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EDITORTIAL

by Vincent Dégot

About a year ago, when we first launched DRAGON, we said
there would be as few constraints as possible concerning the
presentation of articles, each contributor being responsible for
the material aspects (quality of 3yping, arrangement of text, refer-
encing system, ete) of his own paper. We did, however, suggest
thét a standard length of about twenty pages should be observed.

Experience has show that bothreaders and contributors
wonld be happler if this emphasis were reversed, so that we will now:

- welcome contributions of between 10 and %0 pages, given that
symposium papers can sometimes be quite short, ﬁhereas some
subjects need Lo be expounded at considerable length. In other
words, a more flexible policy in this respect;

- less flexibly, expect contributors to taks more pains over The
material presentation of their papers, making them more attractive
and easier to read. In the era of the word-processer, this
ghould not prove too much of a burden. The following guidelines
are put forward to this end:

= the first page of eazch article to be headed, in the top
left-hand corner, by the %title in capital letters. The
author’s name (surname in capitals) to be placed immediate-~
1y below the title. No address or institution of origin
to be Indicated, and no résumé of cohtents (buf particulars
of author to be given to the EBditor separately). The
text proper to start about one-third down the page;

~ as we intend that all articles shall start on a right-hand
page, it would help us %o avoid blank pages il all papers
fitted into an even number of pages;

- page numbers %o be pencilled in only, as they have to be
changed for publication;
el

= contribubors to use whenever possible international
standard paper format 4.4 (21 x 29.5 cm), rather than
the 21x27 cm size still common in some copuntriss.

Owing to the wide range of'typefaces now available, an
attempt gt standardisation in this direction would be unlikely to
succeed. When DRAGON pfints a suffieient number of coples, we will
consider recomposing all articles, but this would necessitate intro-
ducing a proof-reading stage, thereby making the whole publishing
process more cumbersomne. Assuming that contributions are properliy
preSented in the first place, no clear agdvanbage would be derived
to offset the drawbacks.

It goes without saying that your suggestions as to the

‘presentgtion and content of DRAGON, whether for publication or not,

will ailways be welcoined.

On a more fundamental issue, we are considering setting
up an Ediforial Board for DRAGON, with responsibilities along the
following lines:

Ay
- determining editorial policy - pericdicity, selection
eriteria, publication of special issues, and so onj

~ promoting DRAGON more actively in certain countries,
possibly including the reviewing of papers written in languages
other than Bnglish eor French, o avold unnecessary translation

-eostss

= enhgnce DRAGON’s role ss a forum for scientific contro-
versy, which has not been noticeably achieved thus far.

In the first instance the Beard might be made up from

il



4 ADVANCE NOTICE AND CALL FOR CONTRIBUTIONS
Sixth Conference on Education and Development in Organisations

REDISCOVERING DEVELOPMENT:

i _ . The Future in Practice

smong the officers of S8C08, wHO already hold pericdicagl meetings. 'f o R At AR At kAt nt At p

Further information on this point will be issued fcllowing University of Lancaster

the meeting of the SCOS board to be held at the end of November. 15th - 18th September 1987

{Question: Why wasn’i an Editorial Board set up in the KA Ak kAR ERRRF AR AR N A KK

first place ¥ S

Answer 3 Because DRAGON would never have seen the light
of day if this had depended on getting a large
number of people to agree on essential points.
Now that DRAGON does exist, we can set about
making the necessary improvements as we go along)

The aim will be for people to exchange and explore their latest
ideas and practice. We are particularly interested in
contributions which address the future of development practice
in the light of the major challenges facing organisations such
as:

* The Management of Culture

* The Quest for Quality and Excellence

* The Transferability of Practice
- Internationally
- Between Service and Manufacturing Sectors
~ Betwgen Public and Private Sectors

' Sessions may be: - workshops

Before closing, I would like to refer to the publication - gaperst .
i - emonstrations
of Manfred Holler’s letter in issue N°6. In the first place, my DA Gieetitd g
editorial was not intended %o offend or deery; I wished merely to - ete,

pass on an expert opinion concerning the challenge represented by and will be of 1} or 3 hour duration.

DRAGON. I readily admit that 1t was graiifying to award myself

t1sfecit, but Mhonni soit qui mal y pense" 'We assume that cdontributers will attend the whole conférence as
a small satlsfecitd, .

;- full participants. The total fee, including meals and
"accommodation is £240 for non-contributors. Contributors will
be able to attend at a concessionary rate of £195, -

”;Wduld anyone wishing to offer a contribution please complete and
return the attached reply form, preferably by March 7th 1987.

~Any queries should be directed to the conference secretary:
Christine Bytham

Centre for the Study of Management Learning

Gillow House

University of Lancaster . :
. Lancaster LAl 4¥X. Tel: {0524) 65201 ext. 4854/4698
coor

 1Cbﬂference Organisers: Richard Boot, Steve Fox, Mike Reynolds
<-:and Robin Snell




REDISCOVERING DEVELOPMENT?:

The Future in Practice

Reply Slip (please return by March 7th 1987}

I would like to offer a contribution at the 6th Lancaster
Conference

NAME . ADDRESS:

TEL:
THEME OF SESSICON:

Please give a brief description of your contribution below:

FORMAT OF SESSION:

LENGTH OF SESSION: lihrs O 3hes [ (please tick box)

Please return to: bvth
Christine Dytham
Centre For the Study of Management Learning

Gillow House

i ity of Lancaster
gg;z::ieryLal 4¥YX TEL: (0524) 65201 ext. 4698/ 4854

or
Richard Boot, Steve Fox, Michael Reynolds

—_—

Conference Organisers:
and Robin Snell

SUBSCRIBTIONS

Dear Reader,

As you probably know by now, we have decided to reduce
©fo ‘six the number of issues of DRAGON for 1987.

:.__ Consequently, the subscribtion fees have also.been turned
-down ‘to 400 FF for this year.

: If you have not yet get rid of those fees, please do in
athe follow1ng way !

: - send a personnal check to DRAGON - Vincent DEGOT (the
fédﬁeés.is on the front cover of DRAGON) in French Francs (because the
bénks are charging a lot to change any foreign currency);

~— if it is easier (but only in that case) for your institution

to:send thls amount directly to DRAGON Bank account, the references are:
wDRAGON - Vlncent DEGOT, Account n® Q00 5 05375 1 4, Société Générale,
”Agence G Saint Mlchel 27, Bld Saint Michel 75005 PARIS.

- at the same time send me back a copy of the invoice you
prbbébiy already have, or write me a note to ask for cne if necessary.

. ZThank you in advance for supporting DRAGON and SCOS.

Do not hesitate tec spread the name of DRAGON arcund you

and tell -anyene interested in becoming a subscriber to get in touch with
‘DRAGON'S -editor?

Vincent DEGOT



Marking Time on the Cultural Calendar

by

James W, Fairfield-Sonn
ABSTRACT

In this article one cultural change effort
is examined using a combination of historical,
contextual and processual analyses. When
viewed From these various perspectives, some of
the complex nature of cultural engineering

. becomes more apparent. In addition, it becomes
evident that to study the dynamic nature of
cultural change additional Tesearch
methodologies, such as the cultural calendar
discussed in this article, will need to be
developed and employed.

Prior to 1982, “corporate culture', broadly defined as a set of values,
beliefs, assumptions and syﬁbols that define the way a firm conducts its
business, was only rarely used as am orienting perspective to explain how
organizations function (Jacaues, 1952; Turner, 1071; Pettigrew, 1979; Whorton
and Worthley, 1981}, In that year, however, the publication of Peters and

Waterman's In Search of Fxcellence as well as Deal and Kennedy's Corporate

Cultures served to establish the viability of the perspective in both the
academic world and the popular press. Soon thereafter, a flood of articles
and books appeared examining various facets of the construct from several

different perspectives (Smircich, 1983), Moreover, many of these works held

An earlier version of this paper was presented at the 1986 Standing
ConfeTence on Organizational Symbolism im Montreal. The author wishes to
express thanks to Patricia Celst and Diana Stork for helpful comments on
drafts of this paper.
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out the promise of explaining how corporate culture is related to variation in
firm performance.

While no landmark study has yet been produced to clearly establish a
relationship between corporate cultures and organizational performance
(Rarney, 1986), the sheer volume of work on the hypothesized relationship
seems to have convinced many practitioners and researchers that in some way
the relationship must exist. Accordingly, when a firm's management is less
than completely satisfied with their performance increasingly they ask how can
our culture be changed - and auickly, while researchers are laboring hard to
find some answers. Thus, a second wave of research on corporate culture, this
one devoted io cultural engineering, has begun.

Tf the research on cultural engineering reported in the collection of
articles by Kilwarmm et.al. (1985) and presented at the 1986 Standing
Conference on Organizational Symbalism in Montreal are accufate indicators,
though, cultural engineering is proving to be a complex and very difficult
phenonenon to study. Accordingly, individuals who desire and espouse
quick-Fix solutions such as those seen in Blanchard and Johnson's The One
Minute Manager (1982), will soon be disappointed with this approach to
management, On the other hand, individuals who prefer to adopt a more
historical, contextual, and processual'approach as illustrated by Pettigrew's

The Awakening Giant: Continuity and Change in ICI (1985), can look forward to

a rich and rewarding opportunlty for basic and applied research.

Following in the Pettigrew tradition then, the intent of this article is
to illustrate several points about the complex nature of cultural engineering
by examining one ongoing cultural change effort. Tn dealing with some of the

history of this endeaver, which has been underway for four years, three points
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will be emphasized. First, events are more readily understood when viewed as
a historical development where periods of dramatic action are interspersed
with episodes of seemingly minor or no action (Sui, 1978; Greiner, 1972).
Second, the actions taken and their conseauences need to be understood and
evaluated in light of the context where the activities occur (Schwartz and
Davis, 1981)}. Third, the on-going cultural evolution, which may appear to be
somewhat random and at many times may be hardly noticeable, in fact, can be
made more nderstandable by monitoring some kev dimensions of organizational
life through the use of a diagnostic process model (Fairfield-Sonn and
Jorgensen, 1986).

In developing these points, first the company, and then its new Education
Center, which is the focus of the analysis, will be described. Next, a
diagnostic process model for understanding some of the changes in the roles
trainers played in the Center will be outlined, ‘Then, key periods in the

cultural evolution of the Center will be detailed and analyzed.

The Company

As noted in its 1985 annual report, the Reliable1 corporation, "is one
of the world's largest multi-line insurance and financial services
institutions, Through its four customer-oriented groups, the Reliable and its

subsidiaries and affiliates offer a wide range of products and services
L]

1,
A fictitious name has been given to protect the firm's identity,
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including property and casulty insurance, 1ife, accident and health insurance,
apnuities, pension end investment management services, private placement
loans, financial planning, mitual funds, trust services, cash management, home
and commercial mortgages, real estate development, individual retirement
accounts, Keough plans, and stock-brokerage clearing and execution.™ In 1985
the firm's total Tevenues were $14.6 hillion(U.S) and its assets amounted to

$41.6 billion{1.5).

The Fducation Center

In 1985 when the Reliable announced the creation of a new Fducation

]
Center the headline Of the Company newsletter read, "Not ‘Just Ancther Fretty
o H]

5i i d to be merely a
Space''. To the outside world this slogan may have appeared to

clever pun, Observers closer to the projegt, especially those involved in the

Ci er 2dll anct tere ed N COIPT te cul
ent S CT tion 1Ty st 3oLA tutre, however, IBCOglllzed the

phrase could be interpreted on a number of deeper levels.

To begin to apprecliate some of the surplus meaning in this phrase, it is
helpful to note that historically the Reliable had been organized around
several powerful departments with a relatively small corporate staff. Thus,
contrary to prevailing practices, this new Fducation Center would combine a
small corporate training and development group with several departmental
training groups and centralize them at one location near the corporate
headauarters. This move raised a number of aquestlons within the organization,

such as:

ini 7
How would the status of corporate tralning and development change?

How would the focus and style of programs change?
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What role would the Education Center play in training the future leaders
of the organization?

‘How would the professional identity of the various groups change?

How would the department training and development groups be integrated and
coordinated within the Center?

Would the new Fducation.Center become a microcosm of the politically
decentralized Peliable or an experiment in centralized corporate level
activities?

Thus, the creation of the new Fducation Center raised a mumber of
technological, structural, and political questions that would influence the
culture of the Center. At the same time, the potential for the Fducation
Center to play a key role in medifying the culture of the larger corporation
was becoming evident to line and staff members of the firm as well as to some

outside observers of the company.

A Diagnostic Process Model

To more readily understand how the corporate and department trainers roles
evolved in the new Fducation Center, it is useful to step back and recognize
what tasks traipers are typically responsible for and some of the ways these
tasks can be performed. Specifically, trainers are usually given
responsibilities: to teach proper attitudes and behaviors; to provide work
related and general knowledge; and to assess and develop employee
competencies. Given this charge, training groups are advantageously
positioned to act as catalysts for culture change. In practice, some of these
groups are indeed highly innovative. Yet, other training groups serve
different functions such as gunardians of the status quo, rebels, or merely as

servants fulfilling the wishes of others.



To explain some of this variance in role performance, a arsimonious model
A » P

based on two key facters is proposed here for consideration., The two

independent variables in this model are desire to promote cultural change and
It will be suggested here that the

These

organizational power within the firm.
interaction of these variables yield a four cell matrix of roles.

roles, as alluded to above are inhovators, rebels, guardians, aml servants.

See Figure 1 below:

Figure 1

Training Group's Roles

Organizational Power

High Low
Desire to High Innovators Rebels
Promote
Cultural
Change Low Guardians Servants

As the sbove matrix indicates it is the interaction of. desire to promote

cutltural change and organizational power which predicts the role the group
will play. Operationally, these variables are defined as follows, Desire to

promote cultural change refers to degree of appreciation group members have

for the power of cultural elements such as myths, symbols, rituals, and code

language to influence the way activities are organized and conducted inside

the firm {(Fairfield-Somn, 1984), It is thought that this dimension is

primarily effected by the professional and work background of the group
members. In addition, however, it is equally important to note groun members
desire to learn ahout and engage’ in cultural engineering. The second
independent variable, organizational power, refers to the groups's formal
reporting relations, informal political ties, size of operation and budget as
well as physical location (Mintzberg, 1983; Salancik and Pfeffer, 1977).

The interaction of these two variables then will yield four generic roles
as noted below.

Imnovators: The combination of high desire to change the culture and high
organizational power provides the group an opportunity to act as a source of
new ideas and directions for the organization.

Rebels: Given a high degree of desire to change the culture but low
organizational poewer, the group will in all likelihood be viewed as a source
of irritation, agitation, and challenge to prevailing wisdom.

Guardians: If the group has significant organizational power, but is
unsophisticated in the means of bringing ahout culturél change or not
intgrested in engaging in it, then thé traditional staff will pursue a course
designed to maintain old ways of doing business, Moreover, their position
will allow them to act as a sipnificant source of rTestraint over the
introduction of new ideas.

Servants: If the group is accorded only a minor place in the corporate

hier i isti
archy and is manneﬂ by unsophisticated staff members, then little action

- will be forthcoming from the group beyond the taking and execitting of orders

from those outside of the group.
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A Case Study

To illustrate the dynamic pature of cultural change thraugh the use of
historicat, contextual and processual analyses, We turn now to one case
study. Specifically, the intention here is to move towards a deeper
understanding of how bne training group is cq:rently being culturally
transformed even as it attempts to play a larger role as cultural catalyst for
the organization it serves.

The primary focus of this analysis is on the Reliable's new Fducation,
Center. As will soon become apparent, however, it is impossible to comprehend
the actions which are taken there without reference to the influence of the
larger corporation on the group itself.

The data for the case study was collected over approximately a one year
period of time through semi-structured interviews with employees of the
corporation and by_participant observation while the author served as a
consultant to the group on one training program. To organize the discussion
of how the introduction of new personnel, new goals, and new programs led to
the creation of subcultures within the increasingly power ful training group,
extensive use will be made of the diagnostic. process model. Specifically, the
model will be used to focus attention on 7 critical periods in the group's
tife. These periods, which span the years from 1983-1986, were chosen because
of their significance to the cultural evolution of the group, That 1s to say,
nsing .a cultural calendar, each period marks a time of discernable cuttural
transition for the group. In describing each of these periods, the author has

also provided period titles in an effort to capture the essence of the

activities which took place during each time frame.
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FEIIO(' 1. F,ar1y 1983 Arrival of the chanpe aqent . The origIn £ th
' 0 153

Center cap be traced back to the ﬁifing of a new Director for the corporate
training and dev?lopment group., _Fuily two year prior to the official
launching of the Center a new ﬁirector was hired from outside.of the compan
wh? appreciated.thg need for.Reliable's becoming more inﬁovative and mark ty
Qriven rather than product driven., This individual.cémerfrom a highl; )
campetitive.fiqancial services background, whiéh wag strikingly more '
agpressive thap the conServativ§ insurance atmosphere of Reliéble. What this
”mave#ick“ tock charge of was a.small corporate training and development group
comprised of approximately a dozen guardian and servant minded instrﬁctors
Perhaps more importantly, his senior managers instructed him to trv to devélop

more r i ini)
elevant and rigorous training programs. See Figure 2 below:

Figure 2

Training Group's Roles

1083

Organizational Power

High Low
Desire to High Inncvators : Rehels
Promote .
Cultural
c .
hange Low Guaradians {::3 Servants

= corporate trainers
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“puilding an jnnovative ream', -Soon after

Period 2. Mid 1983-Mid 1984.
with the support of senior management be

gan o
his arrival, the Nirector

™ vativ d dew t staff
y hire more ignovative instructors an program e elopmen
T

activel .
recruiting effort these mev instructors,

members., By the end of a yeal 1rng

e viewed as critical for the DiTrector to
ize of the group to roughly 35 members.
jbilities of the group towards

See

win a base of support for his

vho wer -

new ideas, had swelled the s
moreover, shifted the halance of sens

addition, |
sheer force of their superior numbers.

an innovative posture by the

Figure 3 below:

Figure 3

Training Group's Roles

1984

Organizational PoweT

Low
High
Rebels
Desire te High Innovators
Promote {::]: \J
e Servants
Change Low Guardians
Changs

= corporate trainers

justify a
oTpcumenting the need for change'. To justity

i id-1984.
remied S ent in the Reliable

g of corporate training and developm

radical repositionin

gr . F the
A=) } Y L= le f Lo up
evidence Was heed d to uStlf a new TO or the O Muc h of 2
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justification was provided by an in-depth needs assessment prepared by a new
staff member. Armed with the document, a movement towards a more centralized

activity was launched by the new Director.

Period 4, Farly 1985, 'Mramatic success and the group's loss of

leadership as catalysts for cultural change". To demonstrate the innovative

role corporate training could play in the corporation, a seminar series for
senior corporate executives called the "Top 100" was begun. The task of the
program was to bring cutside experts in to critioue Reliable’s plans for the
future, Undoubtedly, the most successful session was conducted by a senior
banking execitive from New York City who plainly detailed why Reliable could
not cbtain their objectives with their current structure. Subsequently, this
executive was hired to put a new structure in place. This overall corporate
reorganization, however, scon dramatically eclipsed the magnitude of any
change efforts being led by corporate training and development and attention
was shifted to corporate wide alignments, which shook the very foundations of
Reliable's traditional way of doing business. Thus, the success of the
program resulted in the corporate training unit's loss of its place as a

primary change agent within the firm.

Period 5. Farly 1985. 'New Center opens’. With much fanfare, the new,
multi-million dollar, high-tech,.Center vas opened, Along with the launching
came the arrival of approximately 100 trainers from the newly reconstituted
departments. Since the new instructors were primarily from the guardian and
servant school of thought and far outweighted the new breed in numbers, a
cultural schism developed within the Center between the corporate and the

department trainers. See Figure 4 below:




Figure 4

Training Group's Roles

1985

Organizatiunal'PQWer

High Low
Desire to High Innovators Rebels
Fromote
\W.)
Cultural W
Change Low Guardiang “Servants

Period 6. Latter 1985,

) = corporate trainers

@ = department trainers-

tNew products do not wmaterialize'’,

Notwi thstanding - the intensity and de

able -to create the new products for the company which

establish their reputation as innov

sire by the

ators. This

corperate staff, they were mot
they had hoped would
jnability te capitalize on the

iﬁ their:
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analy 5 pro i Y po!
51 T ect has b en initiated to identif the current cultural sition
1 as ead 1 the con any's internal exre 1 L](ﬂtl()lls.
of Reliable Teflected n OMpa n al and XLerna ub
This allalYSIS n turn 1Ay p. e e Da g 1a other effort at
5 1 » Tovid the b 515 to launch anoth T ef

reditecting the cultural focus of the organization. Third, in lieu of n
products, the group is revising the.performance appraisal system for theew
company in such a way that it will reward behaviors aﬁd attitudes of
desired by the Bducation Center's leaders. e
?he combination of these efforts will, hopefully, allow the group to
o?tafn a position of greater prominence as cultural catalysts. Meanwhil
within the Education Center a more sharply defined sepération is appeari:’
between the highly innovative corporate program deVelopers and the corpor:te

struc 5 ncreas 4 =4 r
g Ti
instructor who i ingly act ke t]]elI guar dian br thlen from the line

departments. See Figure 5 below:

Figure 5

Training Group's Role

1986

Organizational Power

momentun they had generated led to a further reduction

organization—adde visibility as change agents.

