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POUR LE CENTRE DE RECHERCHE EN GESTION DE L'ECOLE POLYTECHNIQUE (PARIS)

Vincent Dégot

It is reassuring for the Editor of a new journal to know that he is personally
acquainted with almost all of its readers. Nevertheless, however satisfying these
relationships built up in the course of the various events organised by SCO0S, I
hope that this cosy situation will net last too long and that the famillar faces
wiil scon be joined by new ones,

Why, you may ask, has SCOS now decided to have its own journal ? As is
customary on these inaugural occasions, let me explain what we had in mind :

= Firstly, SCOS has been in existence for nearly four years, and many of
the Board members felt that to continue on the same old lines - running
an annual conference and publishing "Note Work™ - could lead to
stagnation, or even recession. During 1985, in the wake of the Lund
Symposium, we reached a capacity threshold : the energies and coverage we
now represented could be used to do much more than just arrange meetings
(which, as I am only toc well aware, relies mainly on the energies of one
appointed organiser, sometimes helped by wife and close colleagues).

Then, SCOS is a web of internatiomal relationships, weaning we can
reasonably expect that DRAGON will not only find its way rapidly into the
four corners of the earth, but will also attract contributions from them.

- Finally, we are working on an idea ~ the concept of Organisation
Symbolism - which is starting to spread and take root (some might say "is
becomirg fashionable', but I myself reject the suggestion that it is a
transient fancy)} ; even in France, it is becoming possible to interest
corporations in seme really worthwhile research projects.




There stemmed from all this a2 conviction that a large reservoir of varied yet
relevant material was waiting to be tapped. We thus came to the conclusion (widely
shared by all those among you whe responded to the preliminary feelers I sent out
by offering their services as copy readers or sponsors) that it was now appropriate
to launch this publishing venture, on the rather special lines previously debated.

A less obviouvs and more intriguing question, to my mind, concerns our choice
of DRAGOK far the title. Here again several factors combined to influence the
decision, dincluding the existence of the splendid DRAGON in the emblem designed
specially for the Lund Symposium, which thus became a property of SCOS. Also, wany
of the early issues of Note Work featured a DRAGCN on the fromt cover, but the
editors now seem to have let it escape.

I regard the DRAGON as a kind of portmanteau symbol, on which varicus things
can be hung, and would be glad if readers from different cultural horizons could
express thelr own reactions to our title and its implications. To start the hall
rolling, here is my personal interpretation.

Western iconography mainly associates the DRAGON with the legend of St George.
While recognising the DRAGON's chinese origins and its role in the Anglo-Saxon
folklore (Beowolf}, my perception of the DRAGON symbel is coloured by the legend of
St George, where it was both the guardian of some trust and the baleful monster. St
George himself symbolised the Hero who slays the Beast to deliver the maiden in
distress or to take possession of some kind of Holy Grail.

However, beth 5t George and the DRAGON took on a particular dimension with the
legend's appearance in written form, for the first time in the Western World, as
part of The Golden Legend. This was the title given to a popular "Lives of the
Saints" written in 1260 by Jacobus de Voragine, a Dominican friar whe later became
bishop of Genoca. At the time, there was taking place what in Waberian terms could
be called a drive to rationalise the church : rationalisation of its doctrine (such
as with the "invention"™ of Purgatory described by Le Goff), of its organisation
{creation ol new monastic Orders which had to be fritted into the Church
hierarchy), and so on.

In the Legend, St George is clearly portrayed as the Hero of the rationalised
Church (staying with Weber for the adjective) with its body of doctrine, its
priestly hierarchy, and its fixed places of workship (these feature in the four
stipulations made by S5t George tc the King after obtaining his conversion under
threat of unleashing the captive DRAGON). Couversely, the DRAGON itsell symbolises
the ancient pagan gods who had to be propitiated by sacrifical offerings.

The train of events affecting an unfortunate town, besieged by a foul-smelling
DRAGON which lived in a fetid bog, can be summarised in terms of a quasi-aconomic
evaluation, as follows :

- In a first phase, the DRAGON can be propitiated by a tribute of two sheep
per day, which the town's economy can at firts support,

- But, in a second phase, depletion of the sheep supply means that one of
the animal has to be replaced by an adelescent child drawn at random from
among those in the town. This creates some tensiom, but the system
continues for a time.

- The third and critical phase cccurs when the XKing's own daughter is drawn
out of the hat. Despite the royal protests, she is sent off to meet her
fate but is intercepted by St George, who happened to be passing by at
the time and then takes charge of the situvation.

In other words, there came a point at which allegiance to the old beliefs was
ne longer a good investment : the town was depleting its capital beyond return. The
rationalised religion incarnated by St George was an acceptable alternative ; even
though it alsc involved some costs to the town, by way of building churches,
maintaininrg a clergy and paying alms, this expenditure remained within the
comminity and could be planned by it.

Those are some of the things I read into the tale told in The Golden Legend.
There remains the question of why I find our cover drawing s¢ relevant, with the
DRAGON seeking to devour an organisation chart (an acknowledged symbel of
crganisational rationalism),

First of all, it is because I feel the image corresponds to real events., I
have described elsewhere the idea that we are now in an era when econcmic
rationalism is not merely on the ebb, but is coming into conflict with alternative
ethics developed in socio-cultural areas lying outside the corporation.




Members of organisaticnal structures (especially that of the business
corporation — the most constraining in this respect) are strivieg to achieve the
same complex identity there as that which is awarded to them in the wider scciety
cutside. This movement has been in progress for a long time, as is illustrated by
the classical crganisation theories when they refer to an increasingly Jess
stereotyped image of the worker's psychological make—up, However, this has always
been presented - both in theory and in practice - as a regrettable infringement of
the original raticnalist ideal.

The triumph of the DRAGON over the organisation chart is no longer
representative of a will to retard this movement, in a nostalgic attachment o
pioneering values, but an expression of confidence in our ability tc shape the
future. Nor does it indicate a reversion to primitive and obscurantist values. In

" the same way as St George vanquished the DRAGON by tying the Princesse's shawi
around its neck, so must we also harness the DRAGON's emergy to the invention of

new concepts @

-~ Either to ensure that the complex aspirations of the individual can be
expressed within the framework of organisational strutures still modelled

on ¢lassical lines.

- Or to see that those structures become fully consonant with the new
aspirations being voiced both inside and outside the crganisation proper.

This is why I reject the idea that Organisation Symbolism is merely the
expression of a passing fashion, and consider that this denominaticn - beyond its
restrictive appearance — opens up a vast field of research in mattets of
organisation, structure, procedures, and so on. The corporation of to morrow still
has to he invented from start to finish.

My sole ambition is to see that DRAGON becomes a leading forum contributing to
this end.

SUSCRIBTIONS

Dear Reader,
now that you. can see how DRAGON looks like, do you

intend:

O to become a regular reader by subscribing to:

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

* twelves issues for 600 F.F.

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

In either case, please do two things:

- if you are not French, send the amount either directly
to V. Dégot or on the DRAGON banking account at the name of V. Dégot,
Account n® Q00 & 05375 1 4, Socidté Générale, Apence ¢ Saint Michel
27 Bld Baint Michel 7500% PARIS (FRANCE}

- 21 vous é&tes frangais,envoyez un chéque au compte de
1'ADREG, au Centre de Recherche en Gestion de 1'Ecole Polytechnique,
1, rue Descartes, 75005 PARIS

- and send me a letter to informe me of your subscription
so that I can send you by return an inveoice and adjust the number of
coples for the next issues

0 to become a collaborator of DRAGON:

* by spreading its spirit arcund you, to colleagues, institu-

tutions, firms, ete. Tell these persons to contact me or send me their

names and addresses.

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

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

the DRAGON reviewers.
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In this paper we suggest that although an apparently unequivocal
meaning can be ascribed to architectural and verbal statemenis this is
in fact no more than the preferment of one discourse from amongst the
many presented in crganisaticnal architecture and offiiial
organisational statements. We therefore attempt to deconstruct
examples of verbal and architectural texts to reveal their competing
discourses and analyse their productivity. This is also intended to
exemplify the alternative readings which may be given, especially
through 'bricolage’ and the ways in which these readings may be evoked

or preferred by the productivity of the text.

In examining corporate architecture, we are particularly concerned
with the reflection of soccial and commercizl exchange processes in the
cultural determination of physical space and the development of a
symbolic representaticn of moral order. This does not mean the

f oy a (0]
acceptance of such singular impositions as Le Corbusier's (1978)

"Fngineer's Aesthetic” but rather the recognition of an asymmetrical
dizlogue between those whose social standing gives them "the power to
speak”™ @nd those whose common sense understandings of the bhuilt
environment are grounded in thé morality of their resistance to the

processes and symbols of this domination,

Whilst we recognise the value of Olins (1978)(2] and Risebero

2, . :
(1982)( ! in analysing these struggles, it would appear that corporate

architecture might be better understood as a visual mediator bebtween

the continuing asymmetries of social structure and the negotiations
impilicit in eultural and commercial exchange [(Grafton-Smail, 1985)(4).
This is not, however, to suggest that the advancement of & favoured

discourse is in itself sufficient to negate or invalidate  other

{5)

interpretations of the same symbols. As Rapoport (1982) chserves

"The gquestion that must be addressed, i.e. What
meaning does the built environment have for the
inhghitants and the users, or the public or, more
correctly the various publics, since meanings, like the
environments that communicate them, are culture
specific and hence culturally variable?" (Page 21).

The significance of this interplay between socecial structures and the
interpretation of the buill environment can, in part at least, be seen

frem the exchanges which began with the artist, John Hewett, being
asked to paint a "sporting and Grecian"(a) mural for the nurses’ home
swimming pool at St. Bartholomew's Hospital in London. Ken Grant, the

hospital administrator, then insisted that because of the "numerous
. 7 . -
complalnts“( ! he had received, the "full frontal reclining male

(8)

surrounded by other naked males"

9
Grant argued( ! that the mural

should be obscured by whitewash.

"could have been seen by parents who are bringing their
16 and 17-year-old daughters to see if this is a
suitable place for them to do their nursing training.
It didn't add anything te the swimming pool" (Page 32).




St. Bartholomew's already has a series of murals by Hogarth, showing
cufferers from a nuwber of crippling and disfiguring diseases, but the

administrator is unmoved (10).

"I'm very anxious not to be seen to obliterate art, but
T don't think this is in the same league” (Page 32).

Mr. Grant is equally determined that there should be no cosmetic
tampering with the colouring of the assembled genitalia for only
complete obliteration will serve a work that was commissioned by an
accommodation officer who lacked the proper authority for such a
decision. Whilst Grant has accepted her assurances that the mural was
a serious =znd well intenticned attempt at decoration and that "the
design was changed between being submitted and the mural being

finished", the luckless accommodation officer has still to tell the

artist of his effacement.

The complexities involved in the telling of this tale are apparent in
the closures contradictions and ideologies which emerge from a
deconstruction of the scecial and symbolic evocations that arise from
the mural and its destruction. It should, however, be remembered that
the analytical separation of these visual and verbhal images is always
somewhat false as these aspects of common sense understanding are

normally interpreted simaltaneously and in terms of each other.

The affair hinges upon a series of interlocking and competing orders
which range from mincr matters of discipline amengst the haspital
sdministrators to would be nurses and their rites of passage. " The
latter is perhaps the most complex of these evocations as it not only
reflects é number of contemporary moralities but also hints at current
expectations of what nurses should be in the future.

The girls in question may indeed be in a liminal state on the fringes
of the nursing profession but they are not vet part of the medical
community at St. Bartholomews which means they are, in effect, still

in the outside world. Here, Grant's concern for their parents' views

10

suggests that the girls are incepeble of speaking responsibly about
the nurses' home and its mursl, The girls are still seen as socisl
and sexual adolescents and therefore net vet properly at ease with the
adult male bedy and the naked sexuality which is implicit in Hewett's

work.

This concern over the pollution of ‘'innocence'® and 'virginity' by
improper knowledge draws a parallel between simple but socially
responsible carnality and the exclusivity of those rituals hy which
nurses are admitted to the company of healers whose rele and standing
permits them a knowladge of the human body in all its states. The
mural is destroyed because it is, in part at least, a means of
defilement; a contradiction of the idea that 'ﬁhole’ bodies are the

result of nurses' attention and not a reason for it.

Trainee and qualified nurses are expected to be possessed of this
knowledge, to be at ease with the naked human body and, by virtue of
contemporary folk lore(ll) if nothing else, possessed of a sexmal
acquisitiveness which is itself beyond normal or every day experience,
That the girl's parents should be protected from any suggestioen of
this is wvital because the idea of medicine as a proper and moral
practice is in meny ways dependent upon the commcnsensical acceptance
that nurses are ‘Angels of Mercy' and that the magic of healers is the

appropriate means of dealing with sickness.

This undercurrent of the proper power and place of medicine goes some
way to explainipg the sorvival of the Hogsrth murals. Thess are the
evocative but massively ambiguous pictures which once signalled the
diseases over which healers had little or no control and now serve as
a means of management by reminding nurses of their role and its
attendant Impurities. 7That the Heogarths might once have been accurate
depictions of the vile and the incurable is no longar so Important in
everyday items for the murals are old encugh to be offered and readily
understood as Fine Art and there is always a suggestion of progress

within contemporary notions of the passage of time, that a problem

11




then is not so now. Given this inferepce, the pictures are no longer
warnings of what may befall the world through accidents cor the
inadequacy of the healers' magic but a sign of the chaos and impurity

that the healer's order has driven from the everyday world.

The Hogarth paintings are significant in a number of other ways for
they encode the times when doctors managed both the hospital and its
patients; the times when there were no hospital administrators like
Ken Grant. The older marals also serve as a measure of gquality and
the exclusivity of established standards for they were drawn Ly an
artist and have lasted for twe hundred vyears yet John Hewett, who
claims to be an artist, has produced a work which has lasted only a
few weeks before being painted over by lebourers and artisans, not

other artists.

Just as the Hogarth murals are icons to the magic of medicine so the
vCreeks" and their destruction are an indication of the contrcl of the
hospital administrators over the fabric of the hospital and any
relationship with the outside world that does not involve medicine and
sickness. This redistribution of the power to remske the physical
world is both a sign and a means of the administrators advancement and
goes some way towards explaining the insistence that the mural should
be destroyed and not simply censored for the power of the
administrators is threatened if any hint of naked 'anatomy ' should
seep into the everyday decency of the clothed world. It is also worth
neting that the passage of Hewett's painting may be seen as the result
of the proper management of the administrators power for the mural
arose from an "improper decision" and the mistake has now been
corrected, This correction has, in turn, allowed the reassertion of
the proper order and the usual asymmetry within the ranks of the

administrators.

The invelvement of notions of management extends to the care with
which the accommodation officer is 'forgiven' by the acceptance of her

assurances and yet ‘punished’ by telling the artist of the outcome of
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her improper wanagement, her usurpation of the right to remake the
workld. There i¥ alsc z suggestion that because the nural chanoed
Letween Its design and execuntion, she is not so wuch blamewcrthy as
misled for artisans Jike Hewett, who call themselves 'artists' and do
what they please, need a firm hand to guide them, implicitly that of a

man rike Crant and not a woman like the accommodation officer.

This leads us hack to notions of commen sense reality and the
agymmetries of negotiation for in this case there is no mention of the
quite proper possibility of male rurses, only the implication that
managers like Xen Crant are_withjn their authority to proscribe the
sexuality of adclescent females who are not vyet members of "hig"
organisation, There would, however, appear toc be grounds for seeing
this asymmetry as a legitimate part of everyday reality for Grant
clzims to be defending a moral order yet remains credible after
offering contradictory justifications for his acticns. Had Grant been
able to substantiate his "numerous complaints” he would not have had

to worry shout parents seeing the mural.

Tt is worth remembering that we are not talking of dramatic changes in
the built enviromment but rather the middle ground where common sense
assumptions are continuously reworked and reinterpreted. That the

built envirornment is both a medium for this debate and a means of

controlling the discussion is apparent from Rapoport's (1982)(12

assexrticns.

"Two things seem clear the above. Tirst, that much of
the meaning has to do with perscnalization and hence
perceived contreol, with decoration with movable
elements rather than with srchitectuvral elewents.
Second, +hat architects genesrally have tended to be
opposed strongly to this concept; in fact the whole
modern wovement in  architecture can be seen as  an
attack on users' meaning -~ the attack on ornaments, on
decoration, on "what-nots" in dwallings and
?thinqamabobs" in the garden, as well as the process of
incorporating these elements into the environment".
{Page 22).

i3




As buildings and land are bought and sold like any other product of an
industrial society, the normal patterns of trade ensure that these
Tattacks on users' meanings" result in the asymmelrics of cantemporary
social  structures being encoded in  the built environment for
architects are only ever likely to equate users' criteria with the
disposal of architectural elements when the user c¢an pay for the
design and construction of the building. It is therefore reascnable

to argue that exclusion from this process signifies poverty and

relative powerlessness in the same way that inclusion is understcod to

represent access to wealth and power.

These asymmetries and the moral order they assume are the result of
contimuously renegotiated representations and contradictions and
competing 'discourses', some of which are privileged or suppressed in
differing cultural formulations. These are by nc means homogenous,
even in their subdivisions, and rvepresent tendencies rather than
elaborate mutually exclusive ccdes, unless the term 'code' is used in
a more flewxible, emergent and discursive sense than is customary.
With this mind, a parallel can be drawn between the deconstruction of
the Hewett mural and the "users' meanings" placed upon the promotional
literature which new employees rveceive from thelr employers at a

confecticnery bakery in the North of England.

