orientation was on its way when the large interests of the
market reached their height during the first hatf of the 1980,

On a more general, societal level, there are some aspects on the present
socio-cultural situation of Western, late-capitalistic/post-industrial society
which are of relevance to the extension of organizational culture research.
In contemperary society it seems to be a basis for a thinking and a
perspective that harmonize with the focus and concepts of the symbolic/-
cultural organization theory. To iliuminate this, we can start from the
research on socialization in the present societal culture that analyses
social and psychological conditions from social psychological and psycho-
analytic narcissism theory. The need to have one's subjectivity confirmed
and to hecome emotionally involved is considered to be typical of the
character type that has baecome more and more wide-spread over the last
decade (Ziehe & Stubenrauch, 1982). In the "Culture of Narcissism" the
need to feel rather than to think and the expansion of a "subjectivistic" and
emotionally unrestrained way of relating to matters is pronounced in a way
completely different from that of earlier epochs and for the social
character typical then (Lasch, 1980). The predominant character traits in
this societal culture facilitate an interest in theories that are expressed in,
for instance, the following way:
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Culture as a root metaphor promotes a view of organizations as ex-
pressive forms, manifestations of human consciousness. Organizations
are understood and analyzed not mainly in economic or material
terms, but in terms of their expressive, ideational, and symbolic
aspects. Characterized very broadly, the research agenda stemming
from this perspective is to explore the phenomenon of organization as
subjective experience..,

(Smircich, 1983:347-8)

As this quotation illustrates, in contermnporary organizational analysis, as in
large parts of social sciencé in general, there is a strong tendency towards
more interpretative, subjectivist approaches. This is Hlustrated by Morgan
(1983) who uses chapter titles such as "Research as Engagement: A
Personal View" and "In Research, as in Conversation, We Meet Qurselves".
Ebers {1985} suggests that the cultural/symbolic perspective shares fea-
tures with the Romanticism from the 19.th century. The world-view of this
movement

"... was a holistic one, with symbols, myths and metaphors as its

counters of meaning ... (rejecting) rationalism - it was also a

subjective world-view .. aiming to overcome the split between

subject and object, the self and the world.” (Ebers, 1985:52.54)
In Alvesson (I986b), it is argued that the present preoccupation with
corporate culture and similar subjects can be seen as a result of a general
trend towards cultural fl:agmentation and social disintegration, affecting,
among other things, people's work moral and relationship t¢ authorities and
their general compliance in organizations. This trend goes hand in hand
with the development towards increased emphasis on the "subjectivity" of
people's lives producing a background for the intellectual interests on
interpretative approaches and cultural studies. {Most authors link the
cultural approach to interpretative research styles and a concentration on
subjective aspects like meaning, understanding, values, the affective-
emotative dimension, etc.)

An interesting paradox is that the development of society that has
generated the interest in the culture/symbolism approach has brought with
it a decrease in most social connections of the frequency and importance
of the phenomena that this approach has focused upon. As Ziehe &
Stubenrauch (1932) say, the expansion of goal rational systems and a
functional division of labour between different soclal areas, in other words

an increased technocratization of social life, meant that the specifically
symbolic, l.e. ceremonies, rites, rituals, myths etc. have been reduced in
scope and importance. In modern life, many rituals have been less common
and influencial. A typical example is the religious ones. Other symbolic
events, like weddings, Ph.D. disputations and 50th birthdays, seem %o have
lost some of their former strong symbolic meaning. (Ziehe & Stubenrauch,
1982). (The increased rationalization of the modern life style has not, of
course, eliminated all events of a primarily symbolic nature and symbolic
meanings can be found in all sorts of phenomena.) There are possibly
unsatisfied social needs of the specific symbolic that might account for the
popularity of the symbolic features of and events in social life in
contemporary thought. Tt is almost ironic that organizational research puts
the symbolism in its theoretical focus at a time when the purely symbolic
elements in organizations are probably less salient than ever as an effect
of the expanding, technocratization of social life and the domination of

instrumental reason over human affairs.

This Is not to indicate, however, that a symbolic perspective on organiza-
tions lacks value. On the contrary, a number of studies with this crienta-
tion have already produced interesting ideas and results (e.g. Dandridge,
Mitroff & Joyce, 1980, Feldman & March, 1981).

Conclusion

In this article some social determinants behind the rapld rise and current
expansion of organizational culiure theory are discussed. In order to
understand this phenomenon a number of social factors have been pointed
at. These factors and some of their key features are briefly summarized
below:

* The product: organizational culture theory. This exists in many
variations of which some appear to have very little value on the
general market for best-selling books or consultancy jobs. Still, the
organizational culture theory is often presented in a way that makes
it appear to be of crucial importance for understanding what is going
on in organizations and how to get control of it. The broad area of
relevance and application of culture in organizations, concepts that

are mystical and phantasy-provocing are important features of this
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type of knowledge. It is assumed to provide a formula through which
the unconscious in organizational life might be turned inte the
conscious, thereby improving the "rationality” of what is going on in
organizations.

The customers, The message of organizational culture knowledge
provides a thrill for the main audience (outside academia): professio-
nal managers, The content of organizational culture texts pulls a
sensitive string of managers: it appeals in a positive or worrying way
to cultural attributes such as medernity, education, cultural
managers in positions not primarily determined by technical demands,
might be assumed to buy the culture material.

The producers. Here we have both academically oriented writers and
more pragmatically interested knowledge-developers. A large number
of persons have both aspirations. The culture concept contains
possibilities for both academic respectability and practical relevance.
From an academic perspective, the culture approach seems to be a
way out of the "intellectual straight-jacket" of positivistic methodo-
logy, which to some extent has controlled mainstream organization
theory (especially in U.S.A.) the provided little space for qualitative

approaches.

The market place. The market for academic products on management
is normally changing rapidly. Various ideas and quick fixes are in
vogue and often turn out to be fads, The speed of the market
increases the rapid expansion of a product that 1s "selected" for
(temporary) success (in terms of sales). A contradictory characteris-
tic of this market is that its goods should be knowledge that contains
both practical relevance (promises for solutions to problems) and
academic respectability {some connotations to 'science’. This is not
easy to combine, but the culture stuff's contradictions in relationship
to these two ideals are not too easy to see through.

The context of this market in 1980's: The business 