Period 7. Farly 1986. tpeneved effort', At mid-year 1986 three .

al an attempt by the group to recaptu
executive has been hired from a ma

re 1ts waning position as

activities sign
catalysts for change. First, a new jor

manufacturing firm, who will he above the Mational Director of the centell.
This individual's charge is to take firmer control over executive succession

planning and organizational development efforts. Second, a promising values

High Low

Desi i

ire to High Innovators Rebel
Promote () -
_ v,
Cultural mzz’ m
Chai

nge Low Guardians Servant

Servants

(2 = corporate trainers

@D = department trainers
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Discussion

was to explore Ssome of the complexities and

The intent of this article

realities of cultural engineering by adopting historical, contextual, and

processual perspectives. In this instance, attention was focused on the
growth of a highly immovative corporate training and development group which

led to the creation of a new Fducation Center within a rather conservative

jcal development of this Center, it becomes

£irm, In reviewing the histor

evident that cultural change is possible, but jt may not occur without

persistence, frustration, and a willingness to address unanticipated

consequences of ones oWwn actions as well as the Tesistance of others.

In reviewing the events which took place, geveral poignant lessons

emerge. First, even well managed change efforts can produce unanticipated

the group's wost immovative

jon, which

consequences that must be addressed. For examnple,

program, called “"Top 100", prompted a total corporate reorganizat

dramatically eclipsed in importance the Center's own efforts to promote

Second, much of the group's potential impact as change agents

change.
depended upon the creation of the Fducation Centel. Yet, iromically, the

consolidation of the relatively small group of jnnovative corporate trainers
with a much larger number of conservative departmental trainers in the same

puilding may inhibit further attempts at innovation because further change is

seen as politically less desirable by the numerically superior nunber of

(Lawler and Racharach, 1983). Third, as.2 CORSequence of

jon is already mounting within the

This

depar tment trainers
consolidating all the trainers together tens
corporate group around what Toles members of this subgroup will adopt.

issue is seen in the emergence within the corporate training group of two
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subcult - e hi Y i tive 1 e other e a gu lan

ures one hi gh]. immovative and the oth Spousing ard

< ‘

mentallty‘ (Ald i ed 15 an
erfer and Smi th! 1982)- How this tension will be resolved i

open question at this time.
- On a broader level of discourse, however, this work is also about th
importance of marking time on a cultural calendar as well as by Julian )
ca?en?ar time. In discussing the emergence, maintenance, or challenges to
::i;tlnihcorporate cultures (Fairfield-Somn, 1985) it is clearly important to
or the discussion with references to the passage of days
, weeks, mon
?nd yeafs. Yet, as work progresses on corporate culture and refere;ce i:hs,
:ncreas:ngly made to such phenomenon as organizational sagas (Clark, 1972) or
. »
l::g:yt?olo%lcal events can explain everyday organizational occurences (Wolf
, ?t will become important for researchers and practitioﬁers to develo ’
?;ie :n1form_and reliable ways to express what phenomenon they are describi:g
?r y 1956}, For example, in the case study there were periods of dramati
action and quiet building periods. It would be useful if these periods and1C
:thers could be consistently classified in the same way by indep;ndent
es:archerS: In this instance, the author attempted a first step towards this
goa. by frylng to capture the essence of the activities which occured in each
period with time frame titles. Hopefully, as work on cultural enginsering

cont es to be o
1N t nriched through the use of more historical contextual, and
3 ’

. pTOCeSS‘la]. Y even riche 1 Ty 1 est lished to
ap’ roaChES an even her vocabula will be established
descri be iff i
| different cultural perlods. If such a classification system does
- elelge to mark ti e (
ime on the cultural calendar, all future werk on corpor. t
! aLe

" aultur i
_ ¢ and cultural engineering will be better for it
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is due to acquiescence not only in certain aspects, but in a hermetic
conception as well. On the pretence of indicating the symptoms of
tomorrow, 1if necessary, the structure of the present is affirmed and
vindicated. - Ever since this mechanism has been empirically proved,
it sustafned its attraction.

This brief reminder would be entirely redundant if there was not the
impression that symbolism occasionally becomes misinterpreted on the

- fatal premises of current conceptual trends. One of these signes is

under the banner of "post-modernism", and its seems to be of widely-held
subliminal popularity, next to cynicism. But, however diffuse it may
‘seem, a social presentation of mind must be subject to an acknowledgement
-of dts histery. For cultural emissions are not independent entities.
Although they may be only fashionable, on the contrary, they reflect a
state of society. And they appeal to it in a manmer, that, in the case

of "post-modernism", could shake at the roots of existential orientation:
Because {t does not hesitate to deal with the "meta-theoretical® conten-

. tion that the process of reason has come to an end. By this it implies

the promise of an optional being, as well as a subcutaneous harror of
accidentainess,

Precisely for that reasen, it becomes of vital importance to i1Tuminate

~ the terms of the "post-modern” option: in order to make a deliberate

discourse on the conditions of soctal heing with referemce to nature
and possible technology on the one hand; and to explain the significant
impact of this assumption on social relatfons on the other. For the

- contemporary mental apparatus is prepared to take the abstract, contrary
" to the historfcally concrete, for granted; assigned technology instead

of conceived future. It is not the commnicational redlity that gets

acknowledged-as an orientation, but a repretation of it. In conseguence,

technological rationalism becomes an entity of its own.

" Under these auspices an endeavour after imaginative aims or particular

solidarity buiTt from the Bottom up must seem to be almost embarrassing.

. For actual procedures, controiled by something other than reason,. are in-

different to Both yesterday's idea and the future after next. - Therefore
not by chance, symbclism s in danger of becoming apparently confounded
with a "commerce of significances".
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Backwards and forwards across the Atlantic
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bileces in order to form a constituent body from their "ten-

tative option". Since the fail of man started with philoso-

phical'considerations, the "semiotie" interpretation argues,

the resurrection of inndcence must be set in forge prior to

that. The "science of sciences" intends to make forgotten all

the faultis of a speculative philosophy. With regard to this

target, however, the "New World" appears less "spoiled" +han

the ancient one. Starting with the "post-industrial” American
sogiety, therefore, the fashionable intellectuals could assume
a rather stable political background.1

Nevertheless, the story of European post-modernism portrays

dramas of individual confusion and mania.

Abrupt interchanges
of statements and coalitions,

ending up with a departure from
the post-modern option on the whole,

sphere of French culture.2
German

were nof: restricted on the
Cn side of the British and the

one they have not really forced their way through, since
the juxtrapositions of post-modern elaborations and political
tendencies must be striking: Although the post-modern option
refuses any historical prececcupaticn,

its practised opportunism
is obvious.

Thus arises the suspicion of a similarity to the
ceynical position; - and forces the "post-modern”
apology.

to a theoretical

For.the ¢ynic does not hesitate to tecompense his isolation with

shares of power. According to its interpretation divorced from

historical marginalities, however,
remain "esoterig".

the intellectual posture must
If it does not want o get disqualified ag
the induced interests must be disposed for commu-
nication. That is no problem at all with a critical concept:
Since it does not deny being engaged against oppression. It
sharpens, on the contrary, its applied methodelogy in order to

a discourse,

- conserve or to transform the bremises of social life. Without

a precisely entitled connotation, however, methodology becomes

goal in itself, which installs a marbleization
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"meta-theoretical® postulates: In the absence of reason a
discussion on existence cannct be worth-wile. With the same
argument the other way around the Critical Theory is blamed
for interfering with sociail requirements.4 This situation is
characteristic of a meta-theoretical double-dealing: One gets
charged with a cause that the other ocne professedly is not
interested in. This apparent contradiction, however, has a

specific backgreound: Following its own conviction, Critical

Theory cannot transplant its perceptions into the minds of
others. And it would not try to persuade a person against

its interests, But it can work up the procedure and results

of positivistic research. Since positivism assumes to mirror
reality, it focuses on the obvious destination of that as well.
Consequently, Critical Theory can contrast actual performances
with contextual demands in order to reveal existential interests.
In this way, there develops a kind of cooperation between posi-
tivism and Critical Theory indeed; although, due to ijits con-
cept of determination, positivism can produce neither scientific
surprises nor meta-theoretical claims.

By the rather simple means of positivism, however, the American
part of the rI'pos-twl'ﬁo:.’te::'r1 beginning® can be explained as well:

The American "pre-history" does not begin with a mythical origin,
but with the "Pilgrim Fathers". This basic difference to the

o .European history of empires cannot be overestimated, because it
“infiuences the entire conéept of history, reason, and, above all,
‘nature. The American "handling man" - according to the bible he
must be of male characker — is a creature of directive faith.
..His superordinate formation is controlled by a prescribed target,
which will never finally be reached throughout his existence.

'He is always driven by an eXcitement that remains an abstract;
:énd, in his situation of permanent transitoriness, the active
‘man reproduces the absurdity of Sisyhpos’existenée without being
mawéfe'qf that. From time to time = not time of expressive events,
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but of commercial continuity — he may get recompensed. The
awards, however, are other than substantial qualities: capital
and grace, which are, thanks to Calvin, interchangeable.

Having a look at the consanguine American Social Sciences, one
must state that they are characterised by such a concept of
man, almosttotally. But it is not this embarrassment which
marks the crucial point with some specific mode of narrocw-
mindedness: It is the monstrous phenomenon that this fictive
"anthropology of individualism" deals with a "product of the
Ameriecan society"; although it must he seen to have a con-
fessional import; - including racism, and all the other con-

sequences.

But the capitalist society blockades the insight of its con-—
fesgional conditioning. Not by chance: because; even without
having studied the theory of Karl Marx, by this fact everyone
could perceive the conditioning of social reality through means
of conscicusness. Consequently, a change of mind is apt to
effect the social processes as well. To give expression to this

idea,. however, may be more dangerous than an open class-struggle,

which can be supressed by capital and arms. Therefore, only the
idea of conditioning actual developments gets strangled as a
"raeyolutionary menace", specifically by means of methodological
stigmatization. - That makes sense with a unilinear positivism:
It is obviously frightened at an "ayil" from outside of its own
system only, and views the different with a highly suspicious
eye.

Provided a European "post-modernist” had seriously gone to

Ameriea in order to find there the "essentials” of scocial being,

he would return somehow split between a cynical internalization

of applied Social Darwinism with its blue-eyed optimistic touch,

and the courage tc resist resignation. For Talcott Parsons, and
other functionalists, have indirectly confirmed what the early
Wilhelm Reich had already perceived before: That the relation

-of matters,
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between the modes of production and the cultural connotations
attached to these is one between dif

ferent but i i
Variables_S interdepending

The opticn for one of these isg nothing more than an

o .
utflow of opportunism..None of them, however, constitutes an

origi ; .
thlgln or another kind of genuine outreach. The only assumption
a R
t seems to be reliable, to a certain extent, is the rule of
an enti " ! \
. ity named "power". The only constancy of that, however
is its transitoriness, ,

. Following positivism, power is the result of an individual's
or group's handling of a given structure, which has to be
approved by patterns of culture and beliefs. These, in retur
provide the methodological means by which an equilibrium is "
maintained, which reproduces the circuit of power. When it
comes to the point of rule, however,
runs into a unilateral relation:

the apparant equilibrium
Superiority is with those

. who
obﬁaln the resources, the means, and - above all - the method
That i .
. t ?s,‘the method to keep the majority away from knowledge
uperiority, though, rests upon ignorance on the other side

That i
! t ignorance, however, was by ne means destined to be a
natural" one,

The ™ - ; i g
meta-theoretical” struggle between rationality and faith

When Francis Bacon in 1623 stated that "
power"

he unconsciousiy provid e mot s Lo the

; ed one of the most grievous
misunderstandings of purpose in the history of human reason:
Bacon wanted to mediate the perception according to the ar ;m
that men could control nature by following itsg experiencedg e
example, His intention was a communicatiﬁnal act,

: "a ha
wedlock", between the two of them Co
7

: human reason and the kernel
hat most after turned out, however, was the
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fure to the means of despotic

Exploitation and violation, instead of mutual agree-
tized technologies. Knowledge decayed

opposite = a submission of na

dominion.
ment, became institutiocna
" in the contemporary terminology -

to opinion - "information
- Pregisely

in bondage to economic and military arbitrariness.

the conditions that Bacon had hoped to overcome in concrete.

m the Renaissance's experimental approach, however, the

physical tools were perforce absolved. These tools are, of.
course, "rational" in a specific senseé: Their methodological

application - consequence on paradigms - follows a "logic" of
however, is not an universal

Fro

its own. This logic in procedure,
one. The rules attached to it are th
and the structure of t

e ones of an established
hat may very according

power—system;
But under no circumstan-

to the conventions of its proponents.
the methodoclogical tools will experlence fundamental shif-
r own dissolution. So that a social

»methodological reality”

ces
tings, or even exercise thel

order, which reflects positivism as the

itself, is not prepared for the appreciation of basic doubts,

= as would be due to a perception of history.
erchange of cul-

istory cannot be understoocd as a mere int
litical animosities

For h
tural appearances,
- all superstructural igsues — On
manent distribution of the means of produc
over these and their dependents. Social orders are not given
by nature, which is not very peaceful at all, but constructured
which tends to realize particular

exist a hierachical distri-

economic preferences, Or PO
the surface’ of the same per-
tion, or the domination

by a growing consciousness,
interests. As long as there does

bution of power, which blockades
there wiil be an open Or covert struggle to push

1 of a different historical

an overall communicational

agreement,
sosiety forward onte the leve
gquality.

two mechanisms by which this

There have been explored, however,
and which do not

process'may become interrupted or oppressed,
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Zi:ier in their ultimate effects: One is to declare a specific
entlfeozoif:iie :z being responsible for the interests of the
e 5 dema;ds : other is indoctrination, according tc which
romsonny aanas foif? human society are already - apart from
ey ‘u illed. - In these cases, indeed, there

_ or history.

zzaitczzz:l:e::ip?Ct' a?d without sarcasm, Karl R. Popper
o o e hadn:sm: like these in a sophisticated manner: On
or of a tremblin
order. From that he was. afraid of political doctlieZOClal
whi
_:::j°:§t0:°a§:z:ir the masses, after philosophy onlyloffGEZd
o neea coope kiyzseé On the ?ther hand he was persuaded of
_3cientists. ] Sid: z. confession on the people's, even the
. Is conclusion - which could be defined a

‘meta-theory -
v was to offer an option between faith in either

‘goals
3 of the West"and won with the Cold War. Even the lat
"revolutionist act" of , .
_ Thomas S, Kuhn h
i " . + Wwho returned to the

. cal Pergeptlon of paradigmatic relativism, could n
eally disturb the bussiness of positivism ’ >

-T?efzzi:tlca; atmosphere, however, by which Poppers's equation

e Eur::: wzszlgnailty was justified, has basically changed:

6gﬁ35; aﬁd et izh to p%eferrlng reflection to a warfare of

ﬁrmounte& e ai ough in a rather repressive manner -

it Paradis icism, the United States is condemned to enjoy
’ e almest all by itself. But that is, by far, not

gn ition to become sarcastic about. Thus it causes -’and fzr
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yulel
e fOI which ost dernism was an i 1c H
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distribute, The people elected, by an afterthought, Christ, plug
into the historical Jesus from Nazareth, priogivise subjektlflty,
though it ignores processes of the objective.  Such a mentality,
blocked by phrases of praise, is bound to suspend any idea of
enlightenment. Since mind is restricted to being a recipient

of information, destined from somewhore else, it has lost the
abjility to grasp any concepts of responsibility: Issues of power .

and paroles of faith become identical.

But these auspices have been neglected in Furope for a long
time, Reason on the one hand, and Christianity on the other,
occasionally incorporated, were taken for granted habits.
Historically, however, enlightenment as a continuous process

of resistance against institutionalized power-structures, the.
first being Christian domination. Only with enlarging industrlél
zation - and partly its governmental conseguences as well - this
act of controversy at times became focused on the relations of
production and technology.

In the meantime the religious communities took resourceful ad-
vantage of the division of labour: They tried to take in the
spare time, the inclination, and the desires that were not
engaged with the production process. Such a stable agreement. ;
cbuld remain, however, just as long as there were no tenden01es”
of mutual influence to be stated. In reality that meant a per-
sistant struggle between rationality and faith underneath,
which incliﬁéd to the side of material prosperity. Gradually,
rationality in a sense of "technological progress" became a
value as such. But this faith in progress is completely indeT
pendent from, if not inimical to, the Christian creed. En this
respect the reminiscence of the churches' fight against reason
and their prevailing coalitions with power were not completely
extinguished in Europe. ~ Because of this recollection pro-
gressism and faith are not interchangeable there; history has

performed the Iimportant role of a Jjudge.

“this seems to be conclusive:

“threatening terms of existence then,
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However, all the attractiveness of faith in progress is about
to expire. on the side of Western Europe: For a long time a
pretentious progress has started to damage the human interests
of survival for which it was initiated. And as the human being
is an integral of both conscious mind and sccial nature, it can-
not do harm to one part of that without consequences to the
whole. Since the damages caused by technology became obvious,
however, the entire procedure of production and consumption has
to be reconsidered: within the substantially reflected raditions
of European culture, which are not attached to holism.

Although the expropriation of technological faith became an ob-
vious process, as it were "official®, there is no reason given
for apocalyptic rumour, however. Lotg of people, of course, will
not accept that development for themselves anyhow: They give
preference to the "individualistic view" -"it will nest with the
others, but not with me" - of fate, hazard, cynicism, or spiri-
tualism; or they may return to the embrace of churches as well.

But, except for particular individuals, the phenomenon of

an exhausting progress is not a catastrophe at all: Because the
idea of technological rationality, ever &ince the enlightenment,
was to watch and to restrain natural resources, not to exploit

or to destroy them. Tn as far as the objective situation must
be recovered with full realization of responsible .consciousness
the means for that have been prepared with a lasting development
of reason. -~ From this point of view, the "Pilgrim Fathers"

have retired from the 014 World before the modern was really

-eonceived,

In reverse, one may argue, the Europeans are late for the chance

| ¥o participate in the power that became the essential after
‘medernity. Considexring the clutches of the Europea "post~

modernists", their devotion to neo-conservative "Western goals",
They have to see through really

in order not to slip back

‘into the temptation of cynicism. For the Eurcpean grammar spelis
o bOwer in more than one version.




38

The contemporary cynic has gone through the experience of

empirical power; and he became, in the absence of any other ends,

acguainted with it. Limited by the evidence cof fcormal rationality
he bétrays the system by obeying its presciptions for his own
sake. What this implies, is that the power he submits to, is
structurized, transitory, and without any specific legitimacy.
The awards offered by it make demands for an equivalent of
pragmatism without theoretical pretension. As he is claiming
some "persistent values", however, the "post-modern" must avoid,
by any means, becoming confounded with such a straight cynical
expression.,” Especially in 2America that would draw con him the
disdain of Christian shapeliness moreover: which remains the
most particular social persunasion whatscever; and which can be,
under no circumstances, in favour of egecentrism. Finally, the
discretion of post-modernism comes to an end with exactly those
standards of "normality" which seem to be over-ruled by the
extension of raticnality.
Christian beliefs are elementary to socialization on both sides
of the Atlantic. And, provided there is no block through hierachi-
cal access, they educate to perscnal responsibility in action.
It causes, however, a tremendous difference in respect to
responsibility, whether the belief is understood as a popular
instruction in a metaphysical sense, or whether :it warrants
self-determination to each social existence. Because'propositions
of "good conduct" would interfere with a theoretical discourse
from the first. To make this possible, inversely, theoretical
efforts throughout history were permanently challenged to mind
the traps of piety, rationalization, and inguisition., Recallable
cruelties that were commited under the consolidated emblem of
"Christ" and "purity"™ have made the senses become more acute,
order to suspect propositions of "the good", "the essential",
"the eternal". Hence there has developed a critical concept
historical being: From a distant Testament to an existentialis
resistence10; from indiwvidual resistence to terms of a theolog

in
or
of
of
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R
of socialism’'; from a me;hodology of exploitation to the reason
. Along the path of humanity these

that is to abolish

of soecial responsibility‘l
approaches have in common a concept of theory,
self-styled power. )

A suspicious apology of power

" The critical demand on a theory rests upon its ability and pur-
pose to confront the actual, with the possible firmly kept in
_mind. This means, in concrete, to compare very éxistence with

. its latent facilities and not too settled matters. Critical
:3Theory itself incorporates practice by doubting any certainties

” 1ike essentials, being permanently reminiscen£ of the hitherto
- contradictory developments, and remembering the basic necessity

:?or responsible changes,

jpf fourse, this cannot be achived by means of cultural or soeial

engineering; because these are business~like, preformulated, and
?ring forward issugs.of reproduction only. Vital demands, pas-
gions, and sensitivity, however, become open rather by the an-
tagonistig, the indirect, the ashamed, the disappointed. Rationali-

zations and apathy, as well as occasional fashion, merely mediate

ijltlal interests in part; The code of signals must be broken
r

n:order to let submission and suppression become aware.

Vith reference to power, both cynicism and post-modernism, though

..gY'are anxious to keep distance from each other, unwillingly
re ‘about to come close with their definitive uncertainty, The
vni¢ interprets the given resources as a nmatter-of-course;
although with an expression of disdain, he

hets-to get sufficient of them.

”the meantime,
Therefore, he puts aside
mental reservations, The post-modernist, instead, after he

5'go§ rid of a reasonable orientation, does not hesitate to
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invent various means to cover his position. Because, according
to his presumption, the alteration of means is a proof of his
theory of convenience: The effect, if obscurity finally be-
comes an end as such. Both of them, the cynic as much as the
post-medern - observed with a critical conception - leave out-
side their efforts "something ruling". In regard to this
"something", the cynic is in a passive, the post-modern in

an optimistic, mood; whereas, analytlcally seen, both moods
can turn out contrary. — Whatsoever they koth intend to be
presumambly close to that "ruling”, they are anxious to loose

contact as a precaution.