The material which reveals some of the competing discourses wfthin
this apparently innocuous document was collected at E.L.S. Bmalgamated
and relates to a period spent amongst the rellef operators, These men
were attached to a group of machine operators in the Family Pie
Department and trained to take over their dutiles. These included the
preparation ané mixing of fruit, gel and dough for transmission from
the mezzarnine on which they worked to the fruit pie machines which
stood at the head of the production line on the floor below. The
cperators in this group were all male, whereas the production line
were predominantly female; some were long-serving and the group had a
general air of competence, confidence and cohesion which was evident

in their relationship with colleagues and supervision;

The accounts which follow are reconstructed from memory and notes made

at the first convenient moment after the event. Short quotes are
verbatim, but longer ones were usually reconstructed after the shift
in which they occurred from notes made at break times during the
shift. On these occasions, accounts were reconstructed round the core
of verbatim notes and care was taken to preserve the overall structure

of the account and its sense and impact in context,

The Organisational/Imaginary Position

All new employees of E.L.S, Bmalgamated were given a copy of the staff
handbook, which began with an address from the general manager., Part

of this address is presented below with comments after each paragraph.

I am delighted to have the opportunity to welcome you
to E.L.5., Amalgamated and to this factory. T hope that
you will find working with us both interesting and
rewarding.

The manager begins with a statement of paternaiism, welcoming the
newcomer into the family. "I'm sure we'll get along fine" might be an
appropriate phrase in a different situation, although a similar
emotional context: on the surface, a positive and encouraging

opening.

There are some questions which could be raised. why does the general
manager, who creates opportunity for others, find it remarkable that
he has the opportunity to welcome newcomers into his factory? It is
implied that the GM is so busy, and the world is so demanding, that
these opportunities are rare and are beyond his control. When they
do arrive, they are such as to f£ill him, not with pleasure, but with
delight. Thus there is a contradiction between the cosy paternalism
of the welcome and it apparent rarity, which is ail the more pointed
by the fact that the opportunity is only symbolic, for the GM's body
is elsewhere at the time of introduction, presumably struggling with

the elements he cannot control.



There iz a second contradicticn in the next sentence. He "hopes” the
newcomer will find the work "interesting and rewarding”. A casual
conversation with an insider, and certainly first-hand experience of
the work, would confirm that although the place itself may not be
without interést, virtually all the jobs and certainly all those a
newcomer was likely to be given were pocrly paid, physically taxing
and plagued with boredom, The GM if not exactly raising false
expectations, is being unrealistic. Rut he has left an escape route,
as he only hopes that this would be the case. If the newcomer does
not find the work interesting and rewarding, his only recourse is to
make his own adjustment to the situation ~ the organisation Is
committed to nothing more than hope, and material help is not offered.
I+ is also worth noticing that there is a hint of team spirit and
effort implied in the phrase “working with wus", despite the

contradictory effect of the rest of the argument.

We are justifiably proud of our company. As a
manufacturer we have a high reputation established over
many years of consistent attention to guality and
efficiency. As an employer, we value our record of
good relationships with those who work with us.

The shift from the first person singular te the plural in the second
sentence continues. Who is speaking? "I" is now the head, the one
voice of the ™us"™, the unitary team. "We are justifiably prgud" -
not only are we self-satisfied, but we are rightly so. BAnd why are we
rightly satisfied? Pecause we can justify our satisfaction. The GM

goes on to assert the method by which comes truth and hence Justice.

Knowingness is the prodect of the method of _beinq
absclutely thorcugh; the attempt is ... to furnish an
image of completeness which can serve to celebr?te the
image of authority. Thus the penchant for detail, the
breadth and depth ...[13].

Thus the reputation is established "over many years", by “consistent
attention”. "Bfficiency™ and "quality" are presented not as
imponderables; the linking of the two stresses the measurability,

raticnality and gquantitative properties of each. Quality, in turn,
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paradexically transmits a "moral burden" to "efficiency”. Even in tha
difficult-teo-measure area of relationshipe, the reputation is proved
by the "record", implying that somewhere the documentation and figures
exist to support what iz being asserted wanting only the correct
application of methed to revaal‘them. The flavour of positivism, of
rational empiricism, with its assertions of impartiality and
objectivity thinly masking an act of faith in the "truth" of its

"findings" is strong in this paragraph.

It is also the hasis of many other justifications in industriel life,
from the introduction of new technology to redundancy. In fact, in
these paragraphs we have been introduced to a world which iz firstly
demanding and out of control, a hostile environment with which we
struggle, and, secondly, the place where. truth is found, where
diligent attention and scrutiny can provide the Justification for our
endeavours. We can clearly see the contradictions beneath the GM's

synthesis,

We are the bhiggest manufacturer of our products in the
United Kingdom and have an important responsibility
both to our customers in the trade and to our
consumers, to ensure that guality apd the freshness of
our products are the best possible.

You have an important part to play in helping us to
meet these responsibilities. We wish to give you every
encouragement to play that part,

As the previous paragraph reiterates the team message that people work
with us not for us, this ore takes up this theme and a variation on
the positivist theme of the previous paragraph, that of breadth or
number - "We are the biggest". There is alsc the associated image of
growth, and evelution in the survival of the fittest. This is a form
of accounting for history - if we are now biggest, we must be best;
we were right all aleng; what we are doing is natural. The implied
rectitude and satisfaction does, however, carry its burden: the
"important responsibility" to our customers. There is a cirveularity

to this - as we are the biggest {i.e. we sell more) we have a greater
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responsibility to our customers. Why? In order to sell more and
remain the biggest. Throughout these paragraphs the profit motive and
the question of ownership and control has been so neatly skirted as to
make it conspicuous by it absence. The introduction of the moral
duty, which the newcomer will be "apncouraged” but nct coerced to

discharge is a further attempt to resclve contradictions,

In the context of the bakery, the newcomer, or even the insider, could
contribute little to maintaining guality and nothing to maintaining
freshness, other than fellow instructions in mixing and setting
machines and packing fast enough to keep the "line" running. The
creative limits of his/her role were heavily circumscribed, although
gquality and freshness could be negatively affected by acts of sabotage
in excess of these limits., The ultimate message from the GM was,
therefore that the newcomer had a moral duty to follow instructions

and woxrk hard.

There is more of the address, but the broad issues and the manner of
their presentation have already been noted. It should be pointed out
that the arguments we have analysed are rarely uneoveraed during the
induction process - they are taken up with wvarying levels of
enthusiasm from acceptance to scepticism, but are rarely is ever
exposed. T+ is not unreasonable to expect that they are, toAsome
degree, effective. The ways in which this effectivene§§ is

constituted are characteristically addressed from the following

position,

The Managprial/?rofessional Position

This positicn might be taken up by the persomnnel officer handling the
formal induction by passing comment on the organisational-imaginary
position from a technical point of view. The bagic implications of
this are that the professional knows the shortcomings of the material

he is working with, and knows a1l the practical loopholes and flaws in

the crganisational settings,

For example, Linstead was inducted by a
personnel officer who remarked-

T know you'll probably find there are jobs on a high
gra&e then you doing less work., T can only sa lgher
joks are graded on responsibility as well asg wori ;t
al% went into job evaluaticn with onr own ideas. the
union wanted some upgrades, we wanted some others ' .
management, the whole iot .., everybedy's view;
balanced out .., it couldn't suit everybody but awiz:

of work went into it it i
oty ar and it's as near to being fair as

line

This w i
as quite a shock to many who thought that job evaluation was

5 e s mlr
upposed to be "objective" and were surprised to hear it openly

acknowledged as "horse- ing"
e-trading”. The . PO  was attempting to

short-circuit criticism and further promote th
3 (=]

or d ional-i f i
ganisational-imaginary, but in thig case his efforts prempted some

unease. e i i
ater in the session, he made comments on  some of the

disciplinary offences:

Drinking:"You can't come to work if you've been
drinking because we'll know anéd you'll be
sgnt home ™, (In fact, a high proportion of
night staff drank in the pub next to +he
factory before shift, as did some
day-shifters at lunchtime, and few were ever

remarked on. Linstead himself worked more
than one shift whilst drunk.)

Sleeping:" I I
ping iil I can say is that if you can find a place
ere you can sleep in this factory, then
tgll me.l I've locked all over and I can't
find any". (At least two rlaces, sometimes

three, were re i
qularly poszible and
others accagionally.) ' e

Desgpite t ultimat an of professio e ence this e
B he ul ate failure roress nal omniscien in this cas
’

at th i l i
e time it was again taken at face value. However it is not the

conte i 1s i :
ntent which is important but the position assumed by the presenter
The n is invi - :
ewcomer 1is invited to accept the superiority of the mediated
organisational-imaginary in professional terms as being

. inescapahl
effective in practice. .

He may also be invited, or may decide, to



participate in technical questions either regarding disciplinary
matters, penalties or prosedures and other substantive issues or in
terms of the presentation itself (criticising unrealistic films, poor
acting, vague argument, etc). In either case, he may forego direct
criticizm of the organisational-imaginary in ideclogical terms, but
participate in its mediation on a technical practical level, and,

thus, in leaving its deep structure untouched, support it.

This is often known only by omission or by obligue reference in the
formal presentation, but in some cases the official employee
opposition may be given part of that presentation to itself. Across
crganisations a wide range of attitudes is posszible, but usually there
is some form of organised opposition which may or may not be
recognised by the organisation itself. This position, then, is one in
which the employee opposes but seeks to influence the processes of
decision making through formal channels, and often in recognising this
cpposition the organisation is able to accommodate it as part of the
organisaticnal-imaginary by predetermining the language and channels

- . (14)
of protest and so limiting its effect .

The extent of the union presentation (there were a number of unions
but on this occasion only one was involved) In our E.L.S. Amalgamated
example consisted of a brief address by the secretary of the Combined

shop Stewards Committee which began:

I suppose he's (Personnel Officer) been‘telling you ?ow
great it is here, has he? ¥You'll find out. you 11
find out. TIf you come to this table one at a time,
we'll give you your union cards.

Ironically, the personnel officer had not beer telling us how great it
was (he had been fixing the projector) but the cryptic statement by
the shop steward seemed to carry enormous authority. It was as though
many of the audience had been groping for the opposition anéd had been

unable to Iocate it until he spoke.

20

Any implied siight on the union by the organisation is often tempered
by the consideration of the greater evil - that of the deviant
oppoesiticn. This may be more or less organised in.the case of
political- extremists, Luddites or similar, or it may ke purely a
result of irdividual pathology; “whatever the case, the consequences
and penalties for deviant behaviour are spelled cut clearly in the
presentation, Some myth-making is often indulged in by the
prosenter, in the form of tales with the message "we always get our
man™, These often invelve particularly devious or nasty acts against
one's fellows .and may be of current importance. One case was the
exsmple of a worker who had borrowed his workmate's locker key to
fetch some equipment, had taken an impression of his house key whilst
in possession of the key-ring, had cbtained a duplicate and had
burgled his house a few days later. This example wag made even more
powerful by the fact that the worker, a nervous type, had been
experiencing a number of personal difficulties, and the burglary
precipitated an attack of alcpoecia. He could thus be seen as a
Tiving testimony teo the perfidy.of the deviant, and a constant

reminder to the honest to be vigilant.

Some contradictions may be found in the overall presentation, which
shifts its ground somewhat. 2lthough in examples like the foregoing
the newcomer is apostrophised asg typically honest, needing only a
reminder to be on guard, the gquesticn is raised as to where the
deviants come from. Tf they are deviant on induction, it is likely
that some of any body of newcomers are already or potentially deviant,
which does little to develop the recruit's confidence in the
crganisation or the procedure which has selacted him/her alongside
these deviants. The other implication is that deviance is a result of
experiences after induction, which likewise subverts the
organisation's stance., The myth itself expresses a contradiction in
control: the oréanisation cannot "always get its man"™ or there would

be no need for the myth, and no deviance problem,
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The length of time spent on delineating disciplinary offences and
methods of safe working {which many newcomers regard as common sense)
is far greater than that required tc justify its presentation as 2
"reminder”, or as necessary information. What can oceur is that not
only does the newcomer feel in some way classed as potentially unruly,
ingurgent, criminal or incompetent by the suspicious organisation, bhut
in circumscribing that position the organisation points it out and
makes it availakle as a mode of response %o ocrganisational
dissatisfaction. The newcomer is implicitly invited  (though
explicitly forbidden) to take up the subject position of deviant.
This is a disturbing side-effect of the discourse from the

organisational and the crganised oppositioral perspective,

The Employee Position

The employee position typically corresponds to the managerial/-

professicnal position in standing in an ironle relationship to the
organised opposition. This may begin for the newcomer simply in
suspicion, possibly grounded in past experience, and may be supported

. [
by peer observations or attributions as te the real motives of "union

men" :

That Derek Ball's Zust after what he can get for
himself. I've never seen him with a sweat on. .

All John wantsg to do it get on in the union. He's n?t
interested in E.L.S. Amalgamated or the workers. H? s
read a bit of Lenin and that's it; we can go play with
ocurselves.

They'1l call us out on strike any time they like. They

don't lose. Union pays their wages. (This yas a
commonly expressed view. It was totally without
foundation.}

However, the most commonly adopted variant of this position assumes an
ironic perspective toward each of the other three positions, taking
each on in part and negotiating between them. It is in the adoption

of this position and its subsequent modification that undifferentiated
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meaning and ambiguity becomes even more important than we have already
seen it to be, as various positicns and codes compete against each
cther. As the newcomer learns the culture of the insider, he will
develop into his own negotiated position in relation to the other
positions. This is not to sugéest that this position ig entirely
individual or entirely social; it is ultimately a combination of
both. But it is in the area of learning the - ropes, acquiring
interpretative schemes in a largely informal manner, that this

position is developed.

That this learning is heavily dependent upoen the negotiated
significance of "movable elements” and "users' meaning™ is apparent
from the way in which the processes and symbols of domination in the
bakery are resisted by the workers through deliberately deviant vet
knowingly ordered shop floor cultures. Bvery break time, a card
schocl garmbling for pennies (but nevertheless strictly against company
rules) took place prominently situated on cne of two regular tables in
the canteen. Big Pete was the keéeper of the cards and the centre of
the scheool. On one occasion a newcomer sat in the chair diagonally

oppesite the cigarette machine:

Pete "Hey, that Big Andy's chair. He always sits
there”,

Nawcomer: "He doesn't fucking own 1t does he?"

Pete; "Ne, but you might show some respect."

{The newcomer eventually moved over when Ancdy arrived).

The symbolic inversion of the card game from a proscribed activity on
the company’s list to the central social activity was mirrored in the
demand for mutual respect and dignity to bhe displaved within the game,
where little respect was given the company, superviscors and managers
in everyday working 1life. A further symbelic inversion was noticed
by Simon, a student, who discussed the almost legendary status

bestowed on Danny, the dayshift deugh-man.

I've worked with him a lot, but I could never find out
what made him better than the others. I didn't think
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he was as good as Pete. Then I asked him. He's done
more time for drunk and disorderly than znyone else in
the factory.

again the proscribed activity of drinking at work, and the anathema of
being disorderly were elevated to a position of high status within the
group . The offence itself was a fairly social one, not associated
with grievousﬂbodily harm for example, and fitted into a culture of
‘working hard and playing haxd'. This aspect of the culture was not
to be overstated however: although any one of two or three of the
operatcrs might go on a three-day ‘'bender', there was one who seemed
to be unable to control his drinking sprees and was treated with
consideration, rather than respect. His respect, came, grudgingly,
from his willipngness, indeed eagerness, o fight anyone who annoyed

him. He was a tiny man and lost every fight heavily, but kept on

coming back for more.

"I don't argue with that little bastard any more”, said
Bob, the ex-paratrooper. "I'm sick of seeing his
blood”.

2 further symbolic manifestation of resistance came in the form of the
soft white peaked caps which were company issue and compulsory
wearing. They were folded by the operators in a particular way to
improve their style, and, against company rules, their name and
designation was often added, as might be emblems such as sefgeant's
stripes. Company policy was the employees were at their disposal:
such attempts to asscciate individuals and positions were an asserticn

of both individuality and competence in the face of an authority which

would use them expediently.

This rendering of employees as no more than "movable elements" within
the built environment exemplifies the continual renegotiation of
social and moral order that is implicit in the debate over Hewett's
mural and explicit in those forms of resistance that make the everyday

world tolerable for all of its inhabitants.
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Cur deconstruction of these fragmentary and partial understandings is,
therafore, no more than one of an improbable number of readings for we
are not adding anotker story Lo the fiction of organisational culture
as a manageable or corporeal whole but clutching at a symbelic order
which is slippery enough to elude the grasp of any language yet, like

" 3
users' meaning™, always near at hand,
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10. Boseley, S., 1985, op. cit.

11. Dr. Stephen Linstead assures me that a great deal of in-depth

ressarch and many years of field work have led him to this

conclusion.
12. Rapoport, A., 1982, op. cit.
13, Cf. Linstead, S.A., 'Jokers Wild: The Importance of Humour in

the Maintenance of Organizational Culture’. in Powell, Chris

and Paton, George, {(eds.), Humour in Society: Contreol and

Resistance, Londeon, Macmillan {forthcoming) :  and Davies,
Christie, 'Ethnic jokes, moral values, and social boundaries',
British Journal of Sogielogy, Vel 33, Wo 3, September 1982,
pp 383-403.

14. Levi-Strauss, Claude, Structural Anthropology, London, Tenguin,

1977, pp 213-218. Levi-Strauss 'tells® the myth
chronclogically, horizontally, but by arranging it vertically
in homologous columns, discovers rupnderlying’ themes which

unify the myth.
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James W. FATRFIELD-SONN

Turning Envirenmental Concerns into Action

Concern for the environment touches on a wealth of issues and

is expressed in a wide variety of ways. For example, while some

individuals want to preserve'parklands within cities, others are

equally passionate in their desire to maintain the gquality of

streams and rivers for fishing. Moreover, in pursuing their cause,

some individuals prefer to stage political rallies while others

iike teo plant flowers in front of public buildings. Given this

great diversity of sentiments about the environment as well as the

considerable range of methods to demonstrate ope's concern raises a

basic question of how might the image of an environmental group's

concerns relate to its viability?

Sipce organizational concerns or as it will be called here

ncorporate image" has been defined in many different ways. it is

important to begin by explaining how it is being used in this

context. Here, corporate image is considered to consist of both

the content and articulation of a get of values, which

adopting a life cycle approach (Kimberly and Miles, 1980; BHaire,

1959) , are thought to evolve over time. 8pecifically.it is assumed

a corporate image or group ideoclogy can move among different

stages of development. The stages of development of interest in

this instance are called emergence, maintenance, and challenge

(Fairfield-Sonn, 1983).

viability has also been variously defined. Here, it is

operationalized as both changes in five universal characteristics
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'{ _-6f intergroup behavior as well operational results. The specific

. intergroup behaviors of interest are:; psychological and physical
.i;__group boundaries; power differences--the types of resources that
can be obtained and used by the group; affective patterns--the

. degree to which individuals associéte mainly positive and/or

" negative feelings with their group; cognitive formations, including
" Mdistortions"--individuals' perceptions of the world; and the

" behavior of group leaders and representatives {(Alderfer and Smith,

1982). Operational results of interest include: size of

. membership; size of operating budget; size of endowment; and size

_of staff.

Changing Nature of Corporate Image. To understand why the

—-evelution of a corporation's image might be associated with
..predictable changes in behavior patterns, it is essential teo first
:;Ecognize clearly what a group ideology is and what some of its
characteristics are. _First, a group ideology can be defined as a

fset of beliefs, theories, and propositions about human nature that:

{1) are shared in common by members of a group; (2) are expressed
.over time in a number of ways such as myths, rituals, and symbols

-~ {Pairfield-Sonn, 1984a); and {3} which function to give meaning,

‘purpose, and direction to group life. Second, it is assumed that a
i-group ideology: will be evident in some, but not all groups; it can
provide a subjective way for members to deal with their objective

‘reality (Fairfield-Sonn, 1984b; Berger and Luckman, 1967); will

function like an open system (Ratz and Kahn, 1966); has the
¢apacity to release primitive emotions within the group

{LeBon, 1960; Hoffer, 1951}; and will be sufficiently abstract

48 to allow for multiple and even conflicting interpretations.
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Group ideclogies are not static, however, rather they exist in
a dynamic state of tension. As they move among different life
cycle stages of development (see Figure 1), six characteristic
dimensions of the ideology will vary. These dimensions are: the
continuity of the group's purpese (s); how clearly the values of the
group are defined; whether or net the basic values of the group
have been established and tested; the degree of internal concensus
aver values; the group's position as a leading advocate of a set
of values; and the likelihood of future continuity of the value
By Stem. .

Figﬁre 1

Three Stages of Group Ideology Evolution

llenge
Maintenance 923_ 9

Emergence
4—.—'[——+

The characteristics of a group ideology in each of three

stages of evolution are described below. ﬁ
Emerging group ideology. Given the newness of the ideclogy,
one would expect to find very little change in the purpose (s} of
the group. Second, the values of the group would be clearly
defined, however, it is likely that these basic values have still
not been sﬁfficiently tegted as to guarantee they are firmly
established. Third, some minor, but no major, disagreements over
basic values would be evident., Further, since the ideology
represents a new value orientation, it would be positioned as a
potential value leader, but the likelihood of future continuity

of the group ideology would be gquestionable.
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Maintenance group ideclogy., After a group has established an
ideological niche for itself, it is proposed a gualitative
transformation_will occur consisting of a shift from developing a
new belief system to maintaining the belief system, within
reascnable 1iﬁits. In this stage the basic purpose(s) of the group
will be fairly clear and firmly established., Some room for
disagreement over basic values will be tolerated. On the other
hand, the group's position as a strong advocate for a particular world
View makes the future contihuity of those values highly probable.

Challenged group ideology. Internal and/or external
challenge(s) to the validity or interpretation of the core set of
beliefs in a group's ideology will create yet another pattern of
ideological characteristics. First, there would be a noticeable

change in phe group's purpese(s) over time and the basic values of

_‘the group would become fuzzy as the values are transformed. In
 éddition, major disagreements would arise about what the basgic
'_values sheuld be. Accordingly, the group would no longer be

- considered to be a value leader, if indeed that position was ever

reached. Finally, the likelihood of Ffuture continuity of the

i group's values would become highly questionable.

Linking Changes in Corporate Image to Varying Behavior

Patterns Having defined the characteristics of & group ideology

in each of the three stages of evolution, we can now ask how might

‘this evolution be associated directly with changes in intergroup

behavior and indirectly with varying operational results? In this

study, three preliminary hypotheses were tested. These hypotheses

were as fellows:
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- Figure 2 53

PROPOSED RELATIONSHIPS BETWEEN

X . THREE STAGES OF GROUP IDEOLOGY EVOL
Preliminary hypothesis 1. A group with an emerging ideology UTTION
: s : : and
will exhibit: tight group boundaries; a sense of weakness compared
PATTERNS QF INTERGROUP

to other groups; pesitive feelings about the group; consensual GROUP RELATIONS

opinions about what is happening; and the presence of charismatic

leaders. Operationally, the group will be trying to establish

itself. . _ INTERGROUF RELATIONS PATTERNS
Preliminary hypothesis 2. A group with an ideology in the S STAGES
. 2o b OF Boundary Power i ig1 :
maintenance stage of evolution will have: semi-tight group }  EVCoLUTION Relations Relations ?iii::;:e ggg:étigﬁs L32ﬁ2r521p
V1i0r
boundaries; a sense of strength compared to other groups; a mostly
positive self-image, but with some negative feelings as well; room
for flexibility in opinions; and the presence of professiocnal
. ‘ . . : Weak T
leaders. Operationally, the group will be focusing on defending oFr Emergence 1Extremely  Versus Positive Consensual Chari .
N . Tight Others arismatic
expanding its niche.

Preliminary hypothesis 3. A group whose ideology is being

qhallenged will evidence: loose group boundaries; uncertainty about
their power versus others; a mixture of positive and negative Maintenance [[Semi-Tight 3:5:32 zg;itive ziiiizle Professi 1
feelings; a diverse set of perceptions of reality; and leadership Others  Negative Limits sons
by mediators. Operationally, the group will be attempting to
regroup or stem the tide of decline.

The intergroup behavior patterns are summarized in Figure 2 Challenge Loose Usgizzzin ggﬁ:tive DiVEr;e Medi
pelow. Cthers Positive ediator




A Field Study

Working with the proposed framework for understanding how

corporate image might be related to viability, a field study was

conducted to test the preliminary hypotheses. This type of

research was chosen for a number of reasons (Kerlinger, 1973).

First, field studies are strong in realism, significance, theory

orientation, and heuristic guality. Second, the concepts in the

model are sufficiently complex as to virtually rule out the value
at this time, the researcher

of a survey research approach. Third,

dida not feel enough is known about the dynamics of group ideology
evolution either to create a group ideology or to move a droup from
one stage of evolution to another. 8o, an experimental approach

would not be appropriate. Accordingly, given the desirable

gualities inherent in a field study and the low probability of
successfully completing other types of research, the field study
became the most logical path to follow.

After selecting a research approach, the next question to be
addressed was who to study? Based on Etzioni's (1961)
organizational typolegy, normative groups geemed to have the
greatest probability of developing a group . ideology because
individuals join then for their value orientation. Accordingly,
six environmental groups were selected in a two-stage process such
that in the opinion of an expert panel two had an emerging group
ideology; two others had a maintenance group ideology; and two more
had a challenged group ideology. The first stage in this process

was to contact every known environmental group in the state to see

if they were still active and appropriate as research sites.
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This
survey revealed only 25 of the 101 identifiable groups could

be
considered as potential research sites. Stage two consisted of

4 gix~ j
ix-menber panel of expert judges evaluating the ideology of

_these groups using a Q-sort and 5~point Likert type scale The

o Q-sort iable
- proved to be the more reliable instrument, therefore, it was

used to pick the six final groups,

Next, the final phase of the preject was conducted.

"phase consisted of

This
P lorganically refining and administering
.gueationnaires to:

a formal leader of each group; a randem sample

of 50
_ members from each group; and the entire membership of the

_gonnecticut Legislative Committee on the Environment,
A

number of gualitative and quantitative analyses were
_performed on the above data which Yielded a rich account of the

3d
evelopment and operation of the six groups (Jick, 1979}, For

iéfémple, a gqualitative content analysis was performed on each
roup's i

p'e ideology. 1In addition, quantitative data was analyzed
us1

ng descriptive statistics, chi-square tests, and apalysis of

;ya:iance, where appropriate.

Moving Towards a Deeper Understanding

;The data collected in this field study supported most of the

ro
9081tions in the framework. Yet, there were alsoc a number of

u;;;1s;ng findings, which raised theoretical and/or methodological

queg;;ons. In addition, a number of serendipitous




insights about the nature of group ideclogy energed out of the
research effort. In this section, the above peints as well as some
suggestive next steps will be discussed as a process of moving
towards a deeper understanding ig shared with the reader as the
results of each case study are discussed.

in discussing these results, first the two emerging groups
will bs considered, then the maintenance groups, followed by the
challenge groups. It shonld be noted that ficticious names have
been given to all the groups to protect their identity.
Vote. The stated purpeose of Vote, a group with an emerging
ideology was “to support pro-environment candidates for election to
the Connecticut General Assembly.”

This group, founded in 19881, had grown from 50 to 450 members,
its annual operating budget had increased from %2,000 to $16 ,000,
_and recently they were able to hire a full-time Executive Director.
A fairly tight external boundary surrounded this group to insure
only pro—environmentalists who wanted to elect legislators of the
same persuasion joined the group. Internally, there was another
tight boundary surrounding the Board of Directors, the only
official members of the group, who made all the policy decisions.
At this time, the group was still fairly vulnerable and 80 most
policy deliberations were highly guarded. The leadef and members
felt quite positive about the group while the legislators were
divided in their sentiments both for and against the group-—perhaps
reflecting their voting record. Finally, there was a sense £rom
respondents of all three perspectives that the group's purposes

were fairly well articulated by their charismatic leaders.
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Clean Energy. This group represented an interesting
counterpoint to Vote as an organization with an emerging group
ideology because while their generic intergroup relations patterns

were similar, the way they were expressed was gquite different.

Clean Energy was actually the remnant of a much larger anti-nuclear

organization founded in the 1960's at a major liberal arts

university. Today, its stated purpose reads “"A state-wide

'qrganization whose members are working towards greater puablic
_';upport of energy conservation and energy alternatives which use
_'§enign technologies. Members are gravely concerned about the
?_éange:s of nuclear energy." A leader noted, however, the bylaws
_:hgd recently been amended to also include education and the
-rglationship between nuclear energy and nuclear arms and the
.hgnvironmental consequences of both technologies.

._ In pursuing its goals, Clean Energy was organized as an
;ipfo:mal network of approximately 200 individuals, who work with
gpout $1,000 per year. Perhaps the major task for this group was
ﬁpe creation of a unifying external boundary to halt its decline
gﬁd reenergize the membership. It appeared the group was
_JSuccessful in doing so based on individuals' willingness to pursue

;glternative lifestyles. At the same time it had virtwally

gliminated any boundaries between the members and leaders.

_Ig terms of its relative power, as a remnant of a much

larger organization which has not grown over the last five years,
: p;gan Energy seems to be fully aware of its vulnerability. 1Its

. major strength, on the other hand, had been the establishment of an




effective telephone network. Both the members and the leader seemed

to be pleased with this arrangement as they rated the group quite
favorably and everyone seemed to be fairly clear on what the group,
still led by its charismatic founders, was trying to accomplish.

The Land Trust. The first orgénization with a maintenance
group ideology to be considered is The Land Trust. This group's
stated purpose was, "To identify the natural communities and species
that are most rare and threatened, and their best remaining
locations; to bring them under protection at those locations; and
to preserve them indefinitely through careful management of the
land.* '

fhis mission seemed to be guite clear and attractive to
Connecticut residents as the group had established a thriving niche
for itself. During the last five years, for example, membership
increased from 3,300 to 7,400; the annual operating budget rose
from $97,700 to $175,000; its endowment grew from $300,000 to
$1,000,000; at the same time, paid staff held constant at around 4
without the aid of any volunteers. It appeared the group was using
its ideclogical position to maintain boundaries around ﬁoth the
membership and the leadership. This strategy was productive for
The Land Trust as its powWwer bases, particularlf financial, had been
increasing at an impressive rate. The membership seemed to be
quite happy with this state of affairs and the leader was pleased,

but not as enthusiastic as the leaders of the emerging groups.

Both the members and the leader felt the group's mission was
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fairly clear, but not as specific ag those for the emerging groups.
Finally, the leadership was rated as being charismatic,
professional, and mediators. Is this what is reguired to
professionally run an eavironmental group?

Friends of the Birds. The stated purpose of the other group

with a strong maintenance group ideclogy was much more complex than

that of The Land Trust. Friends of the Birds wag, "Dedicated to
conserving and improving natural, human, and culturél resources
.through public education; to cooperating with other organizations
“in promoting ecologically sound practices and appropriate
~legislation; to acquiring and managing wildlife sanctuary and
-educational facilities throughout Connecticut; to developing
environmental and nature education programs statewide; and to
3gomplying with the society's articles of association.*

Of the six groups in this study, Friends of the Blrds was by
'far the oldest (i,e, founded in 1898), had the largest membership
{ive. 15,000 in 1984), worked with the most substantial annual

Ope§ating budget (i.e. $800,000 in 1984), was the best endowed

T'e.'.$2,175,000 in 1984) and had the largest paid {i.e. 25 in
Bf)'and volunteer (i.e. 200 in 1984) staff. Friends of the Birds
asapot, howevgr, always been such a giant group. Indeed, until

he:early 1970's it was a fairly small group of individuals, who

u .
tantlal financial support. This historical development was
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reflected in the group's boundary relations, as the external
boundary was maintained by a fairly simple concept of love for
birds while the leadership embraced a much more intellectually
complex holistic concern for the environment., These two boundaries
were being maintained, at least in the short run, by the tremendous
financial base of the group, which permits the group to tolerate
the rather different levels of intellectual understanding. How
.long the group can operate in this fashion, however, seems to be
questionable because while a leader was euphoric in his feelings
about the group, the members were not at all happy with the group.
Not surprisingly, both the leader and the members may have
pinpointed a key factor in these reactions as they rated the group
as having considerable variation in its ideological position.
Furtner‘evidence to support this line of reasoning was seen in the
ratings of how the leaders behave. The leader saw himself as
professional and a mediator. Members and Legislators generally
supported this view as they rated the leaders first as
professional, second as mediators, and third as charismatic. It
would appear the leaders have a full-time job on their hands to
professionally mediate the differences between two allied but
intellectually diverse world views within this group.

The Conservationists. The first organization with a

challenged group ideclogy to be considered is The Conservationists.
This group was officially. “Dedicated to and acting on a broad
basis for, the preservation and restoration of quality in

Connecticut's envircnment."
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A . R
teview of The Conservationists' recent history revealed the

group appears to be fairly stable or even slightly expanding over

ghe last five years. On the other hand, all of the basic data

. a i i
. bout this group was based on admitted estimates. There may have

been & 1-10% increase in membership. The operating budget probabl
¥

rose from $50,000 to $75,000. An effort was being made to

determine the size of the endowment,

. which may be as much as
$100,000.

Paid staff decreased from 2 in 1980 to 0 in 1983 and now

stood i
: at 1 plus 5 as needed. Typically, around 6 volunteers have

WO ini
B rked on the staff. At a minimum, these replies indicate an

organi i i

ganization that did not need to keep basic records. A more
-pessimisti i
.pe stic view would be, here was an organization that cannot or

..does not want to keep basic recerds.

Closer
1nspect10n of the operation of The Conservationists

su e
ggest the group may actually be facing serious external as well

as-inte
rnal challenges. For example, while the membership size hag

remax
; ned fairly constant over the last five years, this result was

Primari i
P ly achieved by retaining long-time members not through the

‘redruitmen i
: t of new members. In addition, there was evidence to

1nd

icate an internal leadership struggle was also underway The
l .
nteractlon of these two forces seemed to be weakening the

boundari
P ies and power of the group. For example, over 50% of the

A ' . N
group B membershlp returned their questlonnal re unanswered because
they di ot eel owie gea 1 u [¢] [of a e ng Illlg

4 n £ kn led ble eno gh r ap bl of a We

basxc e
. questions about the group. Meanwhile, it took the leader six
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weeks to provide mailing list. Accordingly, it seemed the group

was having difficulty generating effort to accomplish even simple
tasks. Not too surprisingly the members, who did participate, were
not very happy with the group and the leader's satisfaction was
average. There was a wide range of ideological views present
within the group. Finally, the leadership was rated as
professional and mediators, which could be interpreted as meaning
the leadership, who had professional skills, were involved in
mediating differences among rival factions that had not
successfully articulated a clear vision of the future.