In so far as no obvious changes seem to have occurred since
C. Wright Mills stated: "But to know that the top posts of
modern social structures now permit more vommanding decisions
is not to know that the elite who cccupy this posts are the
historymakers. We might grant that the enlarged and integra-
ted economic, military, and political structures are shaped
to permit command decisions, yet still feel that, as it were,
"they run themselves', that those who are on teop, in short,
are determined in their decisions by 'necessity', which
presumably means by the instituted roles that they play and
the institutions in the total structure of society."13 So to
speak it is not evidently wrong to strive for power, in order
to use or tec abolish it for reasonable historical purposes.
‘But the one who pleads for empirical power has to open the
pragmatic implications, theoretical references - and, provided
these are assumed, meta-theoretical confirmaticns - to a
deliberate discussion. Otherwise, one must suspect a lack of
legitimacy together with a stubborn neglect of responsibility

for the future.

To avoid such a suspicion the eynic refers to a philosophical
tradition, by which he infers a significant hint at the same
time: The “classical" cynic, Diogenes from Sinope, above all,
from whom the name is borrowed, resolutely raised the matter of!

41

the relation between power and nature. And he set forth that
the struggle for power is nothing other than a contingent
position in a fight for one of the two sides of the same coin.
Considerations of a substantial existence come off a loser by
this, especially since the temporarj "winner" cannot really
enjoy the gain, but has to dedicate it to the rituals of an
idolated civilization, which has overwhelmed the unredeemed

Senses.

The contemporary cynic therefore abjures divine cults. But he
does not disavow being dependent on the crumbs of a functional
power-structure, Albng with his resignation, he anticipates,
ironically speaking, the "meta-theoretical failure" of the
"post-modernist”: For the last-mentiocned insists on his "origi-
nality", puts forward his "Dionysian will", and, moreover
sacrifices a mythical power. By the splitting of rationality,
nature, and sensitivity, historical reason loses a joint drive
and an aim. By declaring the absence of reason, however, the
post-modern option receives its justification only. Therefore,

it must turn out paradoxically conservative: In order to per-

- serve the conditions, which it has contributed to, from reason.

Far reaching perspectives get replaced by an "optimistic moral”
of the present, which conversely cannct be made answerable.
Whatsoever occurs in the connection of technology with nature,
a monstrous epidemic of self-deception is being spread: That
incidents become just "explained” as outfall-symptoms of human
fallibility. Technological methodology, ruled by a superior
power, is perfect; human existence, instead, with its sensibi-
lity, feelings, and longings obviously became redundant. - Con-
tempt of the human is the prize with which "individuality" be-
comes distinguished,

Of course it seems "natural" under these conditions of victimi-
zation, then, if men are striving for something "permanent”:
$ince they do not get enlightened on the mechanisms of depra-
vation. The more remocte a gdal is drawn up, the more delivered
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up to arbitrary figuration it becomes. Ever since, therefore,
it has been the means of oppression to pretend obscure "origins"
and "ultimates": in order to conceal the means. By these means
the mechanism of staring at the unforeseen, instead of intending
the next step towards emancipation, has been internalized as
almost "natural”. But those "theories" dealing with a "mythic
origin" wipe across the conflicting issues of nature and social
ine¢lination purposely, Because otherwise, to proceed with caun-
tion, they were in danger to loose their own gsecurity. Worse
yet, one could attest that their "incorporate status of
superiority”, their "meta-theoretical” one, is an usurpation
itself; and at the same time a commercial for the residing
system.

With regard to this, there must be quoted the necessity of any
transitory mode to shape irnformations as though they were "the
truth", Referring to the subseguent phenomena, the "post-modern”
informational society is also named "the therapeutic" one:

Men get moulded intc easily taking on trust any information.
Erased . from men's memory are the permanent contradictions,

the doubt of certainties, and the recalil of future aims. - So long
as the "power" of the "post-modernists'" option remains un=
gquestioned.

Precisely at that point, however, the post—moderﬁ delimitation
comes to collapse: Although the subjects alltogether may get
subordinated to an obscure power, and become "individuals” in

a sense of receipiant's attitude, the world of concrete things -
processes of nature - will not come to a deadlock. Only a

falth, which had regarded nature exclusively as a resource of
exploitation, could fall into the density of a standstill. And,
in faect, it must have been economic attraction that tempted
European minds with the "post-modern” - infection: Since enligh-
tentemt, modernity, was initiated through the dialogue with
nature, it cannot be exhausted with the introduction of raticnal
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methods, which fail the dialectic of the objectives themselves:
Lls " ) . a )
- The "nature" of technigue is different from the active one;it
P . s ’
is not gqualified for communicational sensitivity. Technological

means equal the means of power: They expire at the top of a
hierarchy.

From there, the post-modernists try to escape an exposition
. by flying into bragmatic controversies or an &lite's sensa-

- tionalism. After they found out that they could not face the
cynic's straightness, they needed someone from the republié
of letters to build a bridge for their scientific mind. And
actually, without sarcasm, positivism and a theory of critical

percepticn tegether could bring about that: For rJjointly, they
are not obliged to
course,

mythic origins or doubtful designation. Of
as a rule, the pogitivistic methodology serves a

to which it is attached.. In the meantime,
fortified at all against the antagonisms

embodied in it, Hence, it mediates access to critigue as well
r

particular system,
however, it is not

since, indirectly, positivism lays open the means of an un-
justifiable power. ‘

: This insight refers to Mills' observation on the suspicious fact
of a hermetic establishment: Almost everybody assumes a some-
thing cglled "power", and lots of people claim to participate

.;n it, but hardly anyone risks signifing the necessity of it.

Of course, one assumes, it must have been constructed somehow,

as there must be resources provided for an access to it. Never-

:theless as in bondage, the_overwhelming majerity takes power

as if it were granted eternal: not unlike religious observance.

- 8trange to say, however,. even Social Scientists do not dare

.to use Marx' terminology of conceptual analysis any more,
although the capitalist system itself will not pretend basic

.changes s;nce then.For the post-modern that may serve a pretext

. to compensate his aporia by an apology after all.
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In the meantime, positivism has precisely described how the
absolution of power from consciousness could get managed with
success. Daniel Bell, amongst others, reveals it as a kind of
political hypnotism resting upon simple, but effective, mecha—
nisms of stigmatization: As a first step, the mentality of
"the others"” was denounced as an "ideological” one. That con-
firmed a tradition of abusing the term "ideology"; and kept
one's own way of thinking as "pure". This "purity", with the
next step, became equated with "objectivity"; the "objectivity"
of technological methodology, of course. So ,finally, the
"necessities of facts" - “"the obiective power™ - was created;
their implication is supposed.to suppress any expression of

critical consciousness.

On their way tc the "post—industrial®™ society, however, the
positivists have found out that the "necessities of facts"

by no means are absolute: For they are consequences of pro-
ducing-precedures. But these are products of political decisions
again, which have to be responsible, for reasonable legiti-
macy.14

By that course of positivistic argumentation the significance
of conscious social.conditioning reappears. Bell, who is careful
not to present the "post-industrial" society as an ultimate one,
delegates it to an educated political culture. Whatever that
may be:; it cannot be constituted hy a "meta-theoretical" end
only, although the ones concernd with that shoulﬂ not be over-~
looked for their aporia. In respect of cultural autoncmy,
however, the conscicus resistance against a complex power of
the abstract has to be reinforced.
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Significant symbols to regain

Capitalistic societies on a highly industrialized Tevel suffer from a
Tack of educational coherence. For an economic system of supply isolates
the individual as consumer and makes it incapable of Jointly 1iable
communication. Under these conditions "demons", as the case might be
displayed "a grace® or “an evil®, colton up to statisfy a Teng~fett
want. The projecting demon of the present, nevertheless, figures an
abstract force, that is to say, & styTed power, which gets conceived a
mythical entity, instead of being detected as a constructed susceptible
performance,

Concerning symbolism, with these auspices, it must not only produce a
reflex, a "tautogorical mirror", of whatsoever is extant anvhow. It
cannot ignore neither the actual incidences, the Timits of techno]ogicai
rationality, or the subtle recessities, as they are expressed by an
arbitrary cyninism and a fatal post-medernism, of course. But an.cath on
superstitional grounds does not remedyjust consoles hypocfiticaT1y

- existential intimidations on one side. And an attentive hoTism calms
virtual antagonisms as if they were prospects of an arising felicity

on the other, Symholism, in contrast, ought te comprise both the past
and the future as a present project for active communication._l5 That is,
in fact, eyen obliged to Become combative where it meets with paranoic
deception. B

A commercial transmitted by several US-American teleyision-stations presen-
ted a childlike drawing of the land, a family, a house, some trees, the
Star-Spangled-Banner, - and the sun. Against a threatenfng missile, the
objects, all together, including the sun, are covered by a "protective
shield", And a hTissful child is grining at the blessing of ther”Strategic
Defense Initiative", - This drawing reveals an encyclopaedia of the

closed mentality of its producers, Not to menticn its assumed consumers
mentality, Above all, héwever, it tells tales of an expressive perversion
of symbols,
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For ever the sun has heen the reality of warmth as the symbel for
EnTightenment. Whe ever intends to usurp it, however, can never have
comprehended that. And for the same reason the so-called “initiative"
turns out 7ts contrary: Following a prejudice, according to which history
appears a mere prolongation of exefpted and vindicated power. Reasonable,
however, it becomes initiated by a mediating co-operation between the
interdependent items of social subjects and enviromental conditions;

- within which men need the sun as nature. Referring to a historical reali-
zation, therefore, spontaneous symbolism unceasingly signifies the very
beginning of existential particuTarity.

Adnotes:

t A "science of sciences” was initiated by the tinguist Ferdinand de

Saussure and his Swiss school for a "binary theory of language"
{Cours de Tinguistigue génerale, 1916). But almost at the same
time Charles Sanders Peirce had constructed the “triad semiotic".
- At an international congress in Paris in 1969 both approaches
came to a compromise for the first time: which, however, rested
on the surface only.

2 Almost all of the popular post-modernists have contribyted to the
French Titerary journal “Tel Quel", founded in.13960. It reflects
the explanations of the entire orientatian. i

3 Obviously they disregard the fact that Friedrich Nietzsche treated
precisely such an option of fashion with irony (Die frihliche
Wissenschaft, 1882),

4 E.g. Raymond Reuss, The Idea of a Critical Theory, Cambridge/
Mass, 1981.

5 Charakteranalyse, Wien 1933. - Later, after the experience of
immigration, Reich as well returned to a kind 6f essentialism
(The Orgon Energy Accumutator, Rangeley/Maine 1951).
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Kart R, Popper, The Poverty of Historicism, London 1957.

The name of Christ is an apetheosisy it stems from the Greek
word "§ prgfo;", that means "the unctuous".
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because it is not aussured by the admirable power of the Empire
any more.
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EXPERTTSE AS A BANDICAP: the professional, soclal, and organizational

skills of EDP specialists versus management USERs.
Jacgues ¥. BRISSY

l. Qomplementary skills at work: the case of EDPs and USERs.

The proper design and implementation of a new EDP system
involving the cooperation of EbP speciélists and management USERs
require more than skilful people on hoth sides. Thelr respective
skills must be complementary to each other, Generalliy speakiﬁg,
ong wight say that skill can never be seen in {solation of the
overall division of labor in the organization. However, the work
of a solderexr can be performed in isolation. It may be consequen-
tial for others, but it does not require the joint intervention

of others in order to be done,

In contrast, the creation and iwplementation of management-
oriented EDP systems require collaboration, ccoperation, communi-
cation, ccordination of skills of different natures, which must be
COMPLEMENTARY teo each other to insure effectiveness, It is not
enough to know ones’'job. In a sense, you must know the job of

others too, enough of it at least to allow profitable exchanges.

EDP speclalists are experts in their fieldg; they are profes-
sionalscharvacterized, among other things, by ; distinct technical
expertise in dealing with computers, Such a "professional exper-
tise" is rarely a problem, but it may not be sufficient, as we

will see below, In addition to a) "professional skills” (as

adequate expertise to carry out assignements from the technical
point of view), cone should take into account: b} “social skills"
{as the capacity to communicate actively with people who lack
similar professional skills, in crder to describe, explain,
translate the technical matters in a language or form accessible

to others and ¢) "organizational skills'" (as the capacity to

situate one's work inm relation tobroad oraganizational cbjectives

and specific end-users needs).
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The assesment of “professional®, "social”, and "erganizational"
skills can be made very simply by identifying the PROBLEMS arizing
from the specific division of labor between EDPs and USERs, revea-
ling the incapacity or difficulty of one or both groups to coope-

rate effectively,

Very briefly, the research findings {1} indicate, after a

preliminary analysis (2):

1) that USERs should be blamed for the majorlty of the problems
arising from the division of labor between EDPs and USERs, This
is testified by EDP specialists as well as by management USERs
themselves;

Z) that it is so because USERs are not familiar encugh with EDP
technicalities;

3) that it is so mainly because EDPs a) lack "social skills™ and
“urganizétional skills" and act more like profeséicnals in

their ivory tower.

4) that is mainly so when organizations overstress the technical

aspect of skill in their recrutement policy, and favor'pxofes—

sional autonomy for EDP services, encouraging the "ivory tower'eaffect.

which results in a one-sided communication Process.

(1} Research findings based on field observations, informal interviews
and self-administered questionnaires for EDP specialists and USERs
as well, in various U,§. organizations., For this paper, only two
firms will be used, They will be referred to below as the "Petro-
leum Co." (324 EDP and 57 USER questionnaires) amd the "Telephone
Co,™ (286 EDP and 113 USER questionmaires).

(2) In appendix, ome will find a brief deseription of the actual
and ideal division of labor between EDPs and USERs at major steps
of a pmject, indicating that there is a considerable agreement
between EDPs and USERs in their testimonies concerning the
quantitative aspeet of the division of labor. This papet Is
devoted to an analysis of the qualitative aspect: not the amount,

but the nature of the involvement of each group,




Table 1, List of problems that. could arise between EDPs and USERs.

Now we'd like to learn about some possible problems that could arise
between EDP specialists and users of EDP services. Please check the
appropriate box im the righthand columm to indicate how often the
Iisted problems arise in your company.

THIS IS A PROBLEM:

[+]

i)
=2 . B o8
g 3 3 3 8
- w0 9 o
d 8 @ w =
1y (2) (3) (&) (3

Users are not familiar enough with

EDP technology » . o« + - « « « - =01010301L1
Users do not have clear objectives . .. . [ 1 [ 11111701
Users do not define their needs adequately. [ 3 [ 1 {1 [ ] []
Users do not have the facts they need . . [ 1 [ F (101301

Ugers do not cosmmunicate their priqrities
among projects . . . .+ .c. o « o »E130Y0TL] [1

Users do not understand EDP términology
("§argon™ . . - - « + o+ . o« « »130YD30ILI

Users lack systematic EDP training . . . [J 11101 [.] [1

FPP department lacks adequate expertise .
to carry out assignmemts. . . . . .« + [ 1[110] F111

EDP personnel don't understand broad,

longterm corporate objectives . . . . - [ 1 [ 1 1101101
FDP persommel don't understand specific

user objectives . . . . « « - o 20101010111
EDP persomnel don't clearly explain

technological capabilities . . . . . -T10107E1TL1
EDP personnel don't adequately describe

design eptions . . . . . - « « « [ T0T01111L]

EDP personnel are not accessible when
information is needed by users. . - - [ 1 [ 1030111

EDP persommel are more interested in "state
of the art" technology than in providing
what users want.. ; . . + = « - o 01030 IL1IL1
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(2:18)
(2:19)
(2:20)
(2:21)

(2:22)
(2:23)
{2:26)
(2:27
(2:28)
(2:29)
(2:30}
(2:31)

(2:32)

(2:33)
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2. Complementary skills at work: the frequency of problems

These data consist of information gathered Eroﬁ the participants
themselves concerning problems that could arise between.EDP

speciali :
pecialists and USERs of EDP services, working on a common pProject

To be found in Table 1, is a list of 14 problems, of which 7 are

Problems to be blamed on USERs, and 7 to be blamed on EDPs

Table_Z. Frequency of problems in both firms, according to EDPs
and USERs,

Frequency of problems
according to USER makes

EDP makes
the testimony problems problems
yes? no yes® nob
Petrleum Co, o§ ggER 58.0 42.0 33.9 66,1
o )4 51.4 48.6 18.1 81.9
Telephone Co. of USER 49,6 50.4 25,9 74,1
) of EDP 55.1 44,9 23.1 76.9
a: "alyays or often”
b : "sometimes, seldom, or never",

1) a11 -
agree that most problems are USER generated (53 5%

1) of the

» rather than EDP generated (25.2% of the time), This is
50 in both firms, and accerted by EDPs and USERs as well

2)
On the average, considering 100 problems, two-rhird (48 9%)

of these problems are to be blamed on USERs

and onl -
third (31.3%) on EDPs. ’ a

3)
The percentages above vary slightly according to kinds of

par#icipants. The evaluation by EDP goes up to 72,27 of USER

generated problems, as compared to 64.4% of USER generated
% ate

rob
problems according to ySERs themselves.Relatively speaking
e f
each type of participant tends to be more lenient with hi 1£
: ms
and more severe with the other e’
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4, The same percentage again varies very slightly from one firm

to another;

USER EDP
Evaluation by . generated generated
. ’ problems- problems Total
USERs of the Petroleum Co, 63,1% : 36.9% 100%
USERs of the Telephone Co, 65.7% 34,47 100%
EDPs of the Petrolewm Co, 74.0% 26,0% 100%
EDPs of the Telephone Co. 70.5% 29,5% 1007

5. Referring to Taﬁle 2, one sees that at the Telephone Co,,
there is a large agreement between USERs and EDPs concerning
the total frequency of problems (75.5.vs, 78.2). In contrast
at the Petroleum Co. USERs perceive much more problems
(91.9) than EDPs (69.5)}, mainly because the latter do not
consider themselvés to be a source of problems (only 18,1

of problems to be blamed on them).

3, Complementary skills at work: the nature of the problems.

3.1 USERs genarated problems: the views of USERs,

Three items are more frequently cited by USER: as being a real

source of problems on their side {see Table 3 below),
Table 3. Mos¢fimportant problems because of USERs.

This is always or often a problem

at Petroleum Co. at Telephone Ca.

- USERs are not familiar encugh

70.2% 63.3%
with EDP technology
- t tic
USERs lack systema 62,57 6207
EDP training
- USERs do not understand - s6.0
EDP terminology ("jargon") T

Average of above 63.7% 60, 6%

a3

1} Each of these 3 items reveals ignorance or insufficient competence

with EDP specizlism on the side of the USERs. At least, this
is what they say of themselves: their owm confession,

2) At the Petroleum Co,, these3 items are responsible for roughly

3/4ch (71,67) of all USERs problems. At the Telephone go.,
this is less than 2/3rd {(62.5%),

1) Again in Table 4 below, the same 3 items are at the top of the
list. Consequently, the image of EDPs corroborates the image
of USERs. Both §TOups agree in their diagnosis that lack of
competence in computer matters is responsible for most problems
to be found on the USER side,

2

—

One will observe that in the Petroleum Co,, from the point of
view of EDPs these are not such g preblem as they are in the
Telephone Co,, because it will be reminded, they see fewer

problems generaily speaking.

Table 4, Most important problems because of USERs,

This is always or often a problem

at Petroleum Co. at Telephone Co,

- USERs are not familiar enough

with EDP technology 36.5% 62.3%
- USERs lack systematic 53,37 62.0%
EDP training
- USE d i d d
Rs do not understan 56. 4% 60. 9%
EDP terminology ("jargon")
Average of above 55.4% 61.7%




Table 5, Most important problems because of EDPs.

This is always or often a problem

at Petroleum Co, at Telephone Co.

LACK OF SCCIAL SKILLS:

-~ EDPs do mot clearly explain

42,17 30.8%

technoleogical capabilities

- EDPFs do not adequately

42.1% 37.4%
describe design options

LACK OF ORGANIZATIONAL SKILLS:

- EDPs do not understand broad,

54.47 25.2%
long term coporate cbjectives

EDPs do not understand

43.9% 23,47

specific user objectives

EDPs are more interested in

"state of the art" technology

47.4% 29.,0%

than in providing what users

want

3.4 EDPs generated problems: the views of EDPs.

Table 6, Most important problems because of EDPs,

This is always or often a problem

at Petroleum Ca, at Telephone Co,

LACK OF SOCIAL SKILLS:

- EDPs do not clearly explain

22,.5% 29.2%

technological capabilities .

- EbPs do notr adequately

21.0% 34.8%
describe design options

LACK OF ORGANIZATTONAL SKILLS:

- EDPs do not understand broad, 29. 5% 3029

long term corperate objectives

- EOPs do not understand 22,29 29.2%

specific user objectives
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N.B,: The last item "state of the art" does not appear in Table 6.,
as In the EDPs view, in contrast to the USERs view, this is
rarely.the problem (7,6% at the Petroleum Co, and 14.2% at-
the Telephome Co.),

For now, 1t is sufficient to stress:

1} that lack of social and organizational skills are always or often
clted as the main source of problems on the EDP side. Lack of
professional skills (technical competence) is rarely or never
a problem, These views are shared, at different degrees by USERs
and EDPs as well;

2} At the Petroleum Co., each group complains more about lack of
organizational skills than about lack of social skills, At the

Telephone Co., it is the reverse;

4, Summary and conclusions,

In summary, and generally spesking (not comsidering firm differen-

cies now), one observes:

" 1) that most problems (about two-third)} arising in the communication

process between EDPs and USERs are problenms to be blamed on USERs;

2) that most of USERs generated problems arise from their relative
ignorance of computer matters. The USER image and the EDP image
agree on that point., However, such problems are mainly important
in the USER image and not quife s0 important in the EDP image;

3} that most of EDP generated problems are related to lack of social
and organizational skills, never to lack of professional skills,
This is se in the USER image, and in the EDP image as well,
However, this is overstressedinthe USER image while EDPs tend to

partly denied that fact.