Sportsmen United. The last group to be discussed was also

rated by the expert panel as having a challenged group ideology.
This group's stated purpose was, “"To improve the quality of life
for the people of Connécticut~—cléan air, pure water, an abundance
of wildlife, adeguate open space for outdoor recreation, and to
combat those forces that would turn our state and country into an
. eyesore of smog-laden air, dirty water and blighted landscape.
Specifically, we will fight to preserve our fast diminishing
natural resources.®
In contrast tb The Conservationists, Sportsmen United seemed
to have been on a decline for some time. Evidence to support this
contention came from the leader, who explained how the once
vigorous Connecticut group started to lose its dynamism after it
merged with a national organization. The slow decline has
continued over the last five years as individual membership slipped

from 325 to 175. Fortunately for the group, organizational

membership during this time rose from 20 to 28, which explained

the modest rise in the group's operating budget from $10,000-
$17,600. The fundamental challenge for this group, both

externally and internally, seemed to be overcoming apathy. 1In
other words, the boundaries of the group appeared to be slowly
collapsing through neglect.

the declining member ship. Internally, the President only

_bersonally knew 6-10 members, 75% of the members say they knew 0-1
other members, board positions could not be filled, and no new

programs had been initiated in recent years. The major power base

‘of the organization now appears to be its affiliation with the

‘national organization. Of the individuals still active in the

‘group most, including the leader, were not very happy. Both the

leadef and the member also ig v € n e group's
8
B saw w 1] arizanc i th

;goals——perhaps that means little interest inp the goals. Finally,

1n -terms of leadership behavier, a full spectrum of replies were

'fpund. Specifically, the leader saw himself as a mediator.

:Members, meanwhile, gave the highest rating for the leadership as
_charismatic. Given all that has been said above, one wonders what

'form the vision takes? Finally, the Legislators thought the

eaders were professionals.

-In Summary, most of the propositions in the theoretical
:amework were supported by the data collected in the field study.

Ther
! e were, however, three surprises, which raise theoretical

.
_/or methodologlcal questions. First, the split in the feelings

between the leader and members of Friends of the Birds was not

The collapse was evident externally irn
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anticipated. One plausible explanation for this finding is the

leadership is currently winning out in an ideological battle with
the membership. Accordingly, the leader is feeling very good about
the group while the membership is frusctrated. How long this group
can maintain its stature with an angry general membership. however,
it was curious to find such wide

is an open guestion. Second,

variance in all the groups' ideological position. Theoretically.

this finding may be explained as a function of the members having
only a marginal investment in the goals of each group. BAn equally
likely explanation is that group ideclogy or the more general
perception category was not operationalized as well as it could
have been. Third, there was considerable variance in the way the
maintenance and challenge group leaders were thought to behave. A
possible theoretical way to understand this finding is to suggest
the professionally trained leaders of the maintenance groups spend
much of their time mediating small disputes while the challenge
group leaders are trying to professionally mediate major conflicts.
on the other hand, perhaps the operational definitions of these two
leadership functions need to be more sharply distinguifhed.

Serendipity. As alluded to earlier, one of the fortunate yet
unexpected rewards derived from this field study was a few
additional insights were gained into the nature of group ideologies
that went beyond the scope of the theoretical framework per se.
Since they are relevant to a broader understanding of group

ideology, it was felt they should alsc be shared with the reader.

The four major insights are briefly discussed below.
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Fi : : .
irst, it became increasingly apparent that groups with a

na i i
rrow ideclogical focus were able to sustain more vital energy

than did the broad issue groups. Specifically, both the emerging

. ) a =
.. nd maintenance groups seemed to be much clearer about what they

were trying to accomplish than were the challenge groups This

fflndlng reminds one of Peters and Waterman’s (1982} work on

o : .
rganizational culture where the authors found successful groups

"stick to their knitting” rather than trying to be all things to

‘all people.

Sec
ond, a most striking finding was that most of the groups in

':t

: he sBtudy were ideological lineal descendents (Kaufman, 1976) of
In other words, old ideas, packaged in a slightly
were being carried on under the banner of néw

This behavior pattern might appropriately be called the

phoen;x phenonenon," named after the mythical Egyptian bird that

_}ses full grown £rom its own ashes.

. Third, organizational survival may also depend upon

deolog:cal adaptability. Clean Energy is the case in point here

t'
was remarkable, to the researcher at least, to see this group

_d escaped near certain extinction with the rest of the

ntlfnuclear to pro-conservation. ‘The original goal of the group

not ‘1l i i
R ost in the inversion, but it became subordinate to a new

oc o . . . e
ué,_whlch dramatically improved the group's chanceg for

§
.nally, with organizational success there comes a seemingly

a
tural_temptatlon to broaden the scope of one's ideoclogy and range

act
1vit1es. It may be advisable to resist the former temptation




but embrace the latter. For example, three of the six groups in
this study seemed to have enjoyed relative success over the last
five years. These groups were Vote, The Land Trust, and Friends of
the Birds. Both Vote and The Land Trust, in general, reacted to
this success by increasing the complexity of their activities while
essentially holding to the same mission and the leaders and members
were pleased with this state of affairs. 1In contrast, Friends of
the Birds has attempted to broaden both its ideclogical position
and range of activities. From the data collected in the field
study, it would appear this effort has triggered something of an
ideological schism in the group between the leadership and the
membership. As a result, while one group leader was quite happy
the polled members were displeased with what was going on. This
split would bear watching closely in the future.

Suggestive next steps. As the above discussion indicates,

this study revealed some interesting behavior patterns and raised
ceveral additional gquestions. In the same spirit, a number of
suggestive next steps will be noted here by way of concluding this

For example, it would be interesting to atttempt the same

paper.
type of project after further refining the instruments for
measuring group ideclogy and the five universal characteristics of
intergroup behavior examined in this study. If such an effort were
mounted, however, attention would also be focused on the Board of
Directors, who play important roles in many of these groups. In
addition, it would be advantageous to study envirommental groups

from another part of the country to see if regional variations are
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e . : N
-contributing to the findings. Another promising avenue of research

..would be to use the same methodological approach to study other
_hormative groups such as religious organizétions or political
-parties. Alternatively, one might test some of the theoretical
'“iﬁeas emerging from this study in uwkilitarian organizations to see
';f they can contribute to the understanding of such phenomenon as
mergers and acquisitions or high performance work groups. Finally,

;& rather new line of research could be pursued by inguiring into

.#ne antecedents as opposed to the consequences of group ideology
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OVER LONG PERIODS OF TIME
BY

Teddy (T.D.) Weinshall and Harry C. Kyriazis

- INTRODUCTION AND SUMMARY

How can one talk about skill, without stating beforehand - the skill
- to do what? Thus when we speak about a skillful organization, we have

to clarify first what tasks does the organization have to achieve inp
terms of '

- What is the final product that the skillful organization
needs to achieve?

What new things has the skillful organization to create
in order to achieve such a final product?

What are the major difficulties (or hurdles) that Ghe
skiilful organization has to overcome?

~ Who is this "skillful organization"? What is the "division
of labor" among its various parts in achieving its final
product, creating the new things and overcoming the hurdles
in doing so? Or, putting it in different words - which
part of the "skiliful organization" has the leading role
and responsibility for the above mentioned tasks, and
what are the roles of the other parts?

- And last but not least - how can the skillful organization,
and primarily that part of it which has the leading role
and responsibility for carrying out the above mentioned
tasks {or objectives), do it in the best possible way and
most skillfulliy?

We shall try and answer all the above questions in this paper.

nly that the elaboration of the answer to the last guestion - of how
can the skillful organization best achieve its major tasks and
objectives - will be done in a separate paper which deals with "Presen-
ting the Corporate Image as Perceived from Within - And its Theraputic
Value™, (1) This present paper is divided inte the following parts:

- The Total Grganizational System (T0S) This part presents an
overall view of the two Main Systems (The Management and
the Decision Making Main Systems), with their six Principal
Systems (The Immediate Environment, The Wider Environment,
The Organizational Strategy, The Managerial Scope of Deci-
sion Making, The Managerial Structure, and the Managerial
Interpersonal Characteristics principal systems}. These
are the six principal systems with which the management has

sented at the Antibes SCOS Conference - Workshop, June 26 - 26, 1983
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to be well acquainted with and aware of, ir order that they
can lead a skillful organization.

The Decision Making Main System This part deals primarily
with management’s responsibility for the equilibrium among
three principal systems of the Organizational Strategy, om
the one hand, and the Immediate and Wider Environments, on
the other hand. We shall get hetter acquainted with the

human Factors of Decision Making (FDM), the stake holding
groups taking part in the decision making process; and that
without the cooperation of any of these FDM, the organization
cannot grow in terms of its Organizational Strategy. This is
primarily a qualitative rather than a quantitative growth, in
what the organization is doing (a larger product/service line
diversity), in how it is operating {a higher level of science/
pechnology), and in-where it is functioning {(a wider geogra-
phical and national-culture spread). In its growth the orga-
nization has to follow, more or less, the general growth
pattern of the produnct/service lines in which the organiza-
tion is involved. )

The Management Main System We shall first get acquainted
with the different Managerial Structures through which mana-
gement usually has to go as the organization grows, Tirst
when it is established as a one. product/service line, opera-
ting in a relatively simple science and technology, within
one area, or one country. Then it has to move to ancther
structure when it utilizes a more sophisticated science and
technology, which requires specialization in both the roles
of eqguipment oeperators and in those of professionals with
scientific training. Next the management has to move to a
third managerial. structure, when it diversifies its product/
service line to two or more lines, significantly different
form one ancther, but still operating within the same natio-
nal_culture area (usually one country). The final Hanagerial
stpructure which the management has to assume is when it
spreads geo-politically, to other countries which are natioe-
pal-culturally significantly ditferent from one another, and/
or when it has constantly to grow {in its Organizational
Strategy) and cannot afford long no-growth periods of stabili-
zation throughout the organization.

In both situations the management cannot be structured in a
uniform managerial structure, but has to operate in a fede-
ration of managerial structures.

Next comes a short discussion of the two parameters which
establish the managerial structure and of a fourth uniform
manageriai structure {in addition to the Entrepreneurial,
Functional, and Product~Line structures), which unlike the
other three structures is a dysfunctional structure.

However, this Anarchic Structure has to be experienced o1

by management for short periods of time, whenever a per-
sonal exchange in the CE (Chief Executive) role occurs
during the first two managerial structures (the Entrepre-
neurial and the Functional Structures).

Finally, in this part, the leadership, followership and
cther interpersonal Managerial Characteristics are discussed
The§e Managerial Characteristics are among those personalit )
traits which are acquired at a very early age, mostly eveny
before the child goes to junior kindergarten.'éanégers will
usual%y adapt to interpersonal behavior, different than

that %n line with their managerial characteristics, if they
are_elther coprced or influenced into it by their ;anagerial
env?r?nment to do s0. However, if the managers are in key
positions which enable them to behave voluntarily as they
desire, they will always revert to that interpersonal
beﬁavior which is in line with their managerial characteri-
stics. When managers hehave according to their managerial
c?aracteristics {i,e. their management "style" (2} is in

line with their managerial personality}, and that managerial
style {i.e. the manifest interpersonal rgigtionships of
.the.managerial structure) is the one required by the mana-
ger?al Scope of Decision Making (i.e. the context of the
Déels%on Making main system) - then the managers will func-
tion in the most motivated, satisfied and proficient behavimr.

- The Main hurdles that the skillful organization has to overcome.

In order that the organization will thrive and survive
;hroug?—out the dynamics of organization and management, the
cllowing three things are the most important ones to watch:

=~ Organizational Strategy That the organizational
strategy of what, how and where the organization
operates, will secure the continued cooperation of
all the intermal FDM (the human Factors of Decision
Making). Management has to steer the organization
through its Immediate and Wider Environments, with
an organizational strategy which will secure its
succeés and survival. A large imbalance between the
organizational strategy and the competitien in the
pressures from the Immediate and Wider Environments
may put in jeopardy the organizational survival.

—~ Managerial Structure The managerial structure should
enable the management to run the organization in the
above described Organizational Strategy. In other
words, the managerial structure should be in line with
the managerial Scope of Decision Making, or context
of the organizatinn. ’

tﬁége?t style is the actual, or manifest, behaviour of managers
er it conforms with their managerial characteristics, or not ,




- Managerial Characteristics The managerial
characteristics of the CE (Chief Executive) and
other managers in key positions should be in
line with the Management Style {3) required by
the above described Managerial Structure. Other-
wise the key position managers will run the orga-
nizations in a behavior suiting their managerial
characteristics, and thus contrary to the required

managerial structure.

- How Can We Judge if The Management Runs a 1ggillfull Organi-

zationl?

To answer this gquestion we should obviously evaluate how the
organization stands up to all the three above mentioned
hurdles.

Any evaluative approach which is based on rigid principles
and measurements of what is a "good" organizaticnal strategy,
of what are "good” or "bad" managers and/or managerial {or
organizational) structures, are no good, . and could well be
dangerous to the erganizational success and survival. Drawing
conclusions from organizations in one stage of their develop.
ment to-other organizations in another stage of development
is therefore irrelevant and dangerous. Also, any partial
evalvations of the following three systems, could be gravely:
misleading, and could not predict if the studied organiza-
tion will thrive and survive, or not.

The only way in which .one can establish whether an organiza
tion is "skillful"™ at a certain point in time is to find
out whether the above mentioned three systems are balanced
as follows :

- Organizatiomal Strategy - whether it is balanced
with and well adjusted to the Immediate and Wider
Environments, so that every one of the integral
factors of decision making {(the managers, workers,
owners, customers, suppliers, ete.) is cooperating
with the organization presently and into the
forseen future.

. Managerial Structure - Whether the structure in
which the organizations is run by the CE, is the
structure required by the present and planned
foreseen future of the Scope of Decision Making,
and Organizational Strategy.

- Managerial Characteristics -~ whether managers in
key positibns have the managerial characteristic
in line with the required Managerial Structure. As
the management style of such key positioned manage
is in line with their Managerial Characteristics
establishing the managerial structure and the ma
gerial characteristics for such managers, is one
and the same thing.

(3) See footnote {2} on page 3.
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THE TOTAL ORGANIZATTIQNAL SYSTEM (T08) 54

The dynamics of management and organizations over time
are described and analysed by way of the TO0S (Total Organizational
System)- This notion of a total organization system assumes a
dynamic relationship between management of the organization and the
environment, both of which are affected by changing conditions of
size . place, and human nature.

Any change in one part of the total system affects the
other parts,ahd the survival of any organization is continually
threatened by the changes-brought about by growth, which in itself
is essential for survival.

The TOS (see Figure 1) is composed of the immediate
environment, the wider environment, the organizational strategy, the
scope of decision making, the .managerial structure, and the manage-
rial characteristics. The immediate envi. ronment includes the

eting for the organizational cooperation of the

organizations comp
shareholders,

human factors of managers, workers, trade union, bankers,
suppliers, customers, government etc. The wider environment includes
the systems of the employment market, money market, supply + 7 and
demand market for materials ‘and products, as well as the technology
and socic-cultural systems. The .scope of decision making is the total
amount and complexity of the decisions. imposed upon the management by
their own organizational strategy, influenced by both the immediate
Managerial structure refers to the actual way

and wider environments.
formally or informally.

in which the decigion making is carried out,

The managerial characteristics are the leadership and follo-
characteristics of managers, from the chief executive down.

Consequent1y¢'organizational systems are actually contingency
systems; that is to say that the different components are contingent
r . change in one . subsystem may not only affect
what is happening in.other subsystems, but may also alter the rules by
which these systems are governed. Ttcoilid be shown, therefore, that
principles which, until quite recently, have governed management
education, its teaching and writing, are based on false assumptions.

Thus, all of the following principles turn out to b

wership

upon each other. A majo

wrong :

_ there exists a "good" and desirable or anizabional structure in which
. g g

an organization should operate at all times;

manager will always be

_ there are good and bad managers, i.e. a good
in one organization or

good and a manager who has  completely failed

another could never suceeeéd in the same or in any other organization;

it is desirable to have people continue to work in the organization

as long as possible, and the organization should do whatever it can

to hold on to employees who are doing very well today;

there are rules which should govern the establishment of
One of these rules is the so-called "span of control';
control.

structures. it
represents the number of subordinates that a manager can

Let us stress this again - all the above four principles

wrong.

~,

THE IMMEDIATE ENVIRONMENT

Qther grgonizations campeting
for the following organizational
coapergtive resources {human
faciors):

- Managers

- Trode unions

- Bankers

- Shoreholders

- Suppliers

- Customers

- Governments, gtg.