The general considerations above should be qualified. Indeed,
some interesting differencies are to be found between the two
compamies, In a nutshell, the severity of problems on both sides

{USERs and EDPs) is greater at the Petroleum Co,, It is in this
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firm that a possible communication gap becomes really apparent.,
All the tendencies identified so far are intensified at the
Petroleum Co. and less active at the Telephome Co.,

1) At the Pelephone Co,, the diagnoses of USERs and EDPs tend to
agree with each other on the total frequency of problems, and
on the respective responsibilities of each group for such
problems. In contrast, at the Petroleum Co., the two images
differ, This is where USERs perceive a) a greater amount of
problems; b) a greater amount of USER generated problems (more
than at the Telephone Co., and more than in the EDP image at
the Petroleum Co.), ¢) a greater amount of EDP generated problems

(more than at the Telephone Co., and more than in the EDP image

which tends to overlook EDP generated problems), At the Petroleum Ce.,

USERs see problems everywhere, while EDPs think that all is geing

fine,

2

~—

skills, respousible for three-fourth of their problems (this is
only two-third at the Telephone Co,)}, EDPs om the other side, do
rot look at it as such a big problem,

3) It is at the Petroleum Go, that EDPs really lack social and
organizational skills, in the view of USERs. This is also where
EDPs will not acknowledge the fact: the frequency of problems
related to lack of social and organizational skills is only one-
half in the EDP view of what it is in the USER view;

4

—

and organizgtional skills than their colleagues at the Telaphone Co

These images for EDPs are completely reversed.

In symmary, the USER at the Petroleum Co. sees everything: as

problematic because he feels guilty of ignorance in computer matters;

EDPs are only good at that,lacking social and organizatiocnal skills
to carry on their job effectively, In contfast, the EDP at the
Petroleum Co., proud of his profassional skills, leoking at the
situation from his ivory tower, tends to deny problems of all

kinds,

At the Petroleum Co., USERs insist mainly on their lack of computer

USERs at the Petroleum Co. complain more about EDP's lack of social
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In this paper, we pointed out a number of difficulties
encountered in the communication process between USERs and EDPs
while working on a common project. We have seen that such
difficulties are not necessarily inevitable, Indeed, the
Telephone Co, enjoys a much better position in comparison with
what was cbserved at the Petroleum Co.. Is there a good reason
for that? TIs it possible to provide at least a tentative

explanation for the oberved firm differencies?

The resﬁon&eis affirmative, and uﬁexpectedf skill is a
handicap., More precisely: high professional skill is more a
auisance than a help if not accompanied with sufficient social
and organizational skiils, There seems even to be an inverse
relationship: the higher the professional skills, the lower
(comparatively) the sacial;organizationﬁl skills, This is mainly
so when EDPs are highlv-trained professionals, technicaliy,

working in an erganizational setting favoring both centralization

and autonomy for the EDP Department. This is the situation we

encountered at the Petrcleum Co.,

At the Petroleum Co., as compared to the Telephone Co., EDPs
have a higher education, are younger, better paid, participata
regularly in professional meatings, subscribe to professional
journals, and are more active in terms of publications.

?) Centralizstion and automomy,
At the Petroleum Co,, as comparedto the Telephéne Co., EDPFs are
allowed to work in their ivery tower. They teport ultmately to
their own superiors in the EDP Department, not really to the
client USER., This encourages them to evaluvate their own
performance according to their own professional standards;
service to the USER or to the organizarion as a whole is
accessory, The USER is dependant, he must rely more or less

blindly on their willingness to"officiate "




At the Telephone Co., EDPs report primarely to their clieat,

Hired for the job, the computer professicnal looks ar himself
as a subordinate', whose performance will be evaluated by the
USER. This is not at all a "doctor-patient” relationship, as
it is at the Petroleum Co,. They are more attentive to USER
needs, and organizational implications, They are _luyal and

competent servants trying to please their masters,

In conclusion, a policy recommandation suggested by our

findings implies:

a) that professional skills should not be defined restrictively

in terms of technj.cal competence;

b) social and orgam‘.zationai skills are equally important and
ars;- more cperative in the case of decentralization and
subordination than in the case of centralization and

autonomy,

Appéendix: quantitative sspect of the diyis;on of:
Figure 1, Actual involvement of EDPs ‘and USERa
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Figure 3, Actual vs, ideal involvement of EDPs and USERS, aa‘
. . 1
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ABSTRACT

This paper summarises some research which sought

to

construct an analogue of the research process using a
crossword puzzle, in order to demonstrate the effect of the
researcher on his/her subject matter, One of the outcomes

of this investigation was evidence of the construction

of

boundaries and zules by the respondents. We argue that

these are processes for reducing environmental variety as

a.

means of promoting pPsychological comfort, We identify
certain types of boundary or rule formation, namely,
methodological reductionism, whereby the respondent
deliberately circumscribes what may count as legitimate
information; creation of rules of conduct;: experiential

constraints; - and dissopance resulting from disconfirmation’

of boundaries, Finally, we suggest the symbolic nature
these boundaries, .

of
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WHY CROSSWORDS 7

In social science we are constantly expesed to the debate
about objective versus subjective understanding. In
particular, there seems to be a healthy body of opinion
which understands social facts as unambiguous entities which
can be observed and interpreted unequivocally by any
competent observer. Social scientific knowledge can be seen
correctly as empirically unambiguous, social facts exist and
can be discovered, tested and replicated in a manner
comparable to that of the natural sciences. In opposition
to this Cartesian separation of observer from ohserved, our
belief is that social facts and inferences are
observer-dependent, ie., what and who the observer is has a
profound influence upon what is observed, and upon
understanding of it. In consideration of the debate, it
cccurred to us that a study of the research process itself
might illuminate some of the issués.

The influence of subjectivity is difficult to test in a real
life research situation, due to the dynamic and nebulous
content of this reality. However, we felt that if a
situétion could be achieved where all the situational
variables could be held constant, then differences due to
‘the individual researcher could ke demonstrated. it

* This work was originally undertaken for the Doctoral
Programme at Manchester Business School. Since then it
has been extended and further developed at Aston
Management Centre. Apart from the theoretical aspects
offered in this paper, crosswords appear to have a high
potential for usage as teaching aids for research .
meéhods; and have already been used as aids in teaching
decision making processes.
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Characteristics of the Crosgword

rossword clearly satisfies the condition

_{all respondents weie asked to do
a medium, the crossword also
d in the =zresearch

prima facie, the ¢
of identical information.

the same crossword). As
ts a number of characteristics foun

exhibi
components are structurally

process. For example, the
structurally incremental, rather than

inter-related; it is
sequentially incremental; the components are not discrete,
he context of some or all of

and are understandable only in ¢
nswer is an interpretation of the clue

the other parts; the a
to solve the

(information}. The information available
scattered, and is of three types

representing fairly discrete
'a context for that

problem is, furthermore,

and source, the clue
information, and the grid representing
information - the third element is the solver.

The analogy is further enhanced by its apposition in terms

tent., The successful solver needs

of process as well as con
received information and

to create & synthesis between
the researcher. As in

environmental context, as does
The clues

e information given ig partial only.
associational. An answer may
juxtaposition of content

research, th
may be definitional or

sometimes spring purely from the
and context, possibly without reference to the clues. The

partial information can also influence selection of options
- this may lead to incorrect solutions, the discovery of
whose incorrectness depends upon total completion of the
puzzle/problem. Such options have full legitimacy until
additional information and/or understanding proves them
incorrect. The crossword clues can, in fact, be seen as
resemblance to the nelues”" of a
indicative, outward signs, requiring
through the

having a marked research

problem. They are
interpretation for
medium of the solver.

conversion to a solution,
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It should be noted that this interpretation of the
similarities between crossword puzzles and research is at a
surface level. However, it would be interesﬁing to argue a
deeper, procedural relationship - ie., a common approach to
all situations which demand understanding of the unknown.(l)

Although it was felt intuitively that the crossword problem
would illuminate the issues with which we were concerned,
there are a number of manifest limitations on the énalogy
with the research process. The most striking is that the
‘crossword has an obvious finite boundary, unlike any problem
in social science. Secondly, the information needed to
solve the puzzle is given, and need not be sought out.
Thirdly, what is given is the minimum required for complete
solution. Fourthly, and perhaps most importantly, there is
only one correct solution, both to individual clues and to
the whole creossword. This last, however, could even be geen
as advantageous, since the correct sclution was not a matter
of value judgement - it enabled a reduction in ambiguity,
both feor the respondents and for us. It might also be seen
as a highly rigorous test of the interpretative process of
research, because of this single solutiocn characteristic.
It did mean, though, that the solver knew that there was a
correct answer, and often knew when he/she had got it, and
could thus dispose of that aspect of the problem. Alse, it
was not possible to consider the aspect of perseverance with
a more usual research problem. The existence of a single
correcﬁ solution may have been a spui or an obstacle to
perseverance with the crossword. )

(1) See, eg., Carter, P., and N. Jackson: "Crosswords and
Management Thinking." Creativity and Innovaticn
Network, Vol. 10, No. 4, 1984.
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In spite of these limitations, it was still felt that it was
a useful analogy. The limitations apply tc the crossword as
a probiem. The fact that there is only one correct solution

-was not significant since the concern was not with correct

solution, only with the process of usage of information. As
long as a respondent put in some answers, whether or not
they were correct, the exercise could be put to good use.
It was only if a respondent did not attempt the crossword
that it became difficult te discuss - though it might have
been significant.

’

VARIETY ATTENUATION

We have argued elsewhere(Z)that pecple employ, c¢consciously
or otherwise, attenuators to reduce the complexity of their
environmental variety to a level which is psychologically
comfortable. It was suggested earlier that a process of
symbolic rule creation manifested itself in the course of
this research. What is meant here by 'symbolic rule
creation' is attempts on the part of the solver to close the
system within which he/she is working - which we suggest is
a form of such attenuation. However, this is only one of
several forms of attenuation found. Other attempts to limit
the proeblem were manifested, and can equally be seen as
attempts to attenuate variety.

One can define environmental variety as the
existence/recognition of alternatives and contradictions.
Thus, a basic way of reducing variety is, clearly, to

(2} See Jackson, N., and P. Carter: "The Attenuating
Function of Myth in Human Understanding." Human
Relations, Vol. 37, No. 7, 1984,
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eliminate some or all of the alternatives and
contradictions., Some ¢losure attempts are obviously able to
be described as imposing boundaries. Others, such as rules,
are, we would argue, merely a different form of boundary.
Boundaries are means of reducing complexity. The process of
bounding the problem is multi-dimensional, as the following
will illustrate.

Methodolegical Characteristics of Solvers

It became obvious from the data collected that it was
possible to group the solvers into different methodeclogical
types. The typology 1is based upon what the solver
considered to be the most legitimate and important source of
information available to them in solving the problem. This
clearly implies exclusion, or underplaying, of other
informaticn. The methodological types represent examples of
the most generalised boundary formation.

(1) TYPE A: 'The emphasis of this method is.that the
next c¢lue should interleck with a previously
solved one. It is characterised by a preliminary
scan of the clues, followed by a concentration on
the intersecting letters achieved from this. The
method tends not to be systematic, although
quartering of the puzzle is common - guartering
can only apply to this method, in fact, since it
requires awareness of the grid, rather than of the
clues. 'This method appears to offer benefits of
increasing certainty of answers, since they are
already partially solved - ie., it reduces variety
in potential answers, particulariy where a first
letter has been achieved. However, it restricts
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the options of the sclver by focusing on
the grid to a greater extent than on the
clues. It is a solution orientated method, rather
than information orientated.

(2) TYPE B: The characteristic of this methed is a

concentration on the clues, the given information.
It is typically very systematic and orderly, and
proceeds by repeated scans of the information. 1In
some cases this method became so highly
procedurally orientated that the solver would not
insert an answer out of order of scanning, even
though the answer suggested itself by the
completion of an interlocking clue.

Both Type A and Type B are methodologically constrained.

{3} TYPE C: The emphasis here is upon using both
sources of information for soluticn of the problem
-~ ie., the clues and the grid. Starting with a
scan of the clues, it then tends to proceéd fairly
opportunistically, wherever the possibility of an
answer is suggested. The method uses a
synergistic balance between the clues and the
letters, and utilises implied information as well
as actual information, such as probable Iletter
combinations.

These types are depicted diagrammatically below.




TYPE 'a'

TYPR 'C! TYPE 'B'

Interlocking Integrating Tterative
Non-Systematic Opportunist Systematic

Quartering Synergistic Conservative
Variety Reducing Holistic Procedural

GRID ORIENTED CLUE ORIENTED

REPRESENTATION OF TYPOLOGY OF SOLVERS

Types & and B are classic examﬁles
variety.

of attenuation of

- ie., Typeé- € solvers do_ not appear to attenuate in that
particular dimension.

It is not being suggested that the réspondents fall
categories of pure type.

into
They have been grouped for
analytic convenience inte the types which prependerated
their metheds. Althoggh each compietion seguence was

unique, it appears that each respondent followed some sort
of pattern. '

in

Type C does not appear to be similarly attenuated -
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There were strong suggestions in the material gathered that
there is a significant difference in approach between
researchers and doctoral students. Unfortunately, the size
of the sample is too small to be able to say anything firmly
about this, but the indications are that, by increasing
sample size, a significant difference would be found. The
most prominent point concerns methodological rigour. The
researchers were considerably more procedurally orientated
than the doctoral students, who were less methodoclogically
conscious, and more widely scattered between the three
types. A possible effect of this methodological orientation
can be seen in the cémpletion rates - the researchers had a
much lower proportion of completed answers, but had no
incorrect answers. It would be interesting to conduct a
longitudinal study to see if, as doctoral students do more
research, they gradually move towards the more procedural

‘approach of the researchers, and whether this is an

inevitable tendency, or part of the research syndrome.

The significance of these boundary impositions is that they
appear to be in response to psychological needs to reduce
variety in pbtential sources cf information, and in
potential methods of problem solution, and exist prier to
the problem - that is, they are problem-solving
characteristics, rather than being inherent to the solution
of this particular problem.

Rules as Boundaries

Another way to understand attenuation is to think in terms
of boundaries. Boundaries are devices for excluding
external variety, signifiers of what is relevant from what
is not {eg., in the same way that estate boundaries signify
what is vyours from what is someone else's). A simple
example of such boundary . formation is the perception of




physical boundaries to the problem, which can alse be
related to the previous comments on methodological types.
Thus a boundary may be perceived to exist around the grid,
or around the clues, or, more realistically, a single
boundary.to exist which encompasses the whole problem,
symbolised by the sheet of paper.

The boundary question is, however, more extensive than this.
It appears that attitudes to boundaries are extremely
varied, both in terms of problem (ﬁhysical) boundaries,
of discipline boundaries, ie., a boundary on what it is
legitimate to call a problem (rules), the construction of a
boundary of rules representing a closure of the system.
Both of these forms can have profound influences on the
research process, especially in limiting perteptions.

or

When briefing the respondents, the aim was to introduce as
few constraints as possible, It was requested only that
they should récord the sequence of inserting answers, and
that they should not consult anyone else who was doing
the crossword ~ this last was simply to avoid as much as
possible ceollusive answers which would distort the results.
On the one hand, it was hoped to minimise the importance of
crossword solution. On the other, it was hoped té discover
the extent to which solvers turned to references as aids to

solving the problem (as would be done with a real life
research_problem).

Three patterns emerged. Some people asked for extra rules,
such as "permission" to use dictionaries, or a time limit.
Where sought; clarification was given as nen-committally

as
possible. The second case was respondents who did not ask
for rules, but constructed their own. For example, rules
were made up about who could be asked for help. Some such

rules became known at the debriefing interviews, but it is
unlikely that all such rules would be surfaced. The third
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case was of those who made no rules, complying with the
request as made, without requiring further clarification.

It is interesting to note that, having constructed these

rules, respondents often then broke them. Attitudes to

vadmitting infringements of the 'rules'" varied, some people
being totally open about it, others being very coy indeed.
{See also bhelow).

The implications of such closure for the research process
are maniféld, but perhaps the most salient~is the element,
(conscious or unconscicus), of reductionism. The
constructing of boundaries and the limiting of potential
sources of information is highly reducticonist, both in terms
of simplifying the problem, and of reducing environmental
turkulence. The fact has been highlighted that much
reductionism.is not in fact deliberate, but results simply
from psychological discomfort, on the part of the
researcher, with the uncontrolled variety of the actual
problem.

Backgrounds

Backgrounds can be seen as experiential boundaries. The
past is. a primary . attenuator of the present.- A feature
which was particularly highlighted was the - relevance of
previous experience to problem solution, and the extent - to
which individuals bring their previous experience to bear on
problems. Awaréness of use of previous experience was
varied. TIn some cases the solution to-a clue was specific,
and could not be constructed or guessed if it was not known.

A particular example was the clue 'Fat from wool: Lanolin'. .

In several cases getting the correct answer was consciocusly
related to previous experience. Some respondents who had no
problem spelling 'dissect' related it te a background  in




bi :
iclogy (see next section). Reference to previous

experience was also used to reduce ambiguity in some
For example, the clue 'Contrary to the law' had two possibil

answers, 'Illegal’ and 'Tllicit'. Two respondents who had .
legal background - were conscious of hasic -
meaning between these two words -~ to them the
answer. = However, one of these respondents

created ambiguity in response to the clue

cases,

differences of
re was only one
also- actually

; 'Settlement' b
\ r y
assuming that it was a reference to a legal settlement

The relevance of this feature to the research proces i

Fwofold. In the first place, the uniqueness of ean
individual app;oaqh te the problem can be seen e
part, as a function of Previous : .
has a strong influence on percepti

at least in
experience, which clearly
on of the problem, TIn th

second place, p;evious experience X

can be
‘double-edged’ sword - ton in N

o gec while enabling clarification in soﬁe
nstances, it can also create obstacles to

o understandir
limiting perceptions. . ng by

Dissonance

Som?times, however, people over-attenuated the envirommental
variety, by over-constraining their understanding of th
problem. This created a certain amount of disson )
resulting from the psychological effects of rtior
of boundaries, Such dissonance caﬁ be
research analegy in two majer ways.

disconfirmation
‘related ' to the

T?e dissonance occurred in three particular forms Thi
fl?st of these was connected with spelling. One. worde
(?1ssect), in particular was. commonly misspelt bu;
mlssPelling was - only reluctantly accepted as th; scl
possible explanation for the obvious answer failing to fi:

the id. i
grid The second form of dissonance was connected with
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interpretation of the clue. 1In one particular case, (Grand
old lady: Matriarch), the cbvious answer was felt not to be
an answer to that particular clue, because of shades of
meaning. A reluctance to insert the answer although known

" was, in some cases, hardly overcome. The third form of

disscnance related to the clues themselves. Again, one
particular clue, (One who gets trodden on: Door-mat)}, was
felt to be a  poor ¢clue to the answer, although the answer
was correctly inserted.

-

In a crossword situation such dissonance must either be
resolved or the crossword left incomplete - ie., the
gituation forces a resolution of scme kind because the
"facts" are immutable. This is not the case with research.
In the research process such dissonance would manifest
itself as an unwillingness to accept that one's
interpretation did not fit the facts. The other case is
refusing to accept that the facts do actually lead to the
answer that has been achieved. Because of the fluidity of
social science research subjects, such dissonance can
survive lack of ‘resolution, though inevitably distorting '
results. The fact that such dissonance occurred in the
crossword project is analcgbus  to the rebuttal of the
‘cbhserver neutrality' assutption. It was apparently
important that solvers should feel comfortable with what
they were deoing, zrather than that they should cbserve the
rigour of the compiler's information/sclution set. The
perceptions of the solvéers called apparently immutable
information into guestion, trying to change reality to fit_
the individual's understanding of it.

THE SIGNIFICANCE OF RULES

A number of ways have been suggested in which people
introduce restrictions, (not always conscious), on their



freedom of action, and it has been argued that this is a
means of attenuating the environmental variety. This
attenuation of variety appears to be in order to provide
some points of reference whereby the individual can locate
himself/herself vis a vis the problem. Boundaries/rules can
in fact wusefully be seen as symbols for eliminating
contradictions. It is as if the boundary or rule is a road
sign which precisely indicates which way to go.” The person
erects the sign/symbol, and then stands back to read it, as
if it has been given. In the metaphysical landscape of the
mind, in the absence of topographical referents, the
individual provides his own points of reference, which then
achieve the temporal constancy ofulandmarks. Thus, such
rules and boundaries represent attempts to close an open
systenm, to  delineate an undelineated problem, by
legitimating action, and - reducing variety. They ~ are
muiti-dimensional closure procedures.

It is an interesting aspect of the rule creating behaviour
observed that, having created the rules, people then broke
them. This provides a strong confirmation of the
inescapable need for rules, boundaries, etc., as referents,
as means of locating the individual. It might be imagined
that in a situation where the rules are self-created, when
they prove to be over-constraining, they would simply be
changed. However, this was not the case. The rules were,
instead, temporarily violated. Once rules are established,
modification is a long term process, and the intrinsic value
of such symbols can be seen as their relative permanence. A
landscape which is constantly changing is of little use for
orientating oneself within it. Conversely, a featureless,
stable, landscape is equally unhelpful. Breaking the rules
rather than changing them is a common feature of everyday
behaviour, eg., people who go on diets and break the rules
by eating a cream cake, rather than redefining the rules to
allow eating of cream cakes. Similarly with games.
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such symbols as rules and boundaries only provide security
by their relatively permanent nature; Pecple draw

psycheological comfort from their existence, If they are so

fluid as to be easily changed then they are not useful as
security mechanisms - as with national boundaries. A}so as
with national boundaries, repeated violations may ul?lmately
iead to redefinition. To change the rules is to 1n?rease
environmental variety, and thus risk. To break them is *to
retain the security of the boundary, but gain the advantage
of temporarily increased discretion. (The previously n?ted
avéfsion of researchers to breaking their methodologl?al
fules, which. can be seen as a low risk/high secur%ty
strategy, resulted in high accuracy, but low completlfn
rates.} It is, in a military analogy, the occasional sortie
inte enemy territory, as oppesed to the longer term
redrawing of the front line. '

NOTES

Methodology

The crossword was administered to a mixed group of about 20
doctoral students and researchers. Fach respondent was
approached separately, asked to attenpt the crossyord, to
record the sequenceé of entry of answers, and not ;o collude

with other people doing the crossword. No ‘ ?ther
instructions were given. When the respondent had finished
with, {(though not necessarily completed), the crossword,

they were individually and informally de?riefed, at whlcz
time we tried to discover rules, rubrics, patterns o

It was at +this stage that we
behaviour,

solution, use of aids, etc. .
discovered the occurrence of rule-breaking
sometimes through indirect channels.
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Our target group included a number of pecple whose first
language was not English. Scme unanticipated aspects arose
which required them being treated as a separate sub-group,
and thus their contribution is not included in this paper.
However, it does warrant further consideration, since it
transpired that, where English is a second

differences in symbolic meaning are accentuated.,

language,

Results

To attempt to understand the variety in the subject group in
terms of handling and processing information, we undertock a
small amount of analysis of the order of completion (see
Appendices 1 & 2). Given the sample size, we do not make
any quantitative claims from this, except concerning the
extremely high level of inter-individual variety in
processing and interpreting the given information. If the
analogy holds good for research, it can be argued from this
that all researchers will differ as to what they see as
relevant information, and how they intgrpret it.

The research has been fully written up elsewhere. Details
are available from the authors on request.
_APPENDIX 1

NOTES ON ENTRY MATRIX FOR FIRST TEN CLUES ANSWERED
(APPENDIX 2)

VARIETY

Horizontal Axis -~ the 26 possible clues

(12 across clues, 14 down clues).
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Vertical Axis - the order of entry of first ten clues
' answered.
This gives a 260 cell matrix (26 X 10])

If there was no variety in either the first ten clues
answéred, or the order in which they were answered, there
woula be 10 cells filled. If there was maximum variety
there would be 130 celis £filled, ie., 10 clues x 13
respendents.

The degree of variety present is indicated by the fact thgt
98 cells are filled.

Alternatively, if one uses, as an indicator of variety, the
notion of variety points, - o that 10 cells filled would be
zero variety, 11 cells filled = 1 variety point, 12 c?lls
filled = 2 variety points, 15 cells filled = 5 var%ety
points, etc. - then the maximum number of variety p01n?s
possible would be 120 (130 cells filled). Using this
measure we have 88 variety points, or nearly 75% of the
maximum possible variety.

DOWN CLUES BTAS

If the 130 responses were uniformaily distributed beﬁween
across and down clues, then, having corrected for there
being more down clues (14) than across clues (12}, we wo?ld
expect 60 across answers, and 70 down answers. - le.
approximately 17% more down than across.

However, as indicated by the matrix, there were in fact 50
acrose answers and 80 down - ie. 60% more down than across.
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Burkard Sievers
Work, death and life itself

I would like to share some thoughts with you which have become more

and more central for me during the last couple of years; they refer to
the relationship between work, death and life itself as it is under-

lying both our contemporary practice in organizatioﬁs and. work enter-
prises as well as the predominant organization and management theories
(Sievers 1984, 1986 a - d).
dent that this. interrelationship of work, death, and life, i.e. the

For me it has become increasingly evi-

fact that we as human beings - despite our continuous attempts to
reach immortality - are inevitably mortal, has to be ﬁddressed, ex-
piored and further elaborated for a better undersianding of what

symbolism, in general, and organizational symbolism, in particular, is

or ¢an be about.

I am glad that in comparison to previous SCOS-conferences, on the
occasion of this workshop we will have the opportunity to spend more
time to explore whether and to what an extent these assumptions Will
be accepted and shared, Thus, the assumption that organizational
symbalism has fundamentally to deal with the kind and extent to which
people in their organizations, workers, managers and social scientists
alike, are capable of and allowed tﬁ deal with their own as well as
with their contemporaries mortality as a constituent fact of their

lives and work - or whether it has to be neglected.

*
Presentation at the SCOS-Workshop: 'Towards a me h f
organizational symbolism?’', Hull? 27. - 30. 8. that eory oF

At the end of my introduction I would like to give you an example how
-an artist is dealing with the relatedness of work, death and life

itself by presenting you a song from a record.

S0 %ar as our employing enterprises as well as our management and
organization theories are concerned we have got more and more used to
-the societally shared conviction that neither the work people are
- doing is relating to their lives nor that our life in general is
. related any more to death. Collectively we have displaced death out of
" our lives. Mortality which in previous times has been regarded as a
_'constituent part of human existence has been reduced into a critical
. :episode, a certain point in time, as the end of our lives which then
.eveh is supposed to happen instantly, preferably when we are asleep.
ffﬂéath has, as Norbert Elias {1985) so convincingly has demonstrated it
in his recent book 'On the lonelyness of the dying’, become an a-
éocial event. Death itself as well as the dead body have to be iso-
lated and hyglenically hidden. As long as we are not unexpectediy
:cunfronted by a catastrophic accident, like e.g. Chernobyl, it seems
hat our societal displacement of death is the predominant strategy

th '&i‘;h"- ihich we try to get rid of death and through which we let

an mortality fall into oblivion. The fictions we. commonly share
abqut~pur nonfnnrtalxty seem to be so convincing that they even could

ascribed as ‘con-fictions'.

50 1s obvigus that through our common neglection of death and

ality our llfe is loosing its frame. It seems to me that birth and

h nev1tab1y give the frame to ore e 1ife through which it then

_meaﬁlng {cf. Bateson, 1972 Goffmann, 1975; Lawrence, 1985). By
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neclecting this frame of our life we are mistaking its reality ina
similar way as one would mistake a picture as the reality it stands
for. By ignoring the frame of a picture, e.g. of a féce, a landscépe
or a ship, one finally would misplace its meaning intc the analysis of

the quality of its colours and brush-works.

The predominant strategies through which we in our cantemporary
western work enterprises seem to maintain and to perpetuate this split
between life and death are at least twofold. There is on the one hand
the'split between work and life in that sense that we are increasingly
concerned about the quality of working life or a humanization of
working lifg with no further regard to a man's or a woman's life which
obviously covers a longer space than the fourty or so hours of a week
or the fourty to fifty years of one's life time. In comparison to the
work life life itself then is left as a topic for medicine, ecclogists

or other disciplines.

Cn the other hand the splitting between life and death further becomes
enforced and concealed at the same time through the fundamental ;Elit
in cur employing institutions between those at the top and those at
the bottom. It seems to me that through this predominant split among
workers and managers mortality as a constituent quality of human

existence becomes extinguished.

In an attempt to understand why participation in organizaticns,
despite its widespread propagation, very often seems to fail or to be
avoided the analogy of Greek mythology came to my mind {Sievers,
1986a). Besides the fact that the Greek mytholegy is an ongoing

attempt to legitimize the change from the original matriarchy towards

the patriarchy as & consequence of the ancienne invasion into the
mediterranian peninsula (Borneman, 1985) the Greek mythology seems to
be characterized by another fundamental dynamic which can be described
as an ongoing ‘quarrel over immortality among the gods and men.
Although these gods and godesses in general were regarded as being
immortal whereas the ephemeral mortals were supposed to end their
lives in the Hades; this boundary very often was not very imper-
meable. On occasions gods tried to kill each other and especially
those human beings who, like Hercules, had been procreated'by one of
the gods together with a mortal woman often were preoccupied their
whole lifetime by gaining immortality in order to reach a seat on the

mount Olymp.

The relationship among gods and the mortals was primarily patterned
through extermination or rape and seduction on the one side and
through fraud or hard work on the other side. Hercgles who through
accomplishing his twelve works finally réached immortality is one
example whergas Tantalos or Sysiphus, for instance, tried to defraud
the gods of their immortality be either steeling nectar aqd ambrosia,
the fruits of immortality, from the gods dinner table or by putting
Thanatos, the angle of death, into chains. And, as we all know, both
Tantalos and Sysiphus failed to let their contemporary mortals take
part in this divine immortality, they finally were damnated to endure

endless torments and never ending fruitless work.

This quarrel over immortality in Greek mythology seems to me also i
give a meaningful analogy for a better understanding of the predomi-
‘nant pattern of the relationship among managers and workers in cur

contemporary work enterprises. As it seems to me our emterprises have
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taken over the function of the ancienne city (Brown, 1968; Dunne,
1985; 1975) the bigger companies, in particular, tend to symbolize our
accepted contemporary notion of immortality. Despite the fact that
some of them may go bankrupt again and again; they are built on the
undertying assumption that they will gxist forever. And according to
the underlying splitting it are the managers who by devoting their
lives to the permanent growth and survival of the enterprise con-
tinwously try to prove their own immortality. At the same time, those
at the bottom, the wurkers,'even seem to be defrauded of their morta-
lity as they increasingly are converted into production means, tools,
coqs, dead-wooq or scrap. And to the extent that workers are perceived

and treated like things they are also regarded as non-mortals (cf.
Ziegler, 1982).

What I try to state and to elaborate here may for some of you appear
as too abstract, theoretical or as a kind of 'science fiction'. It
therefore may be appropriate to elucidate what I am describing by two
recent examples. The other week a friend of mine who is fnvolved as an
organizational consultant in what is commonly called a raticnalization
projeét, i.e. the dismissal of a certain part of the workforce of an
enterprise, told me that he has questioned the responsible managers
wheiher there were no other possibilities thén just to provide some
300 workers with the obligatory compensation and letting them join the
countless other unémployeds. When he suggested that, for example, at
least for some of them this money could be better used tu'help them,
in setting up their own business, the immediate answer he .got was:
"That is ridiculous! You do not seem to realize that the reason we are
dismissing these particular people is that they are‘scrap-anyway. We
are happy that we found this occasion to finally get rid of them!" -

The seéond example is from the literature. OQiorne (1984), for
instance, in his recent attempt to apply portfolio-analysis to human
resources management does not hesitate to label the workers of the two
lower squares of the portfolio as working horses and dead-wood. I

canﬁ;%fbut being reminded of Boxer, the old working horse in George

: i i ion fi 1se
Orwell's Animal Farm; it also raises the gquestion for me, what e

can one do with dead-wood than to burn it?

These two cases seem to me to be very explicit examples of the high.
degree of contempt {cf. Miller, 1981) which appears to be inherent in
many of our contemporary organizational cultures. This dimension of
the quality of working life, however, seems to be persistantly hidden

in the present best selling soap operas of entrepreneurial excellence.

It occurs to me that in our attempts towards a theory or even a
metatheory of organizational symbolysm we have to consider these
psycho-social dynamics more seriously for they are an outcome of the
fundamental split in our contemporary work enterprises. In our concern
for symbols and symbolization we should not loose sight of the
.actually ongoing tendencies and processes of diabolization (Sievers,
1986c). 1 am using the word diabolization in contrary io symbolization
which in its Greek origin as 'diaballein' means to separate, to.sp¥it,
to fragmentise in comparison to 1symballein' which means to relate, to

put together, to unite.

From such a perspective it-occurs to me that in the western world, in
gereral, but in the majority of our organizations, in particular, we
face an increasing diabolization of mortality. We have somenow

e s . s
diabolized human mortality and displaced it into the atomic bomb for
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the atomic explosion has become the ultimate threat through which
either the vast majority of the world population or mﬁnkind in general
may be extinguished. Hé seem to have got used to igroring our own
potential individual implosior which we as human beings carry through
the fact that we inevitably are mortal'and, therefore, must die. As we
are individually and subjectively less and less caqule of bearing our
own or anyone else's mortality we attempt to objectify our individual
mortality into the thinghood of a bomb. We tend to deny the
significance and meaning of mortality for our gquotidian life via

reification.

Objectification processes in our organizations are often linked with
diabolization. Objectification can, as Berger and Pullberg {1966) -have
put it, be understood as the destruction of the former unity between
man and his work or between the producer and his product. Referring to
what I have stated earlier about the fundamental split in our organi-
zations between those at the top and those at the bottom and the
inherent tendencies to diabolize mortality in the case of managers
into immortality and in the case of workers into non:mnrtality, it
also appears to me that our conceptualization of objectification has
to be extended. In addition to the commonly used notion of objectifi-
cation as alienation or reification through which people and.their
subjective experiences are turned intoe things, there obviously exists
a second tendency of objectification through which people are turned
or turn themsglves into gods or, to use & vecent example from the
debate about organizational culture, inte heros. In comparison to
reification this process of objectification can be called deification.
No matter whether the outcome of such an objectification is goods or

gods, it exempts men and women from their basic human quality: morta-

lity.

Both reification and deification are the contrary of symbolization;
these cbjectifications are, im my impression, the pradominant
processes in our contemporary organizations through which we diabolize
mortality and, therefore, loose sight of any meaningful relatedness
between work, death, and life itself. '

Before I finish this introductory presentatiqn, I would like to add
one further thought to the theme of our work session. It is becoming
increasingly important for my own attempts to conceptualize the con-
text of organizational symbolism. It is a thought on the nearly total
obsolescence of wisdom as a congept in our employing institutions as
well as in our organizational literature. It occurs to me that
especially what is regarded as leadership in practice as well as in
theory seems to an enormous extent to be nothing else than a perpetua-
tion of immaturity (cf. Sievers, 1986b). Although there is an increa-
sing concern to reestablish a notion of meaning in the context of
organizational culture (e.g. Smircich, 1983; smircich, Morgan, 1982)
it is obviously hard to find too many further leading considerations
than, for instance, that ore that Peters and Waterman {1982} are
stating that excellent employing institutions have to provide money
and meaning for their employees. It is my impression that most of the
management and organization literaiure on meaning appears to be
meaningless because it is intended to symbolize meaning on the back-
ground of a diabolized mortélity. These are attempts to offer meaning

for life by simultaneously neglecting its frame through death.

It somehow appears as if on a societal level we are also displacing
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wisdom. Instead of regarding wisdom as a human quality which, similar

to maturity, potentially all human beings are capable of and which as
such can be applied to our social life and ﬁork in organizations (cf.
Winmicott, 1950), we more and more tend to put wisdom imto the wheel-
chairs of those people who because of their age and their social role

no longer are supposed to have a reasonable impact on our lives.

1 one, however, shares the opposite conviction that leadership in our

organizations has necessarily o include a management of wisdom, such
a view then requires further leadimg conceptualizations. In order to

understand  what wisdom can be about I found a statement by Joseph

Campbell {1973), the great American mythologist, very valuable. He stated
that every human attempt of institutionalization has to take two basic

considerations imto account: the inevitability of individual death and

the survival of the social order. This twofold realization may offer
us a meaningful imagination of what wisdom can be about. Bringing
wisdom back into our institutions, in generai, and into-our work

enterprises, in particular, would, therefore, mean maintaining the

dialetical realization that every member is inevitably mortal and <that

the institution itself is supposed to survive, and is, therefore,

hopefully immrtal. In comparison to the ongoing attempts to diabolize

immortality and mortality, i.e. to split it, wisdom then can be
regarded as the symbolization of immortaiityﬂand mortality. To the
extent that am enterprise is capable of managing wisdom in such a
sense through its mature members this means that its leaders are,

potentially, agents of wisdom. If a corporate culture contains and

symbolizes such a wisdom the leaders of the enterprise can be regarded

as mortal agents of immortality.
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The following is a song by Denovan called 1Goldwatch Blues' (words and
music by Mick Sofky). It was given to me as a record fram one of my
undergraduate studemts as the outcome of her attempt to connect our

seminar session on work, death, and - 1ife itself to her own experience:

1. I went up for my interview on the fourth day of 9u1y.
First old man he questioned me until I rearly cried.
Made me Fill in forms until I shook with fear .
Abeut the colour of my toilet role and if my cousin's queer.

Chorus: “Here's your gold watch and the shackles for your brain
And your peace of paper t'say you left here sane.
And 1f you've a son who wants a good career
just get him to sign on the dotted iine and work
for fifty years."

2. He asked me how many jobs 1'd had before . Y
He nearly had a heart attack when I answered "Four
“For jobs in twenty years oh this can nevgr"be.
We only take on men who work until they die”.
Repeat Chorus

3. He took me outside to where the gravestones stand in line
“This is where we bury them in quickstone and in lime,
And if you come to woerk for us on this you must agree .
That if you're going to die, please do 1t during tea-break”.
Repeat Chorus .

4. This story that you heard you may think rather gueer
But it is the truth you'll be surprised to hear
1 did not want no job upon the board
1 just wanted to take a broom and sweep the bloody floor!
Repeat Chorus
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CULTURE AND RATIONALITY

Vincent DEGOCT
(a different version of this paper
vol. 24, n°2, Juin 1985)

has been published in French in Infoamations

sur les Sciences Sociales,

IRTRODUCTION

Rationality - within the meaning given by Weber to the
word when speaking of frational by . -finallty® (1), and under
the "adaptation of the means to the ends" definition given by
D. Lgndes (2) = is closely linked to the emergence and subsegquent
development of the capitalist enterpise in at least three comple-
mentary ways (to which fuller treatment 1s given later on)s

~ firstly, in connection with the appearance among the
social values of the rationalistic attitude embodied

in newly-emerged soclal groupsj

- secondly, concerning the adoption pf techniques and
procedures supporting a rationalistic approach %o man=-
agement based on business forecasting, compirollership,
declslon criterla, and so onj

- thirdly, in relatlon with the rationalistic image given
to the business corporation by the firzt intellectual
dlsciplines to make it their concern, with macro-economics

foremost among them.

In other words, the corporatlion emefged under the stimulus
of a rationalistic ideology, developed with the asslstance of
increasingly rationalistic techniques, and gave rigse to a body of
theory in which it is deplcted as optimising profits through the
retional deployment of 1fs rescurces.

These varicus aspects of corporate rationallsm took shape
for the most part during the 19th Century. According to Lendes (3)
and Wren (4), 1t was only towards the and of that century that

-.oo/o-

e5

tudles were first devoted to the organizaticnal machinery of

h lcorporation. It appears that the speeialists who undertook
empirical research in this field were rapidly brought to recognise
he fact that the corperation was not guch a retionalistic universe
ad ‘been thought. TLooking back, it can be gald that many of

5 corporate organlzation theories (a descriptlon we apply to &
ery wide range of study, golng from organization soclology to
ustrial psycholegy) formed part of a constant effort to reconcile
egated reality with a theoretical and rationalised model. As
ill'ba more fully discussed In later pages, thils attempt followed
wo main lines of approachs

‘= on the one hand, by seeking to retain the original economic

: framework by postulating that the deviatlons from the
'standard type of ratlonalistic corporation regulted merely

" from behavlioural anomalles caused mainly by psychologleal

- factors;

;.= on the other hand, by formulating models of a dlstinctive
 5f kind which brought the deviatlions into the theory and sought
;- to identify prinéiples which need not obey the dogma of

- .ratlonalism.

In terms of these two trends y which will later enable us to
raw ﬁp a classification of past theories, corporate culture research
oems most closely related to the second approach; although, to

he eéxtent that our definition of corperate culture (as given on a

&1 f-page, end in agreement with that of many other speclalists)

: ccepted, this new line of Inquiry implies an attempt at =a
yétématic desmiption and construction of the relationships between
heoretical rationality and empirical reality. This leads us to

ennelea
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view the corporation as the seat of events which are - going back
to Weber?’s concepis = '"rational vy valus" in terms of the eultural

dimengion,.

Culture is thus s concept which needs to be related to the
concept of rationalism in the strict sense, for three special
reasoriss '

- firstly, owing to the fact that rationality can be
considered as a kind of zero point on the scale of
cultural assessment,

= secondly, when we conslder that the eultural concept is
of ten regarded by corporate staffs as a kind of ¥pseudow
rationall ty",

- finally, because the cultural element makes a functional
intervention between the full facts (assuming the total
information postulate of economic theory) and the facts
as percelved and contribufing to decision-making, it can
thereby laad to "defects of rationality" which may be
subsequently recognised as such. '

With a view to examining the various aspects of the links
between rationalism and culturey, we will now construct a framework
of analysis of a rather general kind by consgidering the following
issues in turns

- the specific history of the corporation. We consider
the Tactors which have brought us to regard the corporation
as the expression of an intellectual rationale. We then
show how those same factors have lmpelled the corporation
to shape its social environment in a way conducive to its
own ratlonalised ways of worklng and how, in return, those

n.o-/on

ways became Increasingly dependent on factors of a
different order (cultural and soclological)s

corporate theory. In the absence of g historieal
perspective, of a reference point in time from which

they could measure their distance from their object of
study, most corpprate theories have contributed more %o
the process of change within the corporation than to

an explanation of ifts development. We give a summary
claesification of the various theoretical approaches,
setting out the limits within which they have been content
to moves

a corperate culture theory. Emphasising the dimensions
which are significant at individual corporation level, but
algo in relation to the historical term and to the overall
soclal system, we present a model which escapes the above
eritlelsms end takes account of the historical factory

qultnre seen as a pseudo-rationality.. Our medel, while
affording a description of the overall development trends,

is alse applicable to examining local situations of practical

interest. We give two examples of such applications, show=
ing how culiural values can replace rationalistic principles;

a time-relzted approach. The evgluation of soeial
institutions like the corporation means that we must
develop an eplstemological approach which encompasses the
historical dimension, meaning one leading to theoriss whose
postulates are "indexed" on the time factor.
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1l = The Specific Nature of the Corporation

‘ ‘Within the limits of this paper, we will do no more than
outline and 1llustrate a thesis which forms the loglcal basis of
our demonstration. A thorough justification of that thesis wounld
require specialised research undertaken from a standpoint which has
thus far received small attention.