THE WIDER ENVIRONMENT

Composed of tha following
environmental systems’:
-The employment market
system

== -The opital {money}

market system

The consumer (Supply -
demand) system

The technologicol-scientific
{ong educational} system
The socio-cultural (and
geopoiiticali system

\ " THE DECISION-MAKING MARN SYSYEM

ORGANIZATIONAL STRATEGY
In what, how, and wherg is the
organization operating

\

SCOPE OF DECISION MAKING {SDM|
Established primarily by the
foilowing foctars.:

-The employed level of technology/scisnce
~The product/service diversity
- The geogrophical dispersol

e absolutely

Necessary { formal !
e ittt ettt
V4 -~
7 l MANAGERIAL STRUCTURE AN
/ \
{ . -
| THE 'MANAG ‘ )
|‘ MAIN SYSE'NEEINT Actyal linformal}
\
\\ The leadership and foliowership
MANAGERIA 4
Ny L CHARACTERISTICS L

Figure 1 Two main systems and six principal systems of the TOS

lert ‘Main System,

THE'DECISION MRHING MAEN SYSTEM

organizational

are absolutelj

aeguired and used by customers and clients.

u%pment, water, electricity, etc., flow into these systems

;g_finished products and services flow ouf of them, to be

We shall now present the two TOS main systems separate-

1y, first The Decision Making Main System and then The Manage-

Organizations can be perceived as input-output systems

(i) Tesources., resources suc as capltal, anpower, raw aterials
7

The latter provide
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the organization with the current funds necessary for recycling.

not only the customers but all the other resources

However,

necessary for the functioning of the organization happen to be

human factors.
No resource can -come forward on its own,
The creation of the finished

without the

human factor which provides it.

product or service of an organization requires the contribution

of all the resources necessary for the functioning of the

organization, by the various human factors, including the custom-

eTS5.

2
This notion traces back to chester Barnard , who

the weight and value of the customers of an

pointed out that
If one

t from that of.its workers.

organization is not differen
e crganization, the final

of these human factors withdraws from th

effect will be the same: the organization will not be able to gJo
on functioning and existing.

On the input side we find the woTkers, who provide

the labour; the suppliers providing the raw materials, the

equipment and the different services (walter, gas, electricity,
consultants);

on the output

or the human services, like management and the

bankers and shareholders providing the capital.

side we Tind the customers who receive the goods and services

produced by the organization, and they return money to the system.

in additien to those human groups which directly

manipulate resources of the organization, we find a few ad-

ditional groups which, over the years, have acquired the necessary

power to make the organization depend
These latter human facters for the most

ent on them for its func-

tioning and existence.

de local and central government and the trade unions.

part inclu

2. Chester Barnard was a practising manager, like Frederick

Taylor and Frank Gilbreth, the US 'time and motion' pioneers,

and like Henri Fayol, the French formal organization pioneer,

who preceded him in the earlier part of this century. However;
while the latter three were part of the Scientific Management
movement (Fayol was one in spirit ratner than in formal affilia-
tion), Barnard was one of the pioneers who took management out ofit.

"all these have th n th n
the same effect on the organization as the other
E

directl ntri i i man men n
y contributive factors (i.e. ma agement, workers, bankers
1 E

shareholders, suppliers, and customers).

“ail J s isi
these factors of decision making appear in Figure 2

e (o] c ti U
conti ed oopera on of the human factors with the
nga izatio 1s a ecessary conditio o orga izational survival

Thus, for i i
. example, an organization cannot survive without the

ceco i {
peration of its employees and of the customers purchasing its

roducts. imi i
p ts Similarly essential for its existence are the incoming

raw m i i
aterials and services from its suppliers, without which its

“products could not be manufactured. The organizations would be

. total i
ally paralysed without a source of capital: its shareholders

~ These j
. are just a few examples of the organization's dependence on
-its human factors.

..i The struggle for survival basically means the ability
o .
. compete successfully with other organizations over the same

“huma ' izati
n factors. Thus organizations become interlinked through

mut i ‘ i
utual ;nterests. Their mutual interests are the populations

of mana
gers, workers, customers, shareholders, suppliers, and
2

Uth . - .
€rs, in which they organize and compete with each other in the

I ed e gnt see F F
lat Enviro ( igure 1 and idure 3) gr
. e de ee

of fier is i i
ceness of this intraorganizational competition over

&very on
% e of these human FDM (Factors of Decision Making) depends

on t ili iti i
. ..he prevailing conditions in the Wider Environment (see Fig
ure 43, i i —

) The wider environment within which (or on the grounds of

ich it i i i
: y 8s it is portrayed in Figure 4) the competition among the

0rganizati in im i n -
r'g ations in the immediate environment takes place, is com
1

csel i i

p .d of five environmental systems. The degree of abundance or
orta i

ot ge 1in each of the three pendulum systems {i.e. in which

& resource is alternatively more and less available

erlod of time to another),

from one

erio and the state in which the two other
ne- i ,
-way systems are (see Figure 4); will decide the degree of

E B r's a N s .
“;uplty‘ln the competition over sach FDM in the immediate

vir
ironment. For example when the Employment Market wide envi-

L L
.Wental system is in & state of general "unemplayment", there
3
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Hospitals

OWNERS

BANKERS

Peruging

Borckiys

Computer
COTEOEs

CUSTOMERS

o
SUPPLIERS # % =
{moterials, (ur;enls‘1 ‘
pOwer Services, distributors, 3
i CONSUMErs,
data processing, . ‘ z *
ond other clients, etc.] 2

services, efc.)

UNIONS

; Unilever
Operating /
Crganization
{employees)
Figure .2 Factors of decislon making (FI_)M): human
factors'éomprising the organizational decision-rnaking
) process {DMP)

Organizaticn
{including Qper. Org.)

Figure 3- Results of -competiion in the immediate

environment: several links between a chocolate f‘amary inthe

London area and other organirations through its factors of
decision making

Other orgonizations
competing f'nr i
governmant’s cooperation

——A———,

Qther organizations
competing for
awners’ copital

Other organizations
campeting for lh_e
suppliers’ materials

Other organizations
competing with their

Samptng for products ond/or services

campeting for
the some labour B

Pendulum systems
[alternating betwesn
cbundance and
shortoge)

W

Figure 4. The total organization within its immediate and wider environments

One-way systems
{moving irrevocably
in one direction)

THE ENVIRONMENTAL SYSTEMS

exists almost no competition over employees, both workers and
managers (unless there may be a competition over am odd high-
.tech person, because of his or.her unigueness in the Tech-
nological System, which is the gualitative state of the Employ-
Market system). On the other hand, if the employment market of
the wider environment is in a state of "full eployment" or even
more so in "over employment" {i.e. manpower shortage),  then the
competition over managers and workers among organizations in the
immediate environment, is indeed quite fierce.

The power of individuals and groups in every one of the
human FDM to exert pressure over the managements of the different
organizations, in a specific wider environment, and the contents
::pf the demands, are drawn from the existing information about the
Csituation of individuals of every one of the human FOM, in the
_Jdifferent organizations with which they cooperate. Information
.ébout the situation of shareholders in different corporations
Jmay be gathered from newspapers presenting daily share prices,

c8te.  Informatiaon- about the position of customers viz a viz

_'ifferent manufacturing corporations would be done by comparing
;ﬁrices in department stores, supermarkets, newspapers, etc.; as
.ﬁéll as by checking the gqualitlies and availabilities of products
éﬁd spare parts; in cdiscussicn with fellow customers. Dis-
cussions with employees of other organizations is also the
5pfimary means for managers and workers to find out haow things
are with their fellaow employees in other organizations. Managers
ﬁéQe the additiunal means of newspaper placement advertisements,
énd executive search agencies (i.e. "head hunters"), which usually
éb:not cater to workers. This is why, more and more, we get each
of ‘these human FOM facing their respective organizations as
Vﬁﬁrkers of the worId—unite", "shareholders of the world-unite™,
éﬁstamers of the world-unite", etc.

' _. The best managerizl policy for handling the pressures
nd . demands of various factors of decision making (FOM) is to
compénsate each factor at the lowest acceptable level. That is

tbzsay, workers, customers, shareholders, etc., should be com-
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operate fully with the organization. Offering one FDM more than

the minimum they require may leave less than the minimum for
other FDM, thus endangering their continued cooperation with the

organization. One can visualize the total amount of resources of

an organization as one whole cake, which has to be divided some-~
how among the various FDM. If management does not follow the

policy of compensation at the mipimal level, it will consume the

organizational 'cake' by compensating some FDM at too high a
level and be left with no more 'cake' Tor other FDM.

In the coninuous battle far survival, organizations

have had in many cases to change their secondary ohjectives in

order to survive. This happens when customers refuse to continue

purchasing, or the suppliers cannot or will not centinue supply-

ing, or because of any of the other FDM. Hence organizations

have had to switch to another technology, product, or gecgraph-

ical area.
Organizational strategy is, in general terms, the form

that the organization takes and the way it operates in practice.

it is the answer to three basic guestions about the organization:

What does it attempt to achieve? How {(by which means) does it

set out to Teasch this goal? Where does it intend to do it?

By answering these three questions, the organization

automatically defines the limits and characteristics of its

immediate and wider environments. These to a large extent will

dictate the future organizational DMP (decision making process).
The specific way in which the organizational strategy

is defined and carried out is therefore influenced by the nature

of the immediate and wider environments. On the other hand, it

is also largely affected by the managerlial characteristics of the

CEQ (chief executive officer) and his team. We can now graph-

ically relate the strategy of the organization to its environment,

on one hand, and to the individuals whc manage it, on the other.

These felationships are presented in Figure 3.
We have already discussed the nature of the immediate
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IMMEDATEENVWONMENTW*————m{iE@EHENVRONME&??
N

ORGANIZATIONAL
STRATEGY

MANAGERIAL -
CHARACTERISTICS

Figure © . Factors irfluencing organizational strategy from
within and without the organization

.énd wider environments and their effect on the organizational
JOMP,  Managerial characteristics and their influence on the
.-organizational growth and development are discussed further on

“in parts,

| The terms ‘'business strategy' and crganizaticnal strat-
ﬁegy' are used interchangeably in this paper. They indicate that
_strategy is the sum of the operating policies of an organization
?leoklng towards the future. Strategy is, however, used by other
types of organizations, e.g. military, correctional, or other
government operated organlzatlons in which shareholders do not
zpartlclpate. However, the term 'business strategy' may also be
;ntérbreted as organizational strategy in which the management
:_f 8 non-business organization is operating as if it were a
business organization. “a business strategy contains three
lements:

jWhat is the organization in? (and zhat is it going to be in?)

=How (with what means) is it operating? {0r is it going to

operate?)

here is it operating? (Or is it going to operate?)

e bu51ness strategy describes the cansequeces of the pressures

of the immediate environment and the constiraints of the wider

env
1rcnments in the different gecgraphical areas in which the

g?ﬁlzatlon cperates. The business strategy -- i.e. what
. .e. ,
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how, and where -- therefore establishes the arganizational scope

of decision making. The more competition there is for the

various human factors in the organizational DMP, and the more
constraints there are Imposad on the crganization by its wider

environment, the larger is the amount and complexity of 1ts DMP.

The same factors also determine the time that management has to
secure the continued cooperation of all the factors in {he DMP,
without which the organization cannot survive. That is to say,
the more heterogeneous the business strategy in its what, how,
and where, the larger its scope of decision making.

Since 1958 we have known that it is pessible to mgasure
the scope of decision making by the degreelof the Employed Level
and it would then correlate with the managerial
that in

of Technology,

: 4
structurej Ten years later, in 1968, it was found

product-line diversified and geographically dispersed organiza-
tions, the managerial structure correlates also, and mainly,
with two additional aspects of the scope of decision making,
namely those of the Product/Service Diversity, and the Geograph-
ical Dispersal. Let us now see how these three facters are
related to the scope of decision making (or SDM, as we refer to

it in the following paragraphs):
—— The Employed Level of Technology (and Science}

N

“as the level of technology rises and bacomes more diverse, the

SDM becomes larger. There are more problems, and more time is

invested by management in maintaining the necessary continued

cooperation of the essential factors of the declsion making process.

3. The first one to have established this relation was Joan
Woodward in her booklet: Management and Technolggy, HMSO, London,
1958. Woodward, however, studied 100 predominantly one product-

line industrail organizations, in ene region of England (Scuth Essex).

4. By John Stopford in his doctoral research about 170 american
based multi-national corporations, which had operating units in at
least six countries: Growth and Organizatiocnal Change in_The Multi-
national Firm, doctoral dissertation, Harvard University, (published
by arno Press, New York, 1980).

Thus, the higher the level of technology,

the more complex the

prablems the organization faces: with mariagers becoming more’

professicnal; with workers having more responsibility for main-
taining larger technical systems; with suppliers assuring a
steady flow of materials of uniform guality; with customers
whose continuing needs for the products or services must be kept
in mind; with bankers by securing larger-scale and longer-range

loans; with shareholders, trade unions, ete

government,

-~-The Product/Service Diversity

The larger the product{service diversity, the more management has
Thus,

new and different kinds of product/service lines means that the

to deal with different types of populations. going into
‘management should become more knowledgeable about the additional
:subgroups of the various human factors without the cooperation of
which one or more of the different product/service lines cannot
be successful. “adding a completely rew and different product/
§ervice lire could therefore mean that the management has to deal
}skills, suppliers dealing in different materials, and custoﬁers
“purchasing different Products or services., It would affect
_1nvestors 1nvest1ng in different capital ventures with different
rates of return and payback pericds,

and also government officials,

'etc.

-<The Beographical Dispersal

he more the organiwation moves to different countries, with
_dlfferent cultural and behavioral patterns, the larger the SDM
Uf.lts management, because management has to securs the continued
cooperation of additional employees, customers, bankers, share-

olders, trade union and government officials, and the Iike. 1In
dealing with the different types of these human factor resources,

the management has to acquaint itself with the laws and habits of

evgry country in which the organizaticn operates.
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4. THE MANAGEMENT MAIN SYSTEM

Most organizations gc through an orderly sequence of
managerial structures during the course of thier lives. "an
organization just established may be very small, but developing
fast. 1In order to survive this difficult but exciting stage of
its 'childhood', it must be managed in an informal, centralized
fashion. This structure is called an Entrepreneurial Structure
and is typical of new organizations in their first stage of
development. When organizations grow beyond a particular size
they can no longer function effectively within this structure.
They must go through a major transfermation in terms of the
whole set of rules by which the work is managed and carried out
in order to cope with the growing quantities of product and ser-
vices, their variety, and the complexity of the organization.
This second structure is called the Functional Structure. The
formalized and centralized nature of the functional structure
must, at a certain stage of growth of the organization, give
place to the formally Decentralized Structure, if the organization

is to survive. This decentralized structure is essential when

the SDM {scope of decision making) significantly grows elther
because the organization has expanded from one product line to

two or more, or moved from operating in one area {(or state) to

two or more areas (or states), which are not very differeit from
ane another in their wider enviromments (i.e. in their employment,

consumer and money markets, as well as in their technological/

scientific and socio/cultural systems). Thus, the decentralized
structure can be either a Product/Service Structure or an Area

Structure.

The above mentioned four basic managerial structures --

the enterpreneurial, functional, product/services and area
strucfures ~- are presented in Figure 6.

The .basic managerial structures are a function of and
could be established by two parameters: The Degree of Formal

Clarity (or of Formalization), and the Degree of autonomy.

Type of Degres of | Dagres of
managerial . Chart tiormat | fautenomy ol
structure e wbm’d‘m]lul
Entrepre-
neurial Informal |Centralized
Functionat Formal |Centralized

By

© product

dine

Decentralized Decent-
\ Formal ¢ tived

By
geographical
area

Figure & Examples of the basic managerial structures

Figure 7 The basic structures according to the twe parameters of
manageriat structure

Degree af formal clarity {formatization)

Degree of autonomy Informal Formal

Centralized Entrepreneurial Functional
structure structure

%/{///,{///y///////é L Product/service
/

Decentralized ~  ZAnarchic siructates - — — — — . _

% archic structure
‘ Area structure
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Figure 8 : The Informal Stiructuress
Enterprenurial and Anarchic
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SERLED

E - Entrepreneur
F - Function fin functiz-al structure)
PL - Product line (dece-ralized)}
C- Country {(orea decentraiized)
QU~ Operating Unit o .
Figure 8 , 1 Functions, product lines, cointries, and pperating units in a schematic
presentation of an entrepreneurial structure

E - Enireprengur
F - Function {in funetanal structure)
PL- Product line {gecetrolized)
C-Country lorea decentrolized)
QU- Operoting Unit o .
Figilre 8 . 2Functions, product lines, countries, and operating units in & schematic
presentation of an anarchic structure
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The matrixe of four basic structures, resulting from the Infprmal
and Formal degrees of formal clarity, and the Centralized and
Decentralized degrees of autonomy -- is presented in Figure 7.

apart from the Entrepreneurial, Functional and Product/
Service and-area Structureé, we have in Figure 7 one additianal
basic structure -- the.znarchic Structure, which is an informally
decentralized structure. This structure is presented schematic-
ally as a relationship chart appearing in Figure 8.2. Comparing
the chart of the infnfmélly decentralized anarchic structure in
. Figure 8.2, with the informally centralized Entrepreneurial
structure in Figure 8.1, we see that the only visual difference
is that the aparchic structure does not have a head in its
center. .