There are three thaeoretlcal levels which can be considered
relevant to the study of the machinery of the corporation:

« the level of the individual worker in the corporation,
- the level of the corporation as an crganisational entity,

- the lavel of the corporation as a sceial instlitution.

These three levels are in fact interdependent, as is shown
by the model to be described in Part Three of this paper.

However, earlier theories usualily limit their scope to the
area circumscribed by the individual worker and the organisational
entity. - ' '

In the following few pages, we intend to show how the impact
of the corporation considered as a soéial Institution has varied in
the course of time. )

Allowing our assumptions to be true, it is hard to support

the idea that the corporation is the expression of some intransient
rationality, which is not %o say.that such a concept may not have
bheen relatively valld at perticular points in time. In fact, we
will attempt to convey the idea that the development of Industrial
capitalism has been sustained by some formal characteristics of the
corporation which to some extent justify describing it in terms of

a standardised and rationalistic medel. However, the very principle

acensse
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- underlying the development preocess was bound to alter the position
- of the corporation in relation.tc the rest of the social edifice,
. -and thus o challenge the balance of the rationalistic model itself.

1.1 = The standardised and rationalistic model

Without wishing to revive controversy concerning the
1ink between the Protestant ethic and the spirit of free
. enterprise, it must be said that - in Prance, alt least = the
incregse in the number of enterprises was most related to the
emergence at the top levels of Soclety of the new social
groups often referred to under the general heading of the
professional middle classes™ (5). The front-door arrival
of this new bougeolsie was accompanied by a change in the
rules of the game which = accerding to Elias (6} - governed
_the terms of competition between the dominant (or sociologically
significant) classes of soclety. " Under the Ancilen Régime,
a striving for prestige, in the context of the Court Soclety
and the rules of precedence, ruled over the relationships
© between the three dominant social pbWers: the Crown, the
titled noblllty, and the "noblesse de robg'fler the Revolution,
" this role was taken over by a strilving for the prestige confer-
~red by material possessiops.

In the early times, those of the "capltalista®, the
anterprise was no more than a pawn 1n the game oppasing the
rival fractions of society. Latery, 1t came to play the game
on its own accounﬁ, and competition tock the form of rivalry
on the marketplace between corporate entities and individual

" entreprensurs. This economic competition was radieglly
different from the earlier rivality for prestige, in that it
required the gualities of business sense and efficiency which
represent one of the first tanglble expressions of rational-
igm (7}: victory in the business arena implies the devising

* the peoples who accessed to nobility because of their gf.‘f.i.c;}?l
positions.




of better solutions than the competition in terms of
product design, marketing strategy, organlsation, and so on.

In the filelds both of business management and business
theory, there is a connection between efficiency and acumen
which introduces the notions of maxﬂmum‘aﬁd' optimum, In
practical terms, the best entermdse is the one which has found
better solutions than its competitorsy in terms of the ideal
theoretical typology, i1t is the one whileh has found the besk
solutiong possible {the ideal often leading to the extrems),
This identification is accentuated when mathematical reasoning
1s introduced at the two levels:

= in practical terms, investment option criteris
lead %o the adoption of projects tending towards
optimum return,

= on the theoretical plane, the optimum allocation
of resources is determined by reference to models
which tend towards equilibrium, :

The fact that the mathematical tool is mainly relevant
to revealing or ilnvestigating extremes reinforces tha link
between the rational and the optimum. - Then, the relationship
is further sccentuated due to a false perspective induced by
& historical reminiscence - that of natural selection: in the
business competition, enterprises deviating excessively from
the optimum line are gradually eliminated, which impels the
surviving businesses %o tend increasingly towards the rational-

ised standard ideal.

The above considerations sre designed to convey the
ldea, rather than to demonstrate, that the fact of regarding
the rationalised standard ideal as the propaer model was not
entirely misguided. Businesses which did 50y while being in
their day relatively marginal in relation to certaln processes
forming the structure of society in goneral, are portrayed in
the writings of Walras, Cournot, Zola, and others,

noon/oo

1.2 = The corporation seen as a social institution

Tn the course of time, the status of the corporation
in relation to society has gradually evolved to the point
where it now emerges. as the sceial institution which shapes
the whole social pattern. We will now see that this focal~
ising process Is consistent with the continuing development
of the initial conecept of the corporation gs an expression of
the rationalist ethic,  This trend, which could be described
as the rationalisation of gsociety, 1Is particularly visible in
two directions:

= Pirstly, with regard to what we term the process of Minduste
rigl Eivility S, In describing the emergence and gystem-
atic formulation of standards of polite manners, Blias (8)
drew a parallel between the restraining and inhibiting of
personal feelings on the one hand, and the appearance of
larger and more contrasting social structures on the cther.
Modern societies rely on an ability to operate through long
lines of action comprising increasingly large numbers of
interlinked individuals. This implies that the individuals
concerned must behave in foreseesbly "mormslt ways, which
are preclsely the ways resulting from the assiﬁilation of
the rules of polite social intercourse. It seems possible,
to g large extent, to transpose this reasoning directed to
the soclal life of the 16th Century, to the process of
development of the corporation (in both size znd numbers)
throughout the 19%h Century. If it is to work preperly,
a corporation must employ pecple who have assimilated set
ways of behavicur in many fields, where the common dencmine
itor 1s that the consequences for the corporation of each
individual’s action are forsseen by him or her; end this
has led to & change in the relationship with tims (93, a
meral and sceilal revaluation of worker status, and similsr

developments,

sseelan
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It can thus be said thaﬁ, in securing the assets enabling
1t to operate in the most rational possible way, i.e. the
workgré best sulted-to its requirements, the corperatlon
has = as a social_inétitution - performed a kind of educal-
ional, or rather, civilising, function with regard to. 1ts
environment, the result of which has been the extension of
1ts own valves to sociebty as =z whole (they can be seen at
work in government offices, hospltal management, and so pn).
Thig is the set of values to which we refer under the lagbel
of "industrial .civility .. ", borrowing the concept
from Elias.

gecondly, with regard to speclalisaticn, Weber and many
others have related the development of the capltalist
enterprise to that of mathematically-based techniques en-
abling it to be managed as efficlently as possible; by
costing, forecasting, auditing, and so on.  The development
and deployment of these techniques implles the training of
speclalists who gradually assume specific functions within

tha corporation. This in turn kas led to the emergence of

a body of new professions, esch with its cwn training back-.
ground and career connotaticns. As a result of these two
gspecific assets, the new professions have gained particular
status within the corperate chain of management, and.-then
within the social hiersrchy by &oﬁbarison with that of ather
profegsions already established ‘there. Gradually,'the
numbers of such speelalists incﬂeaged and their influence
gTew. Up to then, the bourgeois clasg had been formed
mainly by capitalists, officials, and members of the Iiberal
professions (decters, lawyers, teachers, etecy. The new-
comers acquired sccial positions corresponding fto their
academic records, galary levels, and 50 on, and finally

came to form whole sociological gfoups which gradually
gained recognition independently of particular corporations:
technicians, management executives, and so on.

.0-./!0
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The corporation, for its own technical purboses, has

thus contribuied to social stratificatien, ané the relative
gituations of the traditional strata have been readjusted:
to take account of this new soecial structure.

Along the same lines, many other exzamples could be guoted

of the way in which the corporation has impinged on society
as a whole: new areas In the fields of legislation, welfare,
public services, and the 1ike, have been opened up in
response to corporate reguirements but later extended to
cover the whole gocial structure. .

1.3 = The shift in the balance

Up %o now, we have tried to show that, following a
process that could be described as the pursult of corporste
rationalisation, the very nature of the corporation itself
has evolveds at the same time as it generated new rules of
behaviour and engendered new social segments, the corporation
became Increasingly caught up in the net 1t was weaving, as
some of the latter?s elements devolved outwards and created

~a back-lash of influence. Owing to this, corporate managem.

ment is gradually aligning on new ways of resscning which are
no longer strictly rationalistic: having become the focal
point of soclety, the corporation is no longer just a base
for optimising capitalist prefits, but iz also a meeting'
place where all sectlons of soeleby combine or compete with
each other.: :

Here again, we turn to the work of N. Elias who, in

& most enlightening text (10}, showed how the three components

of the ruling class under the Ancien Régime (the Crown, the
. "noblesse de robe!*

nobility and the 3 combined and competed within the

subtle rules of an absolutist Court. He describes the

* see note page 6
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Court’s gradual conguest of soclal supreillacy, and explains -
why its institutional status changed wher, under Louis XIV, Corporate Theory
it became the pivot of the social balance. Once more, we
any of the elements involved in this process

even though z single instlit=-

. ) .
. GXistiz:ri;er iapers (11), the author advocated a classification
eories aceording to whether thev £
individual behaviour (such i i hoorie meanr o
as individualistic theories b
) ased on

zziziol?glczl model} or on the behaviour of the corporation gg a:

¥ (such as holistic theorie

5 congidering the cor

o - poratlon as
king ten) The emphasis carried by this paper is of guite snother
refe;rzgrzicularly iIn view of the historieal perspective glready
e o.in We now maintain that the various theories put forward

addressing the obvious dis

parlty between the th i

e . eoratical an
.Csriznatised corporation model, and the factuagl observationaofa i

r .
: io ahe behavionr, These theories followed one or other of twe

Prroaches which represent two types of solution to this problem:

can trapspose m
to the case of the corporationt
ution, the Court, is replaced by Francel’s present 250,000

enterprises of all kinds, the principle is the same when we
consider the corporation as a single ingtitutional entity
which (until recently, at least) came” to be the plvot of our
soeial structure, to the extent that 1t was the determining

factor underlying scecial rank and ways of life.

Oiven this shift towards the centre of the soclal
structure, we must adopt a different concept of the corporaticn
whereby deviations from the rationalised norm are no longer

considered as resulting from the accidental interference of

4 single corporate medel = Tirstly, theories which attempt to revert to th initial
€ ia

?odel, making only minor adjustments whose common fegtura

lsfthat they restrict the range of the variable factors
eft out of the ratieonalised model. These we will ref
to as Utopian theories; -

unorthedox individual behaviours.
must leave room for different kinds of logical processt
economleo—crganizational, soclological, and cultural.

Part Three of this paper, we attempt to develop a theory which

reconciles these three types of reasoning.

In

- ;esoidly, those which attempt to produce an empirical
0
. ef of the corporation. They seek to build up spec¢ifie
aws gunded on observation and experiment, and we will
.refer to them as Realist theories.,

However, this structural shift alsc raises The problem
of a discipline which has grown up mainly around the rationali
behaviour model comprising the corporation: economicg. It i
true that the latter sclence displays an optimising attitude
stil1l present in the business ethic. It can be considered
that the corperate theories developed since the start of the
20th Century correspond to a transitional phase between the i
economic-based and rationalised corporation model originating
in the previous century, and the socioc-cultural model we :

describe later in this paper.

=c§2§2c:§§nizei§::;izi2§ ::253 two approaches is to establish

oo our own model.

i g o et o gtz e Loyt
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2.1 = Utoplan theoriey

This heading covers theories which dress up their
basic mannequin (the individual or the corporate entity as
the case may be} using models decorated with operational
procedures possessing a high degres of orthodoxy in ralation
to rationallstic theory. Two examples are glven helow:
tig!"
-~ the first example refers to what we have called En‘hnduuduahﬁ—
theory. The "imported model concerns the individual,
since the case In point 1s that of an attempt to describe
the employee 1n terms of a scale of satisfactions running
from a lower level of aspirations (food, security) te a
higher one (recognition) activated, so to speak, by the
former&lg)From the image thus constructed, it 1s possible
to infer the employee’s motlvation levers: desire for job
security, for consideration, or whatever. It follows that
1f certain elémentary asplrations are not satisfled, there may
‘be no point in expecting workers to subscribe to the corporate
ambition, On the other hand, however, it may also follow
that the corgoration offers opportunities that are fully
congonant wit /employee aspirations: such as a desire to
participate in a team effort, or to fulfil personél potential,
If this type of configuratlion obtainsg (which depends both on
the overall economic situatlon and on the prospects of the
company concerned), employee behaviour will be compatible
with successful operation of the corporatiom., This theory
thus describes the conditions in which the rationalistic
model may be verified agalnst the odds. If a corporation
both offers opportunities and satisfies basic needs, then
we are back with the rationalistic model proper, since 1ts
employees’ behaviour is normal and foreseeable therefrom.

= our second example concerns a hollstic fheory. Sonme
commentators (13} have defined the corporation as a special

---c/oc

107

form of the system, taking the latter as itself defined

in the Genersl Theory of Systems. Consequently, the
corporation must obey the baslec laws which govera all
.systems. These laws are of the gseme nature as some of
those applying to the physical realm, which do not neces«
sarily have the same llnear implicatlons as those of the
conventlional corporate modely €hey may be recursive, but
are rationglistic in essgence. 8uch concepts as equifinality
and neganthropy are examples of this. In relation to the
initial rationalistic theory, which is basically linear in
effect, one of the limitatlons of this approach 1s that it
is hard to formulate in mathematical model terms owing fo
the recursion inherent in gsome processes.

In between these two throwbacks fte raticnalism, one
postulating limits to validity and the other employing laws
which, although raticmalistic, are of a differemt nature, there
is a third approach which has the advantage of reconciling
the holistic and individuslisztlc optionss the model described
by Karch and Simon in "Organigations® (14}. Their theory ls
based on a hemologlcal relatlionship between a behavioural
profile of the employee and a behavioural profile of the
corporate entlity: both employee and corporation react te
environmental stimull in accordance with coded response keys,
these being developed mainly through apprenticeship and
leading to typed responses. 4 speclal feature of the latter
is that they are not optlmal responses, bui meet minimal
criteria, which leads to the expression "limlted rationalism®,
This approach makes 1t possible to reconcile employees?
varieties of experlence with the nature of their corporate
funetion, and more especiglly with the kinds of decislon they
are called upon to make. These decisions, given that they
are consonant with minimal criteria, can be entered in quant-
itative models.
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2.2 = Realist theories relationships are established between the performance of

a corporation, its internal structural chameteristics, the
technology it employs, and the market frend. This approach
thus reveals certaln correlatlons, whiech 1t then attempis %o
generalise by identifying their logical Justification. The
explanation is not necessarily a rational one in the strict
sense, since it may be the outcome of an organisational form
of reasoning. For example, it may be found tha% when the
market 1s unstable, medium-sized undertakings with less rigid
working and management procedures are the most efficlent. The
idea of structural flexibility is foreign to the classical
economie theory which has 1t that more accurate forecasting l1s
the only road to avolding uncertainty.

These contrast with the theorisg Just discussed in
that they do not attempt to dress up the individual or the
corporate entity using formal clothing, but are concerned
to describe their bhehaviour by reference to the findings of
observation and experiment.

First of all, let us take the realist variation on
the individualistic theme. Although 1% focuses mainly on
a particular type of worker, it can be considered that the
Taylorist ethie provides a very good illustration of this
approach (15)%  Unlike the Utoplst theorles, it comceras
only the individual as a worker and makes no attesmpt to
dissertate on human nature in the broad sense. Furthermore,
1t does not claim that its findings are of universal import:
Taylor established emplirical relationships between the sum of
work performed, the extent to which the work 1s prepared, the
way in which the work is remunerated, and so on, on the basls
of shopfloor observation and experiment. Then, extrapelating
his findings, he formulated assumptions as to the most
efficlent way of organising factory operations. Taylor?s
approach was to a large extent a rationalistic one, even if
it lacked a strictly scientific basis, but the things he tried
to describe and bring under control were not necessarily of
a rational order, notwithstanding the clesely calculating
attitudes he attributed to the workers he observed. These
attitudes were merely the emanation of his own interpretationm,
and did not constitute part of a general theory of behaviour.

Botween these two extremes, we once more find a theory
which endeavours to reconcile the individual and the corporate
models, I am referring to the work of the Tavistock Institute
concerning soglowtschnical systems {17}, We cannot be absol=-
utely certain that this is a truly Yrealist™ theory, to the
extent that 1t is based on a model of the individual which
owes much to the concepts of the psycho-analyst (meaning that it
is 1n no way a forecasting model), and on a model of the
corporation which combines a systems approach with a pgycho~
analytical econcept of group dynamlces (the early works 6f Freud
concerning the unconseious mind can justify this combidation,
which is even more appropriate from a Junglan standpoint). We
thus again find a relstively homological "strucfural® link’
between the model of the individual and that of the corporate
entitye. If we coun’ thils theory among the realist models,
it is because of the non-rationalistic nature of the wderlying
psycho-analytlcal connotation, together with its own “open-
ended" character: it forms a framework for inierpretation,
rather than for predlefiionn, so that it is capable of being
associated with other factors.

RS R e

Then, we have the realist version of the hollst
approach. This is expressed in a body of essentially come
parative studies, a good example being what has been called the
contingency theory (16). On the basis of surveys directed
to fairly large samples (fifty or go corporations), the data
being processed using sophisticated mathematical tschniques,

a--o/-o

000./.'




110

3.3 = The body of theory

Cur. twofold classification of corporate theoriles is

- sumnarised in the following table:

s ! 0 A48 1 e et g P T o R %, 40 B e ekt e g S = 2 B

Utopian Reallist
Theory e e 1 e e
Systems Contingency
Holigtic approach theory

(Katz & Kahn)  (Aston Group)

Holigtic and

March & Tavistock
Ingizigual- Simon Institute
Human
Ingigégual Relations Taylorlsm

(Maslow)

From this presentation it can be seen that the relation=-
ship with rationalisation, whether or not it 1s integrated in
an approach, 1s the frame of the body of theoretical output.
Two other points also emerge: virtually ne attention is paid
to eollective factors that are not strletly of a corporate
kind, such as sociological variables; and, reciprocaily, the
notion of the corporation as a seceilal institution is not put
forward by the thecrists. In other words, the corporation is
entirely transparent in relation to sociological factors; it
neither affects nor is affected by them: )

= gecording to the Individualistle models, the
behaviour of the individual is not influenced
by any rules of conduct that are merely the
extension to the corporation of general socio-
logical tensts;

- as concerns the holistic models, they do not
try to relate the existence of these internal
soclal rules to deviations from the rationalist
norm.

Ono-/ou

-'integrating the ecultural element (and the social structure)
“within a corperate model, we provide a concepiual Tramework

- same framework also throws light on an apparently paradoxal

" between the fact that each corporation develops its own
_’-culture and the fact that the corporate entity has become the
~struetural focus of modern soclety.

_:to suppose that management sclence has progressed and that he

~ himself has been more perspicaceous than his predecessorsj but
-~ another explanation may be that the properties in question did
" 'not previously exisit. In this connection, we tend to favour

S
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In the final analysis (and this to some exbtent upsets
the typology = holistle/individualistic - formerly sponsored
by the author), responsibility for malfunctioning seems in-
varliably awarded to the human factorj either 1% 1s iseolated
and manlpulated to £1t in with set patterns, or it is pushed
Into a corner of some more genergl pattern where 1t loses its
specific influence.

In the following pages, we attempt to show that by

accomodating both the individual and the corporation. This

process: as and when the corporatlon gradually achieved the
status of dominant social siructure, so did the incidence of
i%s internal cultural beliefs become increasingly relevant o
explaining its functioning,. In other words, there is a link

The latter point brings us to make an Important remark
concerning the links between the historieal evolution of the
corporation and the body of itheory accompanylng it: the cor=
poration is an entity which changes over time, so that when
a theorist discovers new properfias in it he may be inclined

the following exposition:

(1) When Mayo describes the Hawthorne effect, he isg
drawing attention to z phencmenon of recent origin
(due, for instance, to the rise in the standard of
living and the cul%ural level of the working class),

(1i) When the corporate culture concept starts %o attract
great interesi, this is because a type of factor
which was formerly less influential, and thus less
relevant, is coming to the forefront.
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3 = A Soclo-Cultural Model of the Corporation

The model we are about to describe possesses four features
which, in our opinion, should be part of all corporate models:

(1) It takes both the holistic and the individualistie
approaches

{2) By taking the status of the corporatlion at any given
time to be the sum of all the decisions previously made,
1t combines a corporate behaviour theory with a decision
theory

(3} The maln factors built into it change over time, making
1%t posgsible to investigate the long-term evolution of
the corporation

(4) These same factors enable us to describe, at any given
time, the interactions between society as a whole and a
particular corporation,

The model 1s based on three types of factor which constantly
interact with each other. However, in the interests of clarity,
we will describe them separately and in turn. Then, we will show how
this model presents the four characteristics enumerated above.
Finglly, we. examine the extent to which it enables us to relate
culture to rationalism.

3.1l.~ The soecial structure within the corporation

It is at this first level that the Individual image
and the corporate entity image combine to act within the
same continuum. Owing to this theoretical merger, 1t is
possible to describe the soclal structure from two twin
standpoints:

- on the one hand, we can say that the social structure
in the corporation results from the intersection between
the corporate body and the sccisl groups making up sociaty
as ‘a whole, These groups are represented within the
corporation by irdividuals whese characteristies form a
"sociological identity" sometimes called the "habitus® (18);

1is confident and creative, and one which is hesitant and keeps
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- on the other hand, we can relate the behaviour of each
individual in the corporation to the chsracteristics
determining in some reéspects (social background, academic,
social and financial status, etc)e.  The soclal structure
is then represented by the pattern of diistribution of those
characteristics, including - it must be remembered - the
ones resulting from the social pattern of which the corpor-
ation itiself forms a parts company-status and past career.

As we have emphasised elsewhere (19), there are Two
kinds of typlcal behaviour within the corporaticn: oue which

to routine. The work of P. Bourdieu et al (20) stresses the
relaticnship between the individual’s behaviour style and his
habitug. This relationship is based on two separatie principles:

- firstly, there is the effect of the mental outlook

- belonging o each particular soclal group {suich as
the confident style of the dominant bourgeoisie and
the painstaking style of the lower orders);

- secondly, the credibility Tactor which compounds the
effects of the mental factor: depending on the nature
of his personal "eapital®? (diploma, social standing,
financial position), the individual 1s granted by his
chilefs - usually drawn from the same or a higher social
class as himself =~ a.greater or lesser measure of :
eredibility, determining the extent to which he is
judged on his initiative rather than on his results.

AlL theée factors cowbine and interact to create, as 1s
iliustrated both by short surveys and by statistical records,
a cleavage betwean the caveers of different categories of
employees. To take the enginesr class, with which the author
has espeeially been concernsd, the gap occurs bebween those
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trained in the specialised technical colleges (which recruit
from the lower middle classes) and perform technical functions,
as opposed to the graduates from the Grandes Ecoleg (an
institution peculiar to the French higher education system,

but corresponding to similar establishments elsewhere), who
find posis on the management side.

The habitus can be consldered mainly as a factor of
differentiated behaviour: providing that the business imperm=
atlve is not overriding (i.e. when there is no obviously
"hest® solution), individuls with a different habitus but
whose functions are comparable (such as ean be explaired by
career length), may mske different decisions fazeed with the
sgme problem, This brings us to a guestion which some of
the theories mentioned above have attempted to address: "In
the individual’s behaviour (particularly the decisions he
makes), what is fo be attributed to the fact of his belenging
te a given company at a given polnt in time, and what to that
individual?s personal characteristics 94 It was in an attempt
to contribute to answering this guestion that we turned to
the corporate culture concept.

3.2 = Corporate culture

Within this concept, we includs. (to enable systematic
description of it) all the specific faetors which impel _
individuals %o subscribe. to certain corporate values. - Some
of these factors are specific to a given corporation, while -
others are related to industry in general; the latter, however,
may ccme to the surface in different ways from ome corporation
to another, For example, the idea of rationalisstion ney
come to have very different connotationss

When we speak of the culbural element - or system = we
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are thus referring to the whole body of perceptions shared
by all the employees of a corporation at a given time, and
. which enable that corporation to function properly. If we
- consider, for example, the decision-making process, we see
" that in most cases the number of varizble factors to be exam—
ined 1s theoretically infinite, whereas most of the individuals
" actually concerned in the decision take 1t for granted that
- those factors are for the main part invariable, varisble only
“within known limits, or of negligible incidence.

As already pointed cut, this system of shared perceptiong,
~assimilated to the point where 1% is often applied uvnconscious=-
ly, tends {o produce standard behaviour patterns; 1t 1s the
result of the corporation’s past experience as interpreted by

those qualified to do so, HMany theorists having an eye to

" the cultural element have considered it somewhat as a remanent
“factor which resists loglecal analysis, go that it cannot be
.regarded as a stable system capable of systematic treatment,.
~It is inserted into our model on the hypothesls that such a
“stable and universal (i.e. applying to each employea) system
ean Indeed be observed within any given corporgtion and that,
. furthermore and most importantly, there ls seme structural
“homology between the systems cobtailning 1h each and every
corporation., This means that a quasimethnographic survey of
~g corporation can bring out the dominant image which prevails
“there, both of the worker and of the. corporation as a whole.

; This hypothesis appears to be valid to the extent that

" itexplains certain functional disparities (due to the inherent

“inertia of the cultural system) and enables us to examine the

‘restructuring potentlal of the corporation concerned. We can

~thus assume that shopflcor organisation reflects a particular
‘image of the worker, and show by experiment that the former

- ecannot significantly evolve unlsss the latter is thoroughly

“ transformed, .

T

*




- cases, this implies an investigation of the decision-making

-rejecting the considerable sum of acquired findings concernin

116

It is here appropriate to come back to the point, of
special importance in the interaction between the social
structure and the cultural system, that the normalising éffect
of the latter iz exerted notably in the context of the scale
of behavioural iegitimacy assimilated by the corporate work
force. As in other fields of social activity, we find that
the individuals from the dominant scecial classes are the most
ready to accept certain tempprary adjustments of the scale of
legitimacy which are inherent in official indubrisl relaticns

policy (improvement of working_conditions, worker participation

in management, and so on).  In other words, the cultural
system’s normalising effect is differentisted according to
the habitus of each employee and to the area of declslon
concerned.

3.3 - Economlco=crganizational contingenecies

What we have said up to now might leave the impression
that our model 1s a rather "immaterial! view of the corporation
and that it fails to make room for some practical constraints
such as market cenditions, technology, industrial relations,
and go on. And indeed, it is a deliberate attempt to get
away from the excessively mechanical interpretations of the
relationships between the variable Fsctors invelved which have!
thus far been the rule. In particular, we hold that. Statlstlc
al correlations established between these varisbles are not
significant in themselves and that, to become mesningful, they
need to be entered into an appropriate overall model. In most

procegsses underlying those correlstions. Wihile nok, of course;
most of the organisational variables, we nevertheless consibr
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them Lo be capable of different interpretations. For instance,
the fact that a particular type of organisational structure
predominates in a given sector of indusiry, or in corporations
of a given size, cannot be construed as meaning that it is

the optimum structure for the purpose. Its predominance may
just as well result from a cultursl congensus within the area
concerned (a topical example is tha%t offered by the French

i egr-manufacturing industry in relation to its Japanese com-
petitors), In other words, we suggest that organisational
evolution ~ which may tend towards generslly homogsneous
structures reflected in contemporary statistical studies -
should be regarded as resulting from a historical process,

“whereas little resesrch has thus far been aimed in this direct-

lon.

The foragoing impelled us to devise a kind of ingtantan-
eous model of decision-effects, investigating how the corpor-
ation moves from state © to state &+ df . Within this
analytical frameswork, contingencies (both the economic, social
and technological ones forming the corperstion?s environment,

and the organisational ones forming that of the decision maker

or makers lnside the corporation) determine a range of posgible
options. Out of this range, only certain options are actually
perceived by the declders, depending on their personal habltus
{most of them, making necessity a virtue, tend more or less
unconseiously not to become aware of options they could not
fulfil)., Then, as we have already seen, the dominant culture
within the corporation awards different degrees of legitimacy
among the remaining options; but the personal habitus of a
decider may incline him to take more or less notice of this
informal discrimination.
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The organisational contingencies thus represent for
us the same set of varisbles as is meant by this term in the
context of conventional corporgte niodels, but their shaping
effect on decisions 1s variable:

- if there obtains a strong "business imperativen,
such as when the available options can be guanti=-
fied and filtered through an established evaluation
system, and it is fairly easy to come up wilth a "best™
solution recognised by all, then the incidence of the
other dimensions is limited or takes expression only
in secondary effects, i.e. not affecting the economic
weight of the decision but sometimes the way the
solution is applied (it quite often happens that
several alternatives all lead to the same result in
purely accounting terms);

~ on the other hand, there may be a need for deeisions
that are just as important to the corporation, but
which 1le in less familiar areas: entirely new
situations, declsions of a more qualitative kind {such
as concerning the nature of an organisation project,
rather than its investment cosﬁ) Here, the over
ridlng influence may be wilelded by individual deciders
ugsing different arguments (technlcal emphasis, market-
ing emphasis, ete).

In fact, the assumption that a current decision situation
is broadly similar to many others that have already been
handled, is often itself merely a presumptive décision not
fully proof agzinst rational examinationy it assumes in effect
that many relevani factors have since remained unchanged, which
may be gquite untrue. On a later page, we will discuss a case
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ﬁh@re the culbtural factor influenced consideration of the
continuing validity of earlier solutions.

3.4 = The corporation, History and Soclety

The model we have Jjust outlined comprises three types

- of factors which intersct in the short term and can be used
- to explaln corporate evolutiom over that term. At the same

time, however, each of these explanatory factors is modelled
by its own histery and thus forms part of an overall pattern
of change. It can be considered that, ai any given time,

.Bhis general trend 1s defined in relation to two:axzes:

- a diachronic axis, which represents the transformation
of the explanatory factors over the historical term
snd also the changing position of the corporate instit-
ution in relation to the society as a whele

- a synchronic axls, assoclating the characteristics of
each cérporation with general trends applicable to
society as a whole at that time, resulting from extensw
ion and balancing procedures based partly on the
various other ingtitutions in what we call the "interm
enterprise spacel.

These two axes can be depleted as in the foliowing

 - dlagram: ——

rpr;gg i
I Time axiss
: L\ inter-active
erprtge————— PREp LD branstome
' ; ' : 3 factors

structural homology
of factors in each enterprise
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The evolutionary irend followed by each of the
three components of our meodel can be decribed as follows:

= the main long=term develapment affecting the
cultural facter is the phenomenon deseribad by Eliasy and
which we have chosen to call the "industrial givility"
Factor®., This corresponds to the gradual géneralisation
{through assimilation by inereasingly large sections of the
community) of certain values which first gained recognition
in the corporate world: the value of time, the work ethle,
and so on,. At given %imes, fthe spread of these values 1s
effected by various sgencies working on different levels but
g8ll carrying messages In some way related to the entrepreneuria
ideal (schools, news media, ete)s

= the gtructure of society changes with the emergence
of new professicnal cccupations, initially defined in terms
of corporate funetions, but whose members gradually come %o
constltute new social groups forming their own life styles.
This glves us a gradual diversification of the soclal structwe
in response to the specific requirements of the corporations
the social hierarchy within the corporatién depends, In return,
on that which governs scclety as a whole at any given point
in time, Thus, having first contributed %o forming the
soclal environment around it, the corporation finds that its
own structure comes to be Influenced by the latter;

= the underlying trend affecting organisatiornal conftine

gencles can be identified as, on the one hand, the development
off ﬁew'management techniques and procedures and, on the other
_hand, the emergence and extension of new organisational
patterns which add to the store of those already tried out,
At each given time, various agencies contribute te propagating
these techniques and patterns, through the work of consultants;
researchers and others who charnel the new developments within
the interwcorporatien fabric, :

lOlﬂ/.!

The fact that these three components of the model™®*
vary over time implies, reciprocally, that by follewing
them we should be able $o comprehend the long-term changes
taking place in the corporation. This iz one of the
reasons for our assertion that the model described is a
relevant one: it reflects historical developments and
establishes a relationship between each corporation and
the soclety in which it lives.

This is the property which enables the model’s
application te studying the twin movement referred to at_
the start of his paper, and which results in a change in
the signification of the corporation:

« the corporation tends to affirm its own logic by
imposing 1ts own rationalistic values en 1tk social
environment (conduct, speclalisation, techniques);

= from being a structural mover; i1t becomes, as from
the point where a certain equilibrium is atfained
between 1t and its soeilal context (thereby becoming
the foeal institution in the society), itself an
object of gtructural change in the hands of exbernal
soeial influences.

gur earlier dlagram can thus be enriched as follows:

time-

industrial civility

transformations

business professions
becoming a new social
group

new techniques and or-

ganisational structures

direction of dynamic and compounded
transformation
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3.5 = Culture and rationality

Wo have suggested several reasons behind the facth
that, over the long term, an inecreasing discrepancy is to
be observed between the early rationalistic theory and the
true current status of the corporation. However, these
reasons concern the corporation considered as a social instite
ution, and this is a concept which extends outside the time
scale applying %o a corporate employee or to any one corporate
entity, such as has been the scope of past theories,

If we now return to considering the short-term function-
ing of the corporation, applying the model just described, we
find that there are several types of relationships between the
cultural and the rationalistic components of the problem:

(1} Classical economic theory assumes that decisiong
are made in the light of full posgession of all the factors
involved. In actual fact, however, our span of knowledge is
limited, as 1s the number of Ffactors that can materially be
handled. When making a decision, therefore, we are bound to
formulate a large number of working hypotheses (mos? of which
are in faet implicit) as to the varilabllity and incidence of
many relevant factors. Glven that these hypotheges cannot
be supported by scientific evidence (there being no diseipline
able {o predict the behaviour of & given type of individual
in given circumstances, or to guarantee that the optimal
produetion process for a given purpose will, in tet years?
time, be of a given kind) it is legitimate to describe them
as "eultural® hypotheses within our meaning of the terms:
most declsion-makers accept them to be Incontrovertible truths.
Thus, the cultural factor is closely linked to the formulation
of ratlonglistic declslons: i1t enables an infinite number of
unknewn factors of declsion to be reduced to the small number
which 1s actkally considered. This is one of the reasons
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why we refer %o the cultural element as a "pseudo-ra?ionii_
igation¥: 1t 1s an egsential aid to developing "ratlona‘t
analysis {(comparing options in quantitative te%ms), andl;

guldes decision-makers just as firmly as do seientifically

astablished facts.

(2) The eultural factor also helps to understand the
dgifferences between the rationalised model and the observed

ime fackor and the
1th respect to integrating the t
o it ’ According to

the theoretical principles of rationalisation, the corporation

. should:

- congtantly adapt itself to ensure that its structure
remains in line with the optluum model,

- adapt all its sub-structures in conformity with that
model.

In pracfice, however, such a permanent proces% of
" pestructuring is not feaslble, and any corporatlon 1? which
@ach department practiced 1lts own separate organisatlonalt
principles would be quite unmanagable. Therefora, excep o
" for a few pericds during which a corporatlon is both perfactly
. adapted to its environment and internally efficient, it tg i'
lasser or greater extent deviates from the theoretical model.
““phis is a source of weakness in the corporation, since somei
participants in its management may seek, in the name of ratione
: alisation, to cenvert their pariicular depariments to alnewl
:structure which is demonstrably superior in.the purely loca
Whenee the risk of friction and econflict.

The cultural Ffactor must therefore intervene Lo cover

3 up the gaps between points of optimum structure which 1n

practice can be reached only sporadically. This gives us
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a process we can deplcet as follows:

- point of
s ophimum

The above observationsg concerning tha relationship
between the cultural factor and the rationalistic ideal are
illustrated by the two examples to which we now turn.

o time theoretical
[ ! economic ideal
;%GOM in terms of inm

ternal organisat
inereasing deviation ion and adsptat=
mgsked by cultural ion to the outer

factor until resuliing environment
overcost becomes out of

proportion to cosgt of

reorganisation

This establishes a link between the functional appli=
cation of the cultural factor and the deviations from the
rationalistic norm marked by the corporation. The greater
the deviation, the greater the need for a cultural counter-
weight; and, conversely, we can say that, in terms of the
cultural factor, the rationalistic optimum is the zero point
‘of gignification,

The eultural factor thus has a twin role to play: in

the short term, it enables decislons to be mede; d1n the medium

term, it avoids confliets within the corporation. This
functional role sxplains why some elements of the cultural
Tactor are closely determined by organisational contingencies,

It forms a kInd of sereen and a link between those contingencies

and the genersl social structure: in relation to the former,

it bends to comply with corporate necessitiesy in relation to

sociefy generally, it tends to avold conflicts by normalising
individual behaviours. Consequently, 1t can be deseribed as
one of the means by which the corporation tends towards the
rationalistic optimum, and whereby that optimum is defined in
terms of only a fraction of the complate range of possible
optlons.,
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4 - Two Case-histories Relating Culture to Rationality

The following two examples illustrate some features of the
1link between the cultural factor and the rationalistic ideal which
has just been evcked.

= The first case concerns change in the conditions of msnual
work in industry

= The second is an account of how new technology transformed
condifiong of office work

They have In common at least three features that are particul-
arly relevant to our subject:

=~ both studies were performed recently and covered gz
limited time span, but thelr findings pointed to the
importance of past events in leading to the current
state of things;

=~ they both bring out the dynamic interaction between
lnvestment and organisatlional decisions on the one
hand, and stereotyped worker images om the otherj

- finglly, they both describde the implementation within
a corporation of a type of intellectual approach which
contained many ideas brought in from ocutside and followed
unorthodox lines of reasoning,
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On the cther hand, the two cases differ in a major respect
whose importance will emerge later on:

= the first instance 1s concerned with an employment
category which has for long been regarded as the focus
of the productivity drive: the shopfloor workerss
whereas the second deals with a category which until
recently had been immune from attempts at rationalisation:
secretarial staff.

4,1 = ghopfloor reorganisation (21)

This case~history refers to two field surveys performed
between 1972 and 1978. Between the two, we were ahle to
ohserve a major transformation in the outlines of the worker

- image, together with the consequences of this in organisationm
al terms. Where France is concerned, it can be said that
this transformation = coming more than half a century after
the earlier stereotype gained currency - has been a slow
process. Some of the reasons behind this slowness will
emerge from the following sccount.

Pirst of all, we shall recall the beginnings of the
traditional worker steregotype, and show how it engendered
production procedures and systems regarded as rationalistic,
Then, we go on to explain why some organisational implications
of this image were brought into questlon, and to describe the
two approaches adopted by the corporatiocns concerned with a
view to overcoming the difficulties belng experienced. Fingle
ly, we tdentify those impliecatlons of the new organlisation
systems which can be attributed to the gradusl change of image.
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4,1, = The Taylorist image of the factory worker

Although it may seem somewhal irrelevant to go back
to such an ancient theory, there iz no doubt that Taylorisn
still survives widely in France, through the prineciples of
the assembly line and the proeedures of investment evaluation.
It can also be regarded as the scurce of an underlying worker
stéreotype that still remains current.

The preoblem arising at the stari of the Century was
" that of how to reconcile the apparently non=rational behsviour
- of individual workers with rationalised production systems,

To be more precise, how to attain output aims with a minimum
"labour force, given the organisation systems and the technology
then avgilable; to put it In another way still, how to
determine the maximum output capacity of a worker in those
same conditlons.

) Through observation and experiment, Taylor arrived at
two conclusions:

- workers preferred short and well-defined tasks;

= plece-work was the most efficient basis of remuner-
atlon, and the least open %o eriticism or complaint.

Given these premises, 1% was possible tc employ an
individual as part of a process in which he performed precise
but limited tasks. The definitions of these elementary tasks
‘were to be made by specialised departments using sclentifie
- methods fors

« breaking down whole jobs into a set of basic meotions,

- allotiing a time to each motion by reference.to a
schedule drawn up in %the 1light of timeeand-motion
studles,
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~ reconstituting from these mobtions a serieg of
work=station tasks of roughly equal duration to
each other,

~ astablishing a relationship between the sequence

of thogse tasks and the equipment composing an assemblf
line.

The consistency of this system, together with the
reagsuring effect of Its sclentifically-based evaluation
practices, readily explain why it has proved extremely
difficult to move with the times.

' The worker stereotypeevolved thus makes it possible
to use precise methods of caleulation to determine the optim
production system. These new work-study methods came %o
supplement the existing methods of evalnating investment
projects by comparing discounted capital costs and operating
costs corresponding to alternative options.

4,1.2 = The first cracks in the facade

However, in the early Seventies, two sets of factors
combined to bring certain aspects of the system into question,
Firstly, there were factors affecting the gociedy in genergls

= the aftermath of the May 1968 disturbances, which gave
volce te aspirations for a better quality of life, as
oppesed to higher standards of living, and signalied
the downfall of arbitrary authoritsrisnism,

From the organigational standpoint, the conseguences of
thig extension of methods of calculation were of two kinds:

- firshly, technical authority was transferred from
the workshops to a centrallged Order and Wethods
department enjoying the scientific computing facllite
described earliers

~ then, a series of short=lived but determined strike
actlons which drew extensive comment in the media and
brought major economic sechtors to s standstill.,

There thus emerged two different motives For unrest,
both revealing the fragility of the production system and neither

capable of being appeased by merely increasing wages as in the
past.

~ sgeondly, in industrles such as car-manufacturing,
where re«tcoling is a regular necessity, this 0 & Mf:
department tended to organise itself as an assembly;
line for producing assembly Iines.

Secondly, there were factors directly connected with
the industrial world:

The Taylorist model ean thus be assoclated with two
types of consequencess

- firstly, the definition-of rules for applying highly:
developed methods of scientific caleulation, these
also extending to cosi-control purposes;

~ absenteelsm, worker turnover and the rate of manufact-
uring defects gll increased sharply,

-~ the production system lacked the flexidbility needed
-~ secondly, centralised consolidation of all the to cope with foreign competition,
decision centres concerned with designing and

; ~ the Increasing diversification of product design was
operating the assembly lines.

seen to be in conflict with the principle of standarde

isation which had thus far justified the assembly-line
system.
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out of these considerations there developed a movement
wiich soon aifained & consensus of opinion = having attwacted
support both from the government and from the employers = and
became known as the movement for Better Working Conditions.
One of the main justifications underlying this was the fact
that, while living standards had risen substantially during
a long period of economic growth, continuing poor working
conditions were the cause of worker dissatisfaction resulting
in greater absenteeism, bad workmanship, and so on. This
marked the appearance In the corporate philosophy of elements
of a different essence than had hitherto heen the case (partic=-
ularly as concerned Taylorism). We shall now see that the
lmplications of the movement were interpreted quite differently
from one to other of the two undertakings covered by our study,
owing to their different organisational systems.,

- The Rensult Corporation

This iz an example of a corporation which has carried
Taylorist principles to a point of exireme:

~ the assembly line is virtually the sole production
system in force,

- technical command is highly ceniralised,

=~ classical cost=accounting methods are applied %o
all investment projects.

The way in which the Better Working Conditions policy
was introduced was consonant with the above basic principless
the management set up a central unit responsivle for studying
the question. This urit then proceeded to develop a method
for comparing plant equipment ag objectively as possible, i.e.
on the basis of quantitative criteris such =g the physical
strain, monctony of work, and nervous stress, involved.