The actual difference between the anarchic structure
-.and the other managerial structures is, however, over and above
the fact that it is the only headless structure. “anarchic
:structures have usually only cone secondary objective, a limited
.stratsgy both in its scope and, mainly, in its longevity. The
_énarchic structure does not have an survival drive, which will
_ help the organization to expand and/or replace its secondary
objective, when it becémes.obsulete. Gn the contrary, its only
_drive is to achieve this secondary cbjective, and then the
'ﬁrganization will live ne more. We can, therefore, conclude that
hﬁarchic structured organizations are not skillful, as their
_méhagements db not make them survive and thrive, but just try
to achieve their immediate and only objective. For example, the
0S sDS {Students for Demgcratic Society) in the late 1960's and
‘garly 1970's, had ene objective which expanded to two. They
wénted the US to get out of Vietnam and, later, wanted to get
;ibhard Nixon out of the Presidency. When these two intercon-
nécted objectives had been achieved, the SDS ceased to be.
o Finally let us present thg Multistructure, a federated

managerial structure, in Figure 9.
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forrr?ahzed. would be incorporated either in ong ?f the
two decentrolized structures or in the functiono J
structure

Figure /9 The multistricture managerial structure

This managerial structure may be perceived as if it

were composed of different building blocks which may be combined

into different kinds of structures. This is done by way of

federating in each structure various proportions of ?iffar%nt
building blocks. Figure 9 includes all the possible building
blocks: an entrepreneurisl structure under the contrel of the
CE, "a functional structure headed by the CE, preduct lines and
areas reporting to the CE, and independent entrepreneurs who
return to the CE after they have accomplished the launching of

their assignments. '
The Japanese have been the first tc operate their large

: . 1d
organizations in multistructures, probably since the First Wor
War -Multistructures first appeared in US corporatiens and in
large organizations in other countries outside Japan only after

the Second World War. |
mong 18 organizations studied in the 1960's and 1970's

by both informalogram and clincal action research, one was found
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to have a multistructure. This was a Foreign—owned‘shipping.
organization operating in Japan‘and comprising two distinct
parts: one running its shipping lines and the other serving as
its shipping agents. It so happened that, while the shipping
agency's management was exclusively japanese, the two top levels
of management in the shipping lines were nen-Jepanese, mostly
nationals of the Western country where the awner company was
located ard to whose headguarters the operations centred in
Japan were linked. analysis of the managerial structures in the
two sub-organizations revealed some differences. The non-
Japanese sub-organization had a functional structure, partially
decentralized in the relationships between the chief exacutive
and the management; a larger degree of decentralization was
<. apparently impossible, due to an insufficient number of managers
 and other resources. 1In the Japanese sub-organization, the
clarity of the formal structure and the mutual dependence of in-
“dividuals and units indicated a functional structure; but the
_infnrmal activity of the managers did not. In fact, the mana-
gerial structure was characterized by Japanese culture-hound
behavior of the so-called 'ringi’ debision—making process. 1In
{hese circumstances it was not surprising to discover through the
‘action research that the chief executive was relating differently
Lo the managers in the two sub-organizations.
' The only exception to this has probably been the roman
Latholic Chuteh which has been aperating in an effective multi-
trusture for centuries.
. The multistructure became essential for organizations
hich could not grow any more in a decentralized structure for
he or more of ‘the follewing three reasons:
' ~- The growth in the pProduct/service diversity exceeded
seveial Produci lines. The professicnal team serving
the CE in auditing the suborganizations at the end agf
the decentralizing periods af, say one year, became

too large to keep them occupied in anything but




intervening in decision making of the decentralized
units. If they do ;ntervene -- there would not be
a decentralization any mare.

~- The emerging cultures of the ex-colonial countries
and nations, became the dominant cultures when these
nation-states gained independence after World War Two.
Thus the .cultures of such countries as Britain, France,
Holland, Peortugal, etc., which were prevailing through-
out the cclonies of their empires -- disappeared, some-
times gradually and sometimes abruptly. Before World
War Two, "large international companies operating for
instance throughout the British Empire could be run in
a unified structure, usually a functicnal structure,
from thier headquarters (in our case, London). 1In
current times multinational corporations have ta
adapt themselves, structurally, to the cultures of
the coutries in which they operate in order to secure
their survival and success.

-« The third reason is the need of large organizaticns
to simultanecusly grow, adding new strategies to
present ones {in what, how and where they operate),
and yet continue operating in their existing st;ate—
gies. This requires the simultaneous operation in -
informally centralized {entrepreneurial) sub-structures,
cn the one hand, and maintaining thier existing
operation in formally centralized {functional) and
decentralized (by product/service lines, and by areas),
on the other hand.

For the above three reasons it is inevitable that multinationals

. 5
nd ather large national and international organizations™ {large

5. The difference between international companies or institutions
of pre-Second World War, and multinational corporations of peost-
Second World War is explained in detail in Chapter 6 ("The Multi-
nationals") of Managing Growing Organizations-a New approach, by
T.D. Weinshall and Y.a. Baveh (John Wiley and Sans, 1983).
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in terms of their scopes of decision making) could only operate

in a multistructure, namely in a federated managerial structure,

as presented in Figure 9,

The relation between the scope of decision making, is

summation of the decision Making main system; and the managerial

structure, Tepresenting the management main system (see Flgure 1

on p. 7) it is schematically portrayed in the progressicn of the

four basic structures and the multistructure over time,
ure 10,

in Fig-

We shall now examine the main hurdles and problems of
the management of a skillful organization,

its course aver time,

when it fares aleng
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Burkard Sievers

PARTICIPATION AS A COLLUSIVE QUARREL OVER IMMORTALITY

Participation as a quarrel

Referring to my own experiences as a consultant in organizations I am
quite often confronted with the discrepancy with which participation
is propagated and its actual realization. Attempts fo increase the
participation in a work enterprise are often enough very quickly
confronted with unsolvable difficulties which sometimes even lead to a

breaking off of a change project and the included experiment.

There are, for instance, thcse managers in & German subsidiary of an
international American tire company who are justifying their own
reservations to cooperate in a participative manner with the works
council by accusing the workers' representatives of being agents of a
rather militant unicn; a situaticn in which the former seem to be
totally unaware that the latter, the workers, may regard the managers
as nothing more but agents of a militant capitalistic muitinatio%al.
As another exampie, there is the confessional hospital in a German
city in which the cautious attempt of the top management group to get
the employees on lower levels more intensively involved into the
primary task of caring for the patients which is being attacked and
stopped by the controiling body of the church, And there is also the
case of a jail for juvenile delinquents in which the managerial group,
after having worked quite intensively cver a longer period to improve
the working conditions of the priscn officers, suddenly was facing the

sealing of participation when it came to the point of whether to
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involve the inmates more participatively into the organizational task
of rehabilitation. The consultant's guestion, whether it would nct
appear reasonable to regard the juveniles not as adversaries but
rather as collaborators in an educational process, cculd not even be
answered; it had to be turned arcund immediately by replying with the
question, whether the consultant seriously had thought of regarding

the inmates as cclleagues.

What all these experiences as well as varicus others seem to have in
common is the fact that just the mere consideration of changing the
present siate of the status quo very often raises fundamental anxie-
ties and mobilizes encrmcus phantasies of defeat and subjugation on
the side of those on the upper echelons of the hierarchy. Although
simitar experiences can be made in various kinds of instifutions it
seems that in work enterprises these anxletles are becoming more
evident because of the higher identification of those at the top,
commonly called managers, with the entrepreneur or the proprietor of
the enterprise. The anxiety primarily managers Sseem to carry was
recently very accurately expressed by a tcp manager of an inter-
national company referring to the established co-determination in one
of their German subsidiaries, when he said: “It's not that we really
are against participation! 8ut, you know, if we allow the workers to
participate, as a final consequence this would mean for us grasping
the tiger by his tale. And that would put us into a sttuation in which
we as managers no longer are in control of where he is geing to lead
us!" What underlies this image is the basic mistrust on the managers'
side that if workers are really allowed to participate in the design
of their working conditions, they ultimately would try to influence

the choice of the products, the distribution of profits and finally




might even take over the enterprise. And as it can be assumed, there
are corresponding anxieties on the side of the workers, who from the
quotidian evidence they experience, nurture such & paranoid position
that they are afraid of being reified intc machines, tools or cogs as

means of the production process.

However, instead of facing these mutual anxieties publiciy in order to
acknowledge the pelitical relevance and to deal creatively with the
pain they are continuously creating, the practice in our contemporary
work arganizations seems to be characterized predominantly by partici-
pative games managers and workers play. As Dickson ((1974), p.182)
stated it: "By placing relatively insignificant decisions in the hands
of the worker, such as the rate at which he decides to work to meet a
predetermined target, it is hoped that pressure will be taken off
demands on significant issues, such as rates of pay, or the level of
targets.” Or to put it metaphorically, participation can be seen to
quite an extent as a continuous guarrel over the quality and the
length of the chains with which both sides, managers as well as
workers, are fettered in the prisons of our contemporary work enter-
prises without too much further concern about the tragedy of ifiprison-

" ment itself and its consequences.

Participation as a process of mutual collusion

Although the presently predominant practice of participation may
appear on a first view to be a continuous attempt of the management's
side to manipulate and defraud the workers, this obviously is only one
part of the truth of what seems to be the social reality of partici-

pation in our contemporary enterprises. It seems to me that in order
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to receive a more accurate perception of the participative quarrel
between management and workers this hustle has to be conceptualized as
a collusion, a collusion in which both sides, managers as well as

workers, are unconsiously caught to quite an extent.

It is the hypothesis, which 1 would like o offer here, that what is
being presented and regarded as participation in our contemporary work
enterprisés has to be seen to quite an extent if not predominantly as
a collusive quarrel in which not only managers and workers mutuaily
are involved but which is alsc perpetuated through the underlying
myths and fictions as a constituent part of the corporate culture in
the majority of our contemporary industrial enterprises, It appears to
me as if most of our organizational cultures are creating and nur-
turing a kind of double-bind situation by which they despite the
established fragmentations are sustaining the need for further colla-
boration of a participative kind among the different parties involved
in an enterprise on the one side, whereas, on the cther side, they
actually have to prevent more mature forms of participation hecause it
would unmask the fictious quality of the underlying assumptions and
the social structures errected thereupon, The implied schizophrenia of
our Western industrial culture is incorporated intc our work enter-

prises in suck a sense that often enough regardless which party is

‘i elther intending or invited to more participation, such an intent

finaliy has to be rejected or even destroyed, because it does not it
into the predeminant unconscicus assumptions about the relationship
between managers and workers as a relationship of non-relatedness.
Quite similar, for example, to & child who, in & double-bind can onty
cope with his mother®s wish fo sit on her lap by relating to the

button of her dress, the attempt towards more mature forms of partici-
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pation in an enterprise - regardless of whether it is from the manage-
ment's or the workers' side - very often cannot be accepted and rea-

lised because of its implied connotation of imputed contemptl.

The mutual collusion in which workers and managers in an enterprise
are caught finds its expression in varieus fictions and myths which
are not only legitimated and perpetuated through the respective cor-
porate culture but which in addition seem to mirror the predominant
value system of our Western industrial societies. These predominant
values not only seem o support a social reality which equals George
Orwell’s ‘Animal farm' according to which "all animals are equal, but
some are more sc™; it even seems to support the spiitting into sub-
jects and objects or preducers and produced which, after all, creates
and sustains the fiction as if only a minority could be regarced as
human beings whereas the vast majority has to be seen as parts of a

machine or as commodities in the market.

The myths and ficticns through which the collusion between managers
and workers is sustained and legitimized are manifold. One expression
of the predominant fragmentation among managers and workers Ean, for
example, be found in the ongoing tendency and attempts to infantilize

the workers .

It appears to quite an extenti that the only pattern workers in the
majority of our Western enterprises are related and can relate to is
that of the child vis-a-vis his parents. The nature of work which is
provided for them through the employing institutions infantilizes the
worker: it does not allow him to develop or exercise any mature Compe-

tence and actions but limits nim to regressive reactions which are
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familiar to him since his early childhoed. Rand in hand with such an
infantilization goes the division of responsibility and authority in
our employing institutions which we all are so familiar with, Despite
the quite obvious fact that most of our enterprises would collapse the
very moment the majority of workers would give up the responsibility
for the work they are doing, our organizational theories as well as
the actuqi desiqn of our enterprises are primarily built on the
assumption that those at the bottom are unable to take over any
responsibility for the institution, through which they earn their
living. These myths somehow seem to be buili on the assumption that
the underlying contempt can be exercised with impunity from the top to
the bottom; what seems to be totaliy ignored is the faci that contempt
is a modalization through which a relationship is gualified or, as it
easily can bo ctated in this particular case, disgualified. As Alice
Miller, the Swiss psychoanalyst, so vividiy hés elaborated it in her
book, 'The Drama of the Gifted Child', contempt is a mutual relation-
ship in which both sides, parents and children or managers and wor-

kers are caught.

The ultimate legitimation, however, through which the collusion
between thdse commonly called managers and workers is sustained and
perpetuated can be found in the myth of management. It seems to me
that the whole notion of management to which we all seem to be obliged
since the beginning of our Western industrialization is based on the
fiction that workers are unable 1o manage and managers den't have to
work. "The ideology surrounding management in our society is", as Stan
Martin'({1982), p. 129} states it, "that only managers can and should
perform the important functions deemed necessary for the survival and

success of organizations, and further, that in order for the



organization to be effective, they must direct, control, monitor, and

discipline others."

For me there can be no doubt that through our predominant scientific
theories of management, leadership, and organization we are reconfir-
ming again and again these myths of the infantilization and immaturity
for those to whom they are applied. It seems to me that we ourselves
as social scientists are invoived unconsciously in the collusive
process between managers and workers whom we tand to regard as our
research objects. From such a perspective it appears quite comprenen-
sibie that our own ldentification is with those at the top as long as
according to the predominant splitting we only have the choice between

human beings on the one side and dregs or machines on the other side.

What has been developed and institutionalized as participation in our
Western enterprises so far - no matter whether it is called
codetermination, works council, social bargaining or shopfloor democracy
- appears from a psychoanalytic perspective as an attempt to implement

structirres and procedures which primarily serve the function ?f

defending against anxieties.

Participation as a collusive guarrel over immortality

And these anxieties against which defences are built through various
formalizations of participation seem to be centered primarily around
the cne central question of how one as a manager or & worker <an
prevent oneself as well as one's fellaw man from being ignored, mani-
pulated, or destroysd by the respective counterpart. What seems to be

covered up by the notion of participation is not only the desire to
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receive the other side's esteem in order to preserve one's own self-
esteem; what also seems to be neglected is the inclination participa-
tion seems to include as & mutual guarantee of the individual as well

as the collective survival of workers and managers.

Referring to the previocusiy stated hypothesis that participation in our
work enterprises has to be interpreted as a colliusive quarrel among
managers and workers 1, therefore, would like to add that the underlying
content or issue of this collusion has to be seen as a quarrel over
immortality. I am quite aware that such an attempt to explain
participation &s a collusive quarrel over immortality may appear to most
of you at least rather abrupt if not inexplicable and, therefore, has to

be further =laborated.

As 1 have tried to describe it in my contributlon ‘Motivation as a
surrogate for meaning' at the previcus SCO0S-Conference at Lund there
seems to be gquite some svidence that death as a reality of ocur lives is
increasingly neglected not only in our contemporary work enterprises
but also in our surrounding societies and cultures. The derial of death
is, so far as our enterprises are concerned, enforced by at least two
complementary unconscious strategies: The reality of death and its

experience is on the management's side denied through the myth of

“immortality in that sense that management tends to identify itseif and

is identified by the workers with the immortality of the firm; whereas
the fate of the workers' on the other side, identified as objects,
intermediate products or commodities seems tc be determined through the
fiction of their non-mortality. l.e. their ability to die is denied via
reification; as things or objects they even miss the quality of

mortaiity which at other points of time was regarded as a substantial




prerequisite of every human being.

From such a perspective the ongeing concern and gquarrel over
participation in our contemporary enterprises can be described as the
unconscious struggle on the workers' side to participate in the
immortaiity which manzgement symbolizes to them; in so far, however,

as immortality can be regarded as quiie a limited resource which, in
ancient Greek mythology, for example, was limited to the friends of the
gods, it seems to be obvious that management tends to keep their own
immortality from the workers. The fight for immertality somehow eqguals a
zero-sum-game in which the parties involved try to acquire the fruits of

eternity in a similar way to the prisoners' dilemma.

A further understanding of this collusive quarrel between managers and
workers over immortality can be derived if we are prepared to explore
mythoiogy and its underiying images which obviously are as ald as

mankind. The ancient Greek mythology, in particular, appears to me to

be a burgeoning frame of reference from which insilghts can be attained

on the search for meaning.

Although the occasion of this short presentation dees not provide thé
space for going into details, the cosmography of the ancient Greeks is
determined by a dualistic perspective of the immortal gods on the one
cide and the ephemeral mortals on the other side. And at the same time
it is this space between these twc predominant forms of existence, the
gap between immortality and mortality, which provides the material for
many if not most of the greek myths. The ancienne stories of Zeus,
Prometheus, Calypso or Odysseus, Hercules, Sysiphus and Tantalos, for

example, are primarily concerned with the attempt to bridge this gap
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from either one or the other side. Whereas the gods occasionglly
offered immortality as a gift to particular heros as the goddess
Calypso, for example, did to Odysseus, the mythical figures of
Sysiphus and Tantalos symbolize the atlempt to let mankind in general
take part irn an eterral life: It was Sysiphus who through binding the
angel of death, in chains achieved that people no longer could die -
atl [east for a period of time; and Tantalos who was the only mortal
allowed to sit at the divine dinner table finally stole nectar and
ambrosia, the frutts of immortality, in erder to give them to his

fellow men.

Although I find it very fascinating %o go further into.the Greek
mythology in order to find a metaphorical analogy to explore some of the
hidden dimensions of our contemporary work enterprises there cannot be
any doubt that we Individually as weil as cellectively have to give up
the cld dream that we as human beings are fmmortal. If we want to be
able to give meaning to our lives and to our working tives in
particular, we then have to redesign and to change our organizations in
such a way that we ourselves as well as our contemporaries can become
aware that we all have to die. If it is true that Zeus, the father of the
ancient Greek gods, became very sad when he realized that one

hés-to be mortal in order to experience love then the same seems to be
true for participation: the awareness of one's own mortality -

regardless of whether in the traditional use of the language one is a

worker or a manager - is the prerequisite for any mature attempt towards

participation. Similar to the prisorer's dilemma in the theory of games

. the participative dilemma between managers and workers only can be

solved i each side waives the attempt of either to deprive itself ar its

counterpart of its mortatity.
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1l: INTRODUCTION

Most theories about organizations aim at explaning why
organigational form -~ in terms of structure, policies, programs,
procedures, etc. - comes in great variety.

One major branch of organization theory is founded on the
assumption that the efficient performance of work activities
{productivity) requires ceértain forms of organization.
Productivity is contingent upon the successful management of
internal technical and boundary spanning interdependencies.
These interdependencies are managed through formal
organizational arrangements. The empirical varfance in
organization structure, programs, policies etc. is seen to

; reflect the variance in the number and the character of the

" interdependsncies to be managed (as determined, for example, by
the technology (Woodward, 1965), the environment (Lawrence &
Lorsch, 1967), or the information processing needs (Galbraith,
1977}). The fact that organizations which operate under similar
circumstances tend to exhibit a similar form is seen as the
end-result of an evolutionary process in which "deviant", unfit
‘cases are gradually becoming extinct: they did not meet the
productivity requirements of the market in which they operated.
N Such a line of reasoning is indeed conventional. But it is

. not uncontested. Recognizing the need to achieve high

~. productivity in the above sense, some theories go on to observe
- that formal aspects (structure, rules, procedures etc.) do not

.plcture actual organizational practice with accuracy. Indeed,

L-productivity is oftentimes achieved, so it is claimed, in

viclation of formal rules and prescribed practices. That is, the
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formal organization is supplemented with, even substituted by,
informal, illicit, but apparently efficient and necessary
practices.

Accepting such obgservations as valid, the need to achieve
productivity loses much of its explanatory power in relation to
the prevalence of certain organizational forms. Alternative
explanatory frameworks must be devised.

Meyer & Rowan (1977} and Meyer & Scott {1983) offer one such
alternative. They point out that - in addition to being
evaluated (and selected in the cause of evolution) on their
productivity, as measured in the market place -~ organizations
are evaluated and supported on the basis of their legitimacy as
defined by their institutional environments. "An institution is
of the nature of a usage which has become axiomatic and
indispensable by habituation and general acceptance" wrote
Veblen (19223). Organizations inhabiting an environment of
institutions must {(and probably will by own fiat) accept and
reflect the generally prevailing understanding of the social
reality of which they are a part. Certain highly visible facets
of the organizations {(not least their formal structural
configuration) are not left to individual design, but are simply
institutionally prescribed. For example, almost all
organizations have appointed a board (whether or not they want,
need or use it) simply because it would be impossible to
legitimate not having one: It is part of the conventional wisdom
that organizations should have hoards. Thus,

In modern scocieties, the elements of rationalized formal
structure are deeply ingrained in, and reflect, widespread
understandings of social reality. Many of the positions,
policies, programs, and procedures of modern organigzations
are enforced by public opinion, by the views of important
congtituents, by knowledge legitimated through the
educational system, by social prestige, by the laws, and by
the definitions of negligence and prudence by the courts.
Such elements of formal structure are manifestations of
powerful institutional rules which function as highly
rationalized myths that are binding on particular
organizations." {Meyer & Rowan, 19773:343)

The existence of institutional envirconments (in terms of
prevailing patterns of behavior and generally accepted
understandings of social reality) limits the variety in
empirical form that organizations will take -~ beyond, or in
conflict with, that which the achievement of productivity would
demand. However, what are the mechanisms through which
institutional environments determine organizational forms?

Organigations inhabit an environment in the ordinary sense
which consists of customers, banks, constituencies, competitors,
courts, trade unions, etc. Such actors sometimes put the demands
of the institutional environment to the organization in clear
text, demands which may be supported by various types of
sanctions. Thus, for example, plans to make a Danish shipping
company collectively owned were obstructed when banks threatened
to withdraw loan capital. In this way, organizations are brought
into line with what is generally considered proper forms.
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Institutional environments may bind organizations also in
less eregt ways. Imitation is probably as common a strategy to
organizational design as genuine, rational decisicn making.
(cYerF & March, 1963). Institutional environments provide the
organization with a conventional alternative to be imitated,
thus Plocking the vision of other alternatives.

. Finally, organizations may comply with institutional rules
simply because they share the environment’s understanding of
social reality, thus adopting such rules as their own.

At this point, a short note on the terminology to be used in the
present paper may be in order.

1.2: Institutions, Myths, and Legitimacy

. A general usage of certain organizational forms is the first
}ngr?dlence t6 institutions, but it is not the only one. An
ingtituticnalized usage is not left to casual interpretation. It
is rationalized in terms which are themselves highly
institutionalized.

Institutionalized rationalizations of prevailing
Qrgaglzational forms we define as myths., Myths provide
institutions with “reason" and thereby render them natural,
axiomatic, Or merely reasonable to everyone. By the same token,
myths provide organizations with reasonable explanations of
their institutionalized behavior.

Organizations which comply with an institutional pattern are
seen as legitimate because, thanks to the existing myths, their
formal expression makes immediate sense.

The institutionalized environments of organizations consist
of myths which are promulgated, protected, .and applied by
various actors according to interests and obligations.

1.3: Refinement of the Explanatory Framework

In this paper we will apply the above explanatory framework
to an analysis of organizational forms in the Danish building
1ndus§ry (see section 1.5 below). In doifhg so we encounter a few
complications which hopefully will help us refine (rather than
repudiate) the Meyer & Rowan ideas.

Complication No. l: Conflicting Myths

The idea that organizations in many ways "... reflect the
myths 9f their institutional environments instead of the demands
of their work activities" (*) (p.341) certainly has merits. Of
course, no claim can be made that such myths are necessarily
mutually consistent. On the contrary, "Institutional
environments are often pluralistic ..., and societies promulgate
sharply inconsistent myths." (p.356)}. By implication,
organizations must be expected to reflect the inconsistent myths
by incorporating "all sorts of incompatible structural
elements." (p.356). ‘

No doubt, in many cases organizations manage to add new
programs, policies, etc. which are not fully consistent with

(*) Unless otherwise stated i
quotations are taken from Me &
Rowan (1977). ver




KREINER & CHRISTENSEN

existing ones. Meyer &k Rowan describe some ways in :hlgxe:?;zs
may be done. However, in our case study we ghow thaThs
organizations cannot eat the cake §nd have it tooé 1e5tructure
conflicting myths about how to design the contrac ga_ tur
of a construction project canncot all be accomodate iz any
project: one of them must be chosen..In such cases, .: has
explanatory framework loses some o? its power, since lnflicting
nothing to say about how organizations choose amon% igow
myths, and thus among alternative ingtitutions to fo éive
The idea that organizations may choose among altern; e
institutions by invoking certain myths at the expinse =} sgions B
rather than continucusly accomcdating new ones, alsc qu;
the Meyer & Rowan proposition that the_multlpllgatlonmgre
rationalized institutional rules invariably produces eu
complex formal structures at the level of organlzatlﬁns.
institutionalized rules may make them change, but no
necessarily grow more complex.

lication No. 2: The Origin of @ythg ‘ )
CompM;Yer &k Rowan picture a situation in which certain myths
already exist in the institutional environments of an .
organization. However, myths do not Jgs% 3m§r2§&e§hz§dzgsto the
i i ove
somehow be invented, communicated, and 0
i i tors must somehow
i 1 "understanding of sccial reality". Act
gzniﬁiolved in all of this. Which actors are lnvolged. and what
X . . : o the

i be their motives in promoting specific myt . .
mlgh;irzt we must recognize the fact that organizations increase
their resources and survival capabilities by maximizing their
legitimacy. (p.352). However, different myths distribute, zla
the organizational forms they prescribe, sgch resources an and
survival capabilities differently on organ1z§tlonal actois
departments. Institutionalized myths concerglng Eerszgngersonnel

itions and status
development channel resources, posi ) tus pe
i i i i rning information
departments; institutionalized my?hg conce
t:ghnology channel resources, positions and status to computer
artments. : . ]

dep On this background, we might hypo?he31ze Fhat certalz
organizational actors (departments) might“a?tlxely seek to
promulgate myths which will subsequently b%nd their n
organization in a way which will serve the interests of ose

t . (Elster,1979). ) ) .

& oiﬁ oir case'we do observe behavicral patterns which mlght ?ﬁ
understood as attempts on promulgating gpec1fig myt?ﬁszzcgerwgl
' i i C ons .
£ the organization. To do sugh observatio | 1
gzzgstg deviategfrom the uni-directional causal}ty implied ?Y 4
Meyer & Rowan. We must entertain the idea'that institutiona ;ze
myths emerge in the course of an intgrac§1ve precess in whic .
tﬁe environment as well as the organization, and parts thereof,

take part.,

i i o. 3: Institutional Change
Comgiﬁgit;gniﬂstitutions change? Meyer & Rowan make aﬁlow:g;e
for such changes, but do not explain wh?n agd wh¥ tﬁ app .
Such an issue gains saliency not least in view [+} t'se
complication no. 1, i.e., when there exist alternati

institutions to follow.
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. menticned above, our concept of organizatioral aura refers to
“such general, fundamental conceptions of the organization.
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Institutions are supported by myths which rationalize them
and provide them with logic and reason. However, institutions do
not rest on reason alone. Feelings, attitudes, and values become
invested in institutions and help establish them as important,
good, just and/or fashionable. 'Organizationg complying with such
institutions face the same feelings, attitudes and value, which
at a general level shape the environment’s conception of the
organizations, In an earlier Paper we have coined the term
"organizational aura®™ for such conceptions. (Christiensen &
Kreiner, 1984)

The aura of institutions and of organizations may not, or
may only very indirectly, be c¢hanged by reason or experience. In
this sense, public organizations introducing principles of
service management may have a hard time overcoming the aura of
public¢ bureaucracies. Craft technologies may be conpetitive (in
terms of price and quality) and still carry an aura of being
old-fashioned and archaic. New technology (e.g. information
technology) may show a rather dubious rerformance record and
still have the aura of being progressive and future-oriented.

Myths once held to be true are not likely suddenly to be
seen as not making sense. However, nor is this a necessary
condition for institutional change. Such changes may have to be
explained with reference to emerging auras, which do not

question the myth as such, but merely its applicability and
relevance.

1.4: Organizational Aura and Corporate Image

Institutional environments rest on a shared understanding
of social reality. In our context, such an understanding
involves certain schemes for the typification of organizations.
Typication may take clues from, for example, the structural role
of the organization in relation to society at large {e.g.,
public versus private ownership), or from the contributions of
the organization to that same society (e.g., mutual benefit
associations, business concerns, service organizations or
commonweal organizaticons). Blau & Scott (1963). Typifications
help attribute a Ffundamental character or nature to the
individual organization, including its desirability. Equiped
with such schemes environments will perceive, interpret and
approach organigzations in an institutionalized manner. As

The literature on corporate image deals with the shaping and
communication of such conceptions. Most organizations try to
establish a favorable understanding of themselves in the
environment. Although partly overlapping, corporate images may
be distinguished from organizational auras - a distinction which
may be illustrated in the foliowing way.

If an image can be likened to the focal subject in a
picture, the aura can be likened to the background of the
subject, or to the picture frame. Whatever virtues the subject
expresses, when looked upon in isolation, the background and the
frame may modify or negate, since a certain "meaning” (or
"atmosphere") of the picture as a whole is reflected onto the
subject. Goffman (1974). The subject {or image) may be changed
in a carefully planned way, which may be of no avail if the
frame and background are not changed in the same process.
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i i i fate of many public

an illustration, consgider the : i 4

util?:ies companies. Fér years they have been ruggzﬁgoég zze re
i i i f public organi
which helped reinforce the image o : b rations
i ici mpanies began g
inefficient. When some of these coO : s A ed
i i i tood as a sign of in
ofits, this was not simply unders : i
2;ficieécy. but also as a shrewd, unfair taxation of the
cuSt?zegiéanizations carefully plan andh?anipul;Zee:gic:ign:;s
i i e}

it to the surroundings, Fhey might als : R
Zgig :Eout the frames within which such slgnals :ﬁz z:zz;gig 22
i by trying to change 2gC
interpreted. They maY.do 50 Riareiiandatesipt

izations with which they are presently

gigagii being to capitalize on a more favorable ﬁur?OOf zor
different kind of organization: However, the technology
doing so remains at present fairly uncertain.

izi i Projects
.5z Case of Qrganizing Cons;ructxgn ]
1-2 T:Zeempirical evidence on which this paper rests is taken
building industry. . . .
fromcggztruction projects are typically caryledlout 1:nzm:iiif
ad hoc organizations. Being an ad hoc organization me :

o it is created with a specific project in mind and ceases to
exist when this project has been completed;

o it is assemblied from several, indepepdent and perman:g;ect
firms, each of which works only parttime on any one proj .
M .

i ici he

For those reasons, the selection ?f pa?t1c1pants t?, azg :n
structuring of, project organizations in constr;ctlogt 30 el
issue for each and every client {owner)} to reso ve. he level
of the industry, such decisions are made numerous times
year%he client’s choice of organizational structuigoﬁgi the

i j i few conventi

on project is made between a . : .
:fgziigiiies.PWejwill gimplify our dlsC:gSloT 2grg3n§;gezigg

i : " ntiona

such alternatives: thg convent . . .

?:iin;:; form". These alternatives are illustrated in figure 1

Figure 1l: Alternative Forms of Organization
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The two forms may be defined in the following way:
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he construction an n

contractors to carry oub i ; 7 oy
supervise construction of the project, acting as the own
representative.” (FIDIC, 1975:11)
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“"The Turnkey method of project achievement involves a
contract with a single company for the design and
construction of a complete project ready for operation with
some responsibility for subsequent efficient operation."
{FIDIC, 1975:21)

The difference between the two forms is obvious. In the
conventional form, the consultants (architects and consulting
engineers} act as the client’s professional adviser and as his
representative vis-a-vig the contractors. In the turnkey form,
the consultants act as subcontractors to the turnkey company
(the contractor). -

Until recently, the conventional form has been chosen almost
without exception by any kind of client, Thig rigid pattern,
together with itg fairly uncontested rationalization to be
described in the following chapter, has made the conventional
form take on an institutional character,

However, recently the turnkey form has gained some foothold
in certain segments of the market. Also this form has
well-developed rationalizaticns - rationalizations which do not
confine its applicability to the present segments of the market.
We observe that the turnkey form presently is travelling into
segments of the market which has previously been instituticnally
bound to the conventional form.

The paper analygzes thig apparent institutional disarray.

1.5: Overview

In chapter 2 we will give an account of the ways in which
the conventional form and the turnkey form are differently being
rationalized. We will give a short account of the historical
circumstances which allowed the turnkey form to develop as a
viable alternative to the institutionally prescribed
conventional form. Furthermore, we will sketch the dynamics of
the present situation in which the two alternative forms compete
for dominance and institutionalization.

In chapter 3 we will analyze the ways in which the
consultants and the contractors have attempted to influence the
course of events. Generally speaking, consultants are better off
under the conventional form, while contractors are better off

under the turnkey form. we will see both parties promulgating

the myths which rationalize their respectively preferred
alternative.

In chapter 4 we will add the concept of organizational aura
to an analysis of how the current institutional turmoil might
come to rest. We claim that the conventional form is carrying an
aura of being archaic, while the turnkey form is carrying an
aura of being modern. These auras do not reflect the internal
technical and boundary spanning interdependencies, nor the
institutional myths about such interdependencies. Rather they
reflect much more general social phenomena in the gociety at
large. Qur analysis suggests that these auras will determine the
direction in which institutional patterns will change in the
Danish building industry.
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2: THE RATIONALIZATIONS OF ORGANIZATIONAL
FORMS IN CONSTRUCTION
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will use the bulk of conventional textbooks and the running

commentary in various tradepapers as our S932°2£ the
To gtructure our account we w1}l concelvtions he ehree
rationalizations as built from social defini

interrelated elements:
the nature of the tasks to be accomplished;

tei ts involved;
haracter of the participan i
tﬁz Eind of relationships which exist between these

participants.
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Figure 2: s
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The design task is considered a complex, creative one. It
efitails the diagnozing of the client’s needs and the assembling
of a solution to these. Numerous, detailed decisions are made
before the drawings and specifications embodying the solution
materialize. This myriad of decisions are all made on the basis
of the "true" needs of the client.

How may the client rest assured that it is his needs
(interests) which guide the various design decisions? For sure,
he cannot supervise the process himself, nor can he properly
assess the ocutcome. Being a layman he does not even know the
alternatives. Therefore, he would be easy game for somebody who
might have interests alien to the client in making the design
decisions. The one who is entrusted the design task must not
only be competent; he must alsoc be trustworthy. :

The professional status of the consultants (the architects
and consulting engineers) heip form such a relationship. The
consultants are professional in the true sense of the word. They
possess the expertice necessary to efficiently operationalize
the client’s needs, optimize the design, and ensure realistic
plans for the implementaticn. But they also possess professional
ethics; i.e., they enforce on themselves such standards of
conduct which ensure that no conflict of interests vis-a-vis the
client will arise during the performance of the design task.
Such standards are embodied, for example, in the way they are
remunerated (the fee being calculated on the basis of factors
which are not influenced by the the design decisions). The
recogniged integrity of the consultants facilitates the client’s
entrusting them the design task because:

The owner can at all times best protect his interests by
dealing only with competent and reputable organizations and
insisting that the professicnal expertise retained for
design and project management be free from any conflict of
interest resulting from financial interest in construction,

manufacturing, or materials supplv.” (FIDIC, 1979:26 -
italics added]).