This approach was fairly consistent with the fact that
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is The Creusot-ioire Company

This company makes more diversified products, with
.1ess detailed pre-processing of the work, so that it employs
‘workers wlth higher job qualifications. . When introducing
“the Better Working Conditlons policy, it was concerned not to
zfackle the consequences of the worker stereotypes-evolved by
‘Taylorism, but to change those siereciypes thémselves. A
sthe time our study took plsce, the company was dealing with

- the problem of adapting its production capacity to market
:fluctuations. However, since 1ts production was relatively
diversified (lathes, presses, furnaces, machine~tools, ete
 not specific to any particular end-produck), the greater
'flexibility needed had to be achieved at individual worker
level: mainly by reorganising systems so that the workers
}could exercise more initlative and would have a greaier feeling
2'of responsibility.

In view of the productien structure of thls company, it

is natural for technical authority %to be located very close to
'.tha shopfloor concerned. In conformity with this decentralised
organisation, the management encouraged the shopfloor supervisors
to work out local solutions to the general problem described
ﬁbova. It merely lald down the overall policy framework, which
constituted the go-shead for implementing a Better Working
6onditions Policy within the corporation.

This led to the setiing up of a wide variety of experiment-
éi projects, ranging from what were known as "Progresgs Groups"
(forerunners of the present Quality-chasing Groups, but run on

‘s less formal basis) to t*self-contained workshops®. ALl these
.éxperiments had one thing in common: they relied on more-or-less
. permanent consultption among the shepfloor operatives: for
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the unit’s assignment was to develop a tool which the ¢ &M
specialists could use to gulde their decisions in the light

of BWG policy criteria. In relation to this impiieit aim,
the unit can be seen to have Ffailed in its %task: the ¢ &M
Department did not introduce any wider method of costeevaluat=
ion guch would have allowed For the egtimated costs on account
of sbsenteeism and poor workmanship.

Vevertheless, the unit?s work exerted an indirect
influence: owing to the ?ublicity it attracted, some of the
shopfloor managers felt that they could legitimately suggest
alternatives to the agsembly-line system, although being
bound to rvemain within the existing rules governing investment
optieng: 1if a factory layout promoting improved working condl
jons were to stand a chance of being adopted, It had also to
represent the most costweffective Investment options  This
led to further oxposure of the limitations of the assembly-Iin
system: it could be replaced by a more cost-effzetive ona,

However, initiatives of this kind brought sharply into
question some of the tenets derived fromﬁTaylorist prineiplesy
ineluding that awarding decisional supremacy to the © &M
Department = a veritable State within the State. Consegquent!
with the exception of a few marginal experiments {paint shops;
engine relining) this approach was abandoned, EBwen if it
tended to perpetuate the Taylorlst model (assuming that better
working conditions would reduce sbsentesism and btad worlkman- :
shipy without undermining the productionwgsared system as a
whole), it threatened too many organisational interests,  The
corporation thus favoured reccurse to the alternative approach
which wlll be discussed hereunder and which is both more
radical in principle and more conservative in 1ts struetural
effects.

!.l 010/0:.

133

sharing out work between themselves, evaluating proposed
equipment changes, or fixing hours of work. Other Taylorist
principles were also thrown overboard, such as by providing
for more systematic discussion between shopflcor operatives
and the technical management staff, mainly on day-to-day
matters, but also concerning issues of more general interest
such as the state of the company?s order~books or its bread
technological options. Cne of the aims of this policy was
to enable problems to be handled at the Iowest level where
the necessary competence and knowladge were 10 be found.

4,1.3 = The recant developments

The two studies outlined above correspoﬁded to the
early days of the BetGer Working Conditions movement and are
not necesgarily representative of the latter?s overall effects
within French industry, but we feel that they.bore the seesds
of the most tyflcal reactlions everywhere. Before golng any
further, i% is approprigte to recall that the movement was
not to survive beyond the advent of the eccnomic crisis, which
made 1t less credible in the eyves of the workers and contributed
to attenuating the incidence of underlying factors such as
high labour turnover and absenteeism, By 1978, almost all
of its effects had disappeared.

As we saw earlier, there were two alternative solutions
availlable to deal with the problems which had arisens

= either to establish new and more restrictive rules
of reform, within which the original Taylorist
prineciples stoed some chance of surviving, ag was
clearly implicit in the Renault Corporation’s
approach to the extent that the implementation of
the BWC pollcey at no time supposed that the worker
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could be asked to discuss his job, being content
solely to consider job-station amenity in relation
to standards evolved elsewhere;

- or partly to abandon the old system, replacing the
image of the "dumb robot™ worker by one of a worker
qualified to express himself sbout his job and able
to adapt to more varied and less predetermined tasks.
To use the terminology of human communicgtions developed
by the Palo Al%o school, a linear and mechaniecal modal
ﬁas reoplaced by a reiroasctive and cybernetic model.

The following relationships can be put forward in an
attempt to interpret the trend in more general terms:

= the workers studied by Taylor had@ - as he himself
made plain - only recently left a rursl environment
to enter factory iife. His depiletion of them was
not merely geared to the needs of rationalisation, but
was also the reflection of a lack of technlcal and
culbtural benchmarks on the part of those workers;

= the “eybernetice! model emerging over the past few
years is the expresgsion of a rise in the social and
technical culture levels of the working class; a
development which goes back much further, but becomes
truly relevant in concomitance with certain corporate
Tequirements (such as flexibility of production),

From this angle, 1t i3 agsain possible to understand the
difference in the strategies adopted by the two corperations
in gquestion, The first employs mainly immigranit workers
who, in the eyes of the management, had 1little contribution
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to make in the way of technical suggestionsj whereas the
other?s factories are sited in areas which saw the first
stirrings of French industry, so that many of its workers

have a long industrial tradition behind them. The inherent
characteristics of the working population are thus gradually
becoming a factor in the organisational concept, and it can

be said, even, that the overall efficiency of a working organ=-
isation will eventually depend on the cultural level of that
population.

An important stage in this trend, and one which also

refiects a departure from former worker stersoiypes, was the

appearance more recently than the above studies of what are
lmown as "Cercles de Qualité" (quality-chasing groups). These
emphasis the importance of highly-decentralised aommunication
by providing procedures for the local formulation of worker
expression., The basic principles are briefly as follows:
operatives are provided wlth slementary statistical data and
metneds of diagnosis based on chalns of causality, enabling
them to formulate local improvements in the production process
and then %o discuss this first formulation with appropriate
speclalists working in the factory. Remembering our earlier
statement of ‘the general principle underlying the trend of
industrial intercourse (workers become Increasingly aware of
the consequences of thelr behaviour in relatlon %o the life

of the corporation), it ls clear that these Cercles de Gualité
are one of the first deliberate applications within the corpor=-
ation of what was at first only a general factor of normalis-
ation throughout the society. The corporatlion is thus again
seen to be assimilating a form of logic which was previously
external to it.

This trend obvicusly deviates from the rationglistic
model, if we mean by the latter a system which relies on cost-
accounting to dictate the detailed workings of the production
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facility. Costing is still the bgsis for investment

decisions, but the true performance of the option thereby
adopted depends increasingly on worker behaviour, especlally
where Cercles de Qualité exist Lo corresct gberrations in the -
theoretlcal aséumptions guiding the decislon-makers.

As things stand at present, we seemingly have a
rgrgnsitional® worker image comprising two facebs:

- the first aspect, being in agreement with the
rationalistic ideal, comes into play when decisions
are made and corresponds to a typical attitude to
the job,

~ the second, corresponding more to the btrue social
snd. cultural personality of the worker, represents
the latter?s imaginative potential as it can be
released when suitably "sympathetic¥ procedures 1lik
the Cercles de Qualité are in force.

It is true that, for the time being, it remains to find
a way of integrating %his second aspect in a structural model
of corporate management and control. A potent instrument ié
seen to exist, bubt a precise evaluatlion of ifs performance
has not yet been reached.

4,2 w The secretarial function (22)

The secretary?s job can in many ways be considered as
the antithesis of that of the workman: the one is on the
ouber fringes of the corporation’s industrial purpose and
performance in terms of added value, whereas the other is
central to it. The difference is further accentuated by
the behaviour of the secreiary, doing her best to avoid heln
confused with the shopfloor operative despite a number of
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simllarities between the two situations: ahsence of career
prospects, limited scope for initiative, generally low wages.

This Mresistance! displayed by secretarial workers may
be the reason for the limited penetration of the principles of
rationalisation in their area. The way in which an office
works still depends mainly on the personalitiss of the people
in it and, above all, of those it serves = i.e. the higher
executive or executives controlling it.

The study on which this paper is based was carried out
in ths offices at the headquarters of B4F, the French electricm
1ty generating and supply organisation. The assignment was to
examine the practlcal posgibilities of introducing in the
secretarial offices the modern word=-procesging and telecoms
manications systems known collectively as "office computer
systems™, It was a follow=-up to an earlier study in which,
in conjunction with EdF's own specialists in the field, we
compiled forecast scenarios covering the introdvction of these
systems ab a more general level.

These scenarios had had the effect, followlng wide inbemsl
circulation of them prior to publication, of provoking relevant
observations from the secretarial workers and of awakening a
kind of collectlive awareness of the subject.

We took advantage of this surge of interest by forming
two study groups, composed of secretaries and executives
respectively, who were asked %o think over the organisational
impiications of introducing the new systems, together with
related questions of training, qualification and career prosg-
pectse

--o-/o-



138

4,2,1 w The secretariat

The situation of the secretarial staff of EdF at
the start of our gssignment was characterised by a number of
features of such a general nature that we ean legitinately
assume it to be relevant to many other corporations.

That sltuation can be examined from the twin standpointg
of the work perfcormed and the status of secretariat staff
within the . corporation:

~ the work performed has some features bringing similarity
with that of the corporate exzecutives, and others which
correspond to fully subordinate tasks. There is a hard
core of activities associated with gll secrebariats
(typing, filing, cali~taking, appointment-making, and
g0 on), but some of these can be performed in a large
number of different ways. Furthermore, this core is
surrounded by a multitude of other tasks which differ
from one secretariat to the next, so that ftwo main
characteristics emerge: each secretariat seems to be
different from all the others; and the seguence ‘of
activities seems to be unforeseeable.

The subjective tone in which these observations are
framed is due to the faet that the secretaries themw
selves emphasis the differences in g manner which well
illustrates the ambiguity of their position: they set
store by this erratic pattern of their job, in that it
underlings their personal organising abllities, but
they at the same tlme make it a mabier for complaint;

- the special status of the secretarial funciion is derived
from the fact that it is not part of a chain of functions
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such as to some extent links those of operative,
techniclan and engineer, at different levels of
technical knowledge and. power of decision. The
secretariat is isolated in &wo ways: firstly, 1%
leads nowhere and is nob part of a career plang
gecondly, there is no corporate institution te
unite the secretaries for such purposes ag central-
ising their problems and expressing their collective
aspirations.

Here again, the secretaries themselves adopt an
amblguous attitude by regretting the absence of
career prospects, whilst at the same time identifying
themselves closely with their present functlons and
thug leaving little room for mobility.

The various characteristics just summarised attempt
solely to illustrate the specific gstatus of the secretariaf,
which appears to have doveloped over s long period, without
being affeeted either by costing procedures (no attempt is
made to determine the costeeffectiveness of providing a given
type of executive with a secretary) or by work standardisation
(such as by standardising methods of filing). It is as though
the secretariat were too close to the management for certain

rules of organisation to be applicable to it. The secretaries
themselves thereby enjoy the status symbols attached to their
Joby but suffer material disadvantages.

The elements of that situation have become accentuated
with the advent of office computer systenms.

4,2.2 = Office computer systenms

The systems which came onto the French market some five

" or six years ago (at least, as concerns the word-processer,

which had the most spectacular short-term impact) possessed
three characteristics explaining their marmer of introduction
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inte the corporation considereds:

= they are based on computer techology (micro~chips,
sof tware) but, as concerns the first generation at
least, could not be programmed by the user or take
modified software; :

= they are designed as a replacement for the ordinary
typewriter, and thus to be used in secretariatbs;

- their cost (between 50,000 and 100,000 Fs) is within
the range where procurement can be authorised at a
fairly low level.

The first point explains the small interest displayed
by the computer pecple: single-purpose systems with no pro=
gramning capabllity.

The second point is to be seen in conjunction with the
fact that there is no central level responsible for evaluating
the problems and methods of secrefariat operation, such as =
might otherwise have gquestioned the usefulnegs of the items

concerned.

Finally, the relatively low cost involved meant that th
equipment could by purchased out of current expenditure appro
priations, rather than on capital investment account, so that
its purchase was not subject to budgetary planning and contro
procedures. '

These considerations explain why, at the time they caﬂe
onto the scene, office computer systems had not claimed the
attention of any of the senicr levels of the corporation?s
management {in computing, operations, accounting cr planning}
A typilcal outeome is that the gssignment referred to above{
concluding with the presentation of forecast scenarios, was
ordered by a division of the corporation responsible for
information and public relations. The challenge, not havin'
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been taken up by the senior managgement, might have been
seen by the secretaries as an opportunity for themn.

44243 = Strategic options of the secretaries

However, it so happened that the secretaries did
not exist as an organised group and, for the introduction of
office computer systems to be influenced in ways conducive to
meeting gsome of their asplrations, it was essential for fthem
to speak with one voice. This was gradually achieved through
the action of the two study groups mentioned at 4.2 ghove.
We cannot speak realiy of a strategic option, however, since
this would have assumed an informed view of the issnes at stake.
It was only through the process of eollective reflection, when
we were urging the secretaries to state their position, that
the later was formulated in a cokerent manner. The basic
ideas expressed were the followings:

- the systems being introduced into the secretariats
lmwply constraints which it will be hetter to deal
with on an overall basis. There thus arises a risk
of standardisation of work, except if the secretbary
is not just a mere user of the system, bﬁt to some
extent its master;

this mastery will not necassarily be acquifed b& each
individual, since there may remzin soms gsecretaries
who are no more than blind operators, but the secret-

aries considered as a kind of cerporate body demand
the right of access to its

= it 15 not a gquestion of technical expertise, given
that the systems and software are purchased in full
and final working order, What matbters is the right
te decide how the systems will be used, how they will
be incorporated in the work process, and so ong
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- the specialists in this area should be recruited
from among the secretaries, who are the only people
with practical experience of the work concerned.
This is thus an opportunity to define new job
categories and set g career pattern going from the
operator to the office systems expert.

By reference to these ideas, the secretaries? gtudy
group drew up a document containing what it considered to be
reasonable recommendations with & view to proper exploifation
of office systems, and fceusing on speecific peints: training,
careers ang new Jjob categoriES, work-station organisation,
and formulation of a corporate policy of implementation (23 ).

4,244 = Lessons for the future

From the overall thecretical standpoint, the new
of fice systems correspond to the appearance of technologieal
investment reguirements in an area where virtually none had
thus far existed. It could have been expected that .the
introduction of this new element would bring a change in the
rules applying to secretarial work, such as new investment
control procedures and the standardisation. of work processes;
in other words, that - as was the case Tifty years ago with
respect to factory work - general ﬁrinciples of work orgénis-
ation would be established in a scientific way.

This has not been the case: the relatively low level
of rationaligation in the secretariat (as compared with that
applylng to matters of productive investmen®, with its strict
procedures and criteria) remains unchanged to the extent that
the workers directly concerned are seeking to take organisat=
ional control of the new systems, a field left open to them
by all sections of menagement.
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This contains the longer~term implication that the
theory saying that the sectors- involving the highest invest-
ment cost are thHose subjected to the strictest calculations,
1s on the way out. It would be unwise to assume that our
example is a fregkish one, and that even if hundreds of
word-proceszsors are installed in g particular division of a
parflcular corporation, this does not amount to much in general
terms. A more realistic view would be that it is a significant
illustration of an overall trend identified by a number of
observers during redent years {24)¢ in the industrialilsed
countries, the workerg engaged in actual transformation pro-
cesses (from factory operative to sheopflcor manager) now
represent less than one-quarter of the total active population,
and the remainder are in one way or another concerned with
data processing operations. It is as though the metheds of
scientific organisation, which made an effective contribution
in the field of productive investment evaluation, were to
prove much less relevant in connection with investment in
the processing of information,

Seen from this angle, the secretariat situdy just outlined
(which is currently belng extended to other and more central
parts of the administrative realm: accountants, personnel
menagers, etc (25) ) forms both a counterpoint and a further
gtage In relation %o the Creusot-~Loire study:

~ the capital-intensiveress of production indwstry, and
the labour forece it empleys, are in relative decline
and corporate decision procedures are less rational-
1stlcs
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= the capital-intensiveness of data-processing activities
is inereasing sharply, more workers are involved in
them, bu% rationalistic decision procedures - already
much less prevalent in this field - are gaining no
ground in an expanding sector.

5 = 4 Belativised Eplstemological Approach

Many authors hold that the prineiples of theoretical
investigation applied to the physical sciences can be direeily trans=-
posed to the soeial sciences. The following brief example shows
the shortcomings of this assumption.

In a well=jmown work (2s), the French eplstemologist
Gaston Bachelard considered the way in which a problem of physics
had been handled from one century to another: the problem of
thermal propagation In solids., One of the fundamental demonstrate
ions to be made was the following: when a bar of a pure mefal is
heated, its volume is modified. What is the law relating the change
in volume to the rise in temperature ?

This problem gave rise to two stages of investigations

- the first stage consisted in a phenomenological study
of the phenomenon, i.es based on reiterated observation
of the wisible effects. It led to identification of
the specific heat factor, whilch depended on the nature
of the metal and whose coefficient enabled the formuie
ation of a linear relationghip between the expansion
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of the metal bar and the increase in temperature;

~ the other and later stage referred to the analysis
of the internal crystallographic structure of metals,
which explaing how the volumetric change comes about.

There wag thus, on the one hand, a remote approach
considering merely the wisible factors external to the metal bar and
building conclusions on a gbatistical basis, and on the other hand,
an gnalytleal approach describing the visible phenomena in terms of
internal variations on a microscopic scale.

" Coming back to the corporation, and considering the
“individualisticH and the "holistie" theories defined earlier in this
paper, we can establish a parallel between the latter and the two
stages of investigation just guoted. However, a fundamental differ=
ence arises from the fact that the metal bar observed 250 years ago
and the ones analysed today can be assumed to possess the same
properties, whereas the same camnot be sald of historieally remote
corporaiions. As we saw In Part One of this paper, there is also'
a third dimension to be considered, that of the corporation as a
soclal Institution. The latter changes over time, implying that
the notion of repeatable experiment loses 1its signification and that
the concepts applied to explaining factual situations may have a
changing significaticn.

At first sight, 1t appears thal the true concern of
corporate theory 1s encompassed in segment I of the following diagrams

X Corporate Soclal
Individual entity ingtitution
%, e Pt FEE—— I
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However, when observation and concept fail to allow
for the third dimension (II), we come up against difficulties
which corporate theorists have recognlsed, and which explain why

the progress of Imowledge in this field has not been a cumulative
process.

It is for this reason that we are impelled to suggest
concapts that are in harmony with historileal change. As will have
heean ﬁated, these concepts are still related only %o very general
factor:, such as the soclal structure, the cultural element, etec,
It will certainly be relevant to continue along the same lines with
a view to establishing continuous long-term relationships between
observations of a more precise kind; for example, how to relate
Lewin’s leadership concepts with the 3 Theory, or Mayo’s concept of
amblance wlth that of J.i.C, Brown.

in effort in this direction would require a comparative
review qf all stages of corporate theory, not merely with a view te
determining which theorist comes out best, but aiming to identify
how concepts have themselves evolved: such as when a previously
valld concept suddenly becomes .irrelevant to understanding a set
of genulnely new circumstances.

-oo./--

147

6 = Gonclusions

The corporate modei we have just described is no doubt
still more of a concepiual model than an cperationaimodel; 1in
the sense tha%, in relation to a concrete situation, the
cultural reference can explain saome behavioural mechanisms,
but that it seemsg unrealistiec to hope to make systematic
studies and comparisons of different eultures such as the
anthropologist can attempt in relation to primitive sccietles.
Where our theory is concerned, at least, culture is not.an
atutonomous entity.

In the preceding pages, we have attempied to suggest
that many theorists, although acecumnlating a conslderable mass
of empirical evidence, have falled to address a sufficiently
broad theoretlcal canvas and thereby done nothing more than
partileipate in the process of corporate evolution. In Tach,
some past theorles can be construed more as corroborations of
current ldeologleal theses concerning the corporatlon, than
as true explorations of current corporate processes.

Having thus set the axiomatic scene, we would wish to
make further advances in two directlionss

- firstly, by bringing foeus to bear on more specific
case=studiess;

- secondly, by examining the contributions which this

related disciplines such as economlic history, socio=
logy, economics, and so on.

: As concerns a study of the corporation from the eultural
standpoint, all still remaing to be done; this is ineviiable to the
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model canh recelve, as well as those it can make,béy from




extent that, in our belief, it 1g only recently that the
types of factors concerned have come to the fore, not only

in the minds of the researchers, but also in the aetual lives
of corporations,. EBarlier, we suggested that this emergence
of the cultural factor resulted from the fact that the
corporationesocialeinstitution has moved to become the focal
point of the whole soclety. Iwo arguments can be put forward
to support this ldea:

- firstly, with the development of the process of
Industrial civility -y the rule of foree gives way
to that of reason, so that the corporation ean and
must sstablish 1ts identity on the cultural planes;

- secondly, when the corporation takes up a more
central position, it comes more into contact with
more of the other sccial structures and becomes
one of the theatres of cultural expression.
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