When the design task has been’ completed the solution to the
client’s building needs will have been spelled cut in numerous
drawings and specifications. The scope and the parameters of the
construction task will in this way have been established
unambiguously. Before continuing to perform this task, it must

% be priced. The interests of the client is best served by

subjecting potential contractors to severe price competition in
an ordinary market situation. The lowest bid represents the
lowest possible costs of construction to the client - and thus
the most favorable terms of exchange cobtainable for the client.
Only by fixing these terms of exchange in legally enforceable
contracts will the conflicting interests of prefit-seeking

contractors be contained.

The lay client with unique building needs, the professiocnal
consultants, and the profit-seeking contractors must collaborate
in achieving the goals of the project. The design task which is
complex, creative and open-ended requires the involvement of

'; trustworthy, i.e., professional, consultants. The construction
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task which must be clearly defined and unambiguously priced
prior to its' execution can be accomodated within erdinary
market-based relationships of economic exchange. In short,
conventional form of organizing construction projects as
pictured above ensures that the client gets exactly what he
needs, at an optimal (i.e., lowest possible) price.

the

2.2: The Rationale of the Turnkey Form

The client in a turnkey project is a layman {in the sense
described in section 2.1). He is no less depéndent upon the
competent services of others in fulfilling his building needs.
However, in addition he is operating under tight economic
conditions. It may be of only theoretical interest for him to
xnow what it would costs to get a building ideally tailored to
his needs. A meore pertinent question is, “What can I get for the
money I have?"

The total task to be accomplished during the project can be
subdivided into two subsequent tasks. First the overall scope of
the project must be established - this having a functional as
well as a financial aspect. We will refer to this as the
contracting task, since the task is completed when a legally
binding and enforceable contract is signed between the client
and the turnkey company. Next, the design and plans nust be
spelled out and implemented - within the functional and economic
parameters agreed to in the prior phase. This task we will refer
to as the implementation task.

The signing of the turnkey contract must necessarily be done
on the basis of a Limited degree of project definition. In
functional terms, many (or most) design decisions are not made
until later. However, the awbiguity will not exceed the point
where the client cannot determine whether the building will have
acceptable functional qualities in view of his needs. With many
design decisions pending, an exact caleulation of construction
costs is not possible. Nevertheless, the contract fixes the
costs to the client. In contrast, the costs to the turnkey
company will only subsequently be determined. In other words,
the finanecial risk at the point of contracting is carried solely
by the contractor.

To facilitate contracting under such conditions, contrators
have established themselves noct only as profit-seeking, but also
as risk-taking operators.

What is true for the financial risk is also true for the
uncertainty related to completion time. If it is not clear what
should be done, and how this should be done, an exact time frame
cannot be estimated for the project. However, the contractor
guarantees the client a certain duration. The risk involved in
doing this is again carried solely by the contractor.

The need for professional competence in performing the
design task is no less than under the conventional form. To the
extent that consultants represent such competence, their
assistance is called for. However, the need for a special
professional ethic is vastly reduced. The design task is to a
large extent made operational, relying no longer on the vague
conception of the ¢lient’ s needs, but on the parameters spelled
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To a large extent, the conventional form, once
institutionalized, become insulated from disturbing empirical
evidence. This is true, partly because such evidence is not
easily communicated between isolated, one-time-only clients; and
partly because project "disasters" may not be held against the
form as such, but rather against particular circumstances such
as the consultants, the contractors or the "weather", as the
case may be.

Nevertheless, the c¢onventional form as an uncontested
institution no longer exist, as we described above. The turnkey
form established itself in certain, at the moment admittedly
smaller, segments of the market. We described why these segments
might have clients existing in a institutional environment of
their own which might respond more readily to the
rationalization of the turnkey form.

Our story would end here, were we tc assume that each
project belongs to a particular, well-confined segment of the
total market in which one particular organizational form is
institutionally prescribed. But the picture has not yet been
frozen, for the simple reason that the classification of clients
and projects is clearly ambiguous. The demarcation between the
two alternative foxrms continues to drift. The most radical (and
controversial) indication of this is the fact that the
stronghold of the conventional form, i.e., the public sector,
has been seen tacitly to experiment with the turnkey form.

Thus, we find the Danigh building industry in a state of
institutional disarray. There co-exist two alternative,
rationalized frameworks for organizing construction projects ~
with no clearly defined zones of applicability. For any type of
c¢lient, there seems to exist a real choice, the ocutcome of which
may be sufficiently legitimated by invoking the appropriate one
of the above rationalizations. In making this choice, the
clients cannot rely on experiental {or scientific) data on the
relative efficiency of the two forms - for the same reasons, as
we argued above, that the institutiomal form becomes insulated
from empirical evidence.

A number of radical changes are taking place in the building
industry. Not least the introduction of computer-aided design
may ¢hange the fundamental conditions for construction work. We
will return to this issue in chapter 4.

At present, however, we see one factor in particular making

» the institutional state of affairs unstable -~ in the sense of
“breaking down the institutional order of previous times. It is a

serious challenge to any institution if people supposedly bound
by it perceive alternatives. Contractors are in a position to
impress the alternative on clients in extremely clear text. For
example, the contractors do not wait passively on financial
institutions to develop investment projects which they may help
realize. They create such projects, by taking options on
attractive building sites, by preparing sketch designs for the
prospective buildings, by negotiating lease contracts with
prospective occupants, and finally by presenting the package
deal - including the turnkey form, of course — as an investment
opportunity to one or more financial institutions. When more

- ordinary clients are involved, contractors seem to respond to
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even the rumors of a plan to build by offering the potential
client to submit a concrete proposal including a fixed price. To
be sure, the professional status of consultants prohibits them
from matching such ofifers.

an abstract, institutionally prescribe form of project
organization is to a certain extent competing with a concrete
propesal for the contents of the project, given a turnkey form
of project organization. Then, it may come as no big surprise
that clients increasingly perceive, consider and actually choose
the turnkey alternative,

T+ is obvious that much is at stake for the professional
consultants. In the conventional form, the consultants are
selected on a non-competitive basis, are not subjected to output
control by the client, and have the power over the contractors
from being intimately involved in selecting and controlling
them. In the turnkey form, the situation is almost reversed. The
contractor hires the consultants and has the expertice and also
the power to subject them to competition and output control. The
present institutional turmoil has not improved the business
conditions for the consultants. Not surprisingly, they have in
several ways tried to change the course of events by impressing
their virtues on actual and potential clients and the public at
large.

In the chapter to follow, we will describe the ways in which
consultants and contractors attempted to shape their public
image. This may easily be interpreted in the perspective of the
pattle for dominance between the two forms of project
organization.

In a subsequent chapter, we will return to the premises on
which the clients are making choices between the conventional

form and the turnkey form.

3. THE PROMULGATION OF MYTHS

The institutional disarray described in the previous chapter has
prompted consultants and contractors to act in variocus ways. In
this chapter we will illustrate the way in which these
interested parties have communicated about themselves and about
the two alternative organizational forms. We interpret the
communication in the light of their interest in defining the
"jdentity" of the projects, thus categorizing them to suit the
institutional environment of their desire.

Projects are not organigations in any conventional sense.

However, we draw a rough parallel to such organizations. We will
ontractors as being responsible for

conceive of consultants and ¢
some part of the total task, much like different departments in

an on-going organization. And we see them as competing for
legitimate shares of the organizational resources, in terms of
not only financial resources but alsc status, recognition and
importance.

The conflicting interests of consultants and contractors
have not led to manifest conflicts. The "war" is being fought in
a roundabout way, the arguments being addressed only indirectly
to the actual structural changes taking place. One good reason
for such conflict behavior is the fact that in the present mixed
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bureaugiiaétors in closer compliance with thg institutiona
;?ztsge of modern, "“sound", and on-going business CONCerns.

: i * Reading of Promulgated Myths .
3.3 %ilﬁggz seeh how Lthe consultants and the contractors have

i i in
communicated to prospective c¢lients in terms which aatﬁ sense
relation to the respective organiza?10n§l formlghlcke iiyeasier

romote. The contents of the communlcatlon.wou_ ma’ S b oas
?or cliénts to justify the choice of gggiﬁlzaiiggzi iﬁ making
i t al e c
1ly make. However, it does no 1
:iiﬁachgices. It is still a matter of ?v:iuazéﬁgeEE?Onal form
. . T . o
ltants” claim of the efflc;ency o 1
322§2n a certain market segment against the cont;:stzzssegment.
concrete proposal for some project on that.samg rhet se9
We may speculate that this dilemma_w;ll arise in s e e s’
segments (e.g., road building) avaiting onl¥ tge [ile} tract
decision to approach such c¢lients w;th detZLiZedpigpconsiéer he
iati i i i 1 change w
In appreciating institutiona
remisespgn which clients actually choose betweezotzgis iesue in
gonventional and the turnkey form. We will turn

the next chapter.
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4: THE AURA OF ORGANIZATIONAL FORMS

The institutionalized myths bind organizations to adopt. specific
forms by rendering these rational (and all other forms
non-rational). We have seen how interested parties may help
promulgate specific myths which will subsequently bind the
organizations in a favorable way to these parties. We have also
seen how institutional disarray may exist, in the sense that
conflicting institutions may "bind" organizations in ways which
cannot all be accomodated merely through de-coupling or similar
strategies. In case of institutional digsarray, a choice between
alternative institutional bonds {and thus between alternative
institutional myths) must be made.

It would be tempting to assume that such cholces would be
made on the basis of the ac¢tually experienced efficiency of the
alternatives. This would undermine the explanatory power of the
ingtitutional framework, rendering myths relevant only after the
choice as simple rationalizations. However, at least in the case
of congtruction projects the clients’ ability to assess the
relative efficiency of the alternatives remains unrealistic.
Further speculations on the premises on which choice between
institutions is made may revitalize the perspective of the
environment binding the organizations. The myths considered thus
far all deal with the efficiency of organizational forms.
However, myths may possibly capture other aspects of
organizational life than efficiency. In section 1.3 we argued
that feelings, attitudes and values may become invested in
institutions. Such aspects do not necessarily address the issue
of efficiency, but do categorize institutional forms into
desired versus undesired alternatives. In this chapter we will
apply such ideas to the case of the clientsg’ choice between the
conventional and the turnkey form.

We do admit openly that we are now becoming highly
speculative. We do not have specific data which might support
our contentions. The merits of the following discussion should
therefore not be assessed on scientific criteria of truth (we
know we would fail), but on our intentions to reveal another
type of institutional bonds on organizations.

We speculate that tentatively an aura is developing around
the two alternative organizational forms in the building
industry which will differentiate them in terms of their

;; desirablility in the eyes of clients in general.

An aura cannot be derived from any single {structural or
behavicoral) feature of the organization, being the sum total of
communicated image, sedimented experiences in the past, and
general "prejudice”. (Christensen & Kreiner, 1984). Nor can its
effects be confined to certain aspects of that organization., As
said earlier, it functions much like the background and the
picture frame which reflect a certain "meaning” onto the focal
subject and a certain "atmosphere” to the pictured situation.

What might the respective auras be for the conventional and
the turnkey form?

We believe that the conventiocnal form is increasingly being
seen as old-fashioned. With few exceptions to be mentioned
later, traditions are not in vogue presently, and being the
traditional form is not necessarily an advantage in times where
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most other things change rapidly. Although no case is made for a
close causal link, such an aara may reflect the anxiety
experienced by clients during the prolonged design phase during
which the they have no indication of the fate of the project.
The process may easily appear excessively long-winded,
circumstantial and un-analyzable.

In contrast, the turnkey form may increasingly be carrying
an aura of being modern, even progressive. This simple,
tangible, no-beating-about-the-bush alternative seems to capture
the general spirit of the present time.

Clients operating in the context of the conventional form
may incur the aura of that form. Clients operating in the
context of the turnkey form may gapitalize on the aura of that
form. It appears, then, that clients may strategically <¢hoose
the organizational form which will reflect a favorable aura onte
themselves. For example, public organizations may actively seek
to change their general aura of rigid bureaucracy by placing
themselves in the modern, progressive aura of turnkey projects.

If our contention is correct that the organizatiocnal forms
are developing different auras which do not directly address the
issue of efficiency (real or mythical), but rather the issue of
modernity, the consultants’ communicative efforts as described
in chapter 3 will not prove particularly successful in
preventing the turnkey form from travelling into yet new market
segments. At best they may succeed in establishing an image of
the conventional form as an efficient, yet archaic alternative.

Qur aralysis leads us to prediet that institutional changes
are taking place - in the sense that the turnkey form will
become institutionalized in still new segments of the market.
The various formal and legal obstacles to such changes are
already being circumvented - as the public organizations’
informal experiments with the turnkey form illustrates. Such
obstacles will eventually wither.

The ultimate indication of such an institutional change
would be if the consultants were to give up their professional
status, and thus their claim on a special relationship with the
clients. Their status as professionals prevented them from
taking an economic interest in, and a financial risk in relation
to, the actual construction. An escape from the limiting role as
professionals would allow them to compete with contractors on

equal terms. Taking their competence and experience in
consideration, there would be little reason to doubt that they
could survive, even thrive, under such conditions. To let go of
theif professicnal status may - under the given circumstances -
appear quite tempting to many consultants.

However, nothing in the present situation indicates that
consultants should be comtemplating such a strategy. Quite
contrary, they collectively tightened and added to the bonds
that tied them to the "mast" of professionalism, as we described
earlier. The institutional change will not proceed uncontested.

Certainly the institutional change we have described will
stop short of the situation where there will be no market for
the traditional professional consultant {and for the
conventional form of project organization). Even thelr aura of
representing an archaic form may. in a small but lucrative
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While the idea that organizational form may be determined by
powerful institutional rules which reflect widespread
understandings of social reality is intriguing, our application
of such an idea to a concrete case also revealed that the causal
link between institutional rule and empirical form may indeed be
complex. The most simple conception of such a link, namely that
pre-existing institutional rules bind organizations to comply
with the institutional pattern, misses many important nuances.

In the course of our discussion we have added the following
nuances to the explanatory framework:

1. We have described and discussed the existence of internally
conflicting myths (institutional rules) which cannot all be
accommodated in the same organization. This prompted us to
see binding institutional rules as partially chogen by the
organization ~ and myths as consciously invoked to Justify
the choice being made. With respect to the choice of
institutional rules and myths, we highlighted the importance
of the auras which different empirical forms may carry -
auras which cannot be understocd along the lines on which
the various forms are being rationalized. The aura of being
modern, future-oriented, or the aura of being archaic, do
not reflect issues of efficiency (whether real or mythical),
but more general social phenomena in the society at laxge.

2. The view that institutional rules and myths bind
organizations in a mono-causal manner was challenged by our
observations of interested parties actively promulgating
specific rules and myths. If interested parties may
strategically shape the general understanding of social
reality on which institutions rest, potentially institutions
may he changed by such parties.

3. The process of institutiocnal change we described as a
gradual process during which the zone of applicability of
some dominant myth continues to spread into new segments of
the total market (or social reality). Myths apply to certain
categories of social reality, and such categories may be
restructured and redefined. Thus, empirical patterns may
change even if institutional myths persist unchanged.

The above observations add much complexity (and a few paradoxes)
to Meyer & Rowan’'s original framework. If they are taken to be
valid, each application of the framework to c¢oncrete empirical
reality requires detalled study of the co-existence of
conflicting myths and their zones of applicability, the origin
of such myths and varicus interested parties” role in
promulgating them, and finally the social forces which
facilitate institutional change.

However, such requirements do not make the institutional
environment less salient as an explanatory variable in relation
to empirical forms of organizations. It may indeed prove
critical to the understanding of even internal organizational
processes. For example, in competing for organizational
resources departments may applify their claims by invoking
institutionalized myths which will bind the crganization te¢ a
certain course.
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FOREWCRD

We have completed elsewhere a detalled study of language
systems being used in today's factory (1). That study led us to a report
of 2 situation wherein language, in the industrisl workplace, appears to
be a phenomenon arcund which revolves a very clear confrontation; a
reflection of very deep confrontations undoubtedly linked to the nature

and structural base of factory's social systems. (2)

This appeared not only as a speech cleavage(clearly
corresponding te the ruler/ruled cleavage} but furthermore, showed clear
demarcations between other different types of speech which can be
present at the fdctery: upper hierarchy, middle and lower hierarchy,

unien, senior and younger employees...

All of this appears in a quasi identical manner for two very
separate and very different situations - on almost all points of view -
guch as a Canadlan brewery and an equivalent plant in Algeria (3). Of
course, givem the fundamental link between all speech activity and
symbolic activitles {language being in itself symbols and symbolic
expression system), one may ask what type of representations, and
symbolic images may be outlined behind those different types of speech.
It was thus possible, thanks to the indirect rerms of factory language,
to record no less than four systems of symbolic representations, not
only different, but even opposed and conflicting. In other words, there
would be four representational worlds in each of the factories under
observation (4): these of management, of middle or subordinate

management, of unions and finally, of employees.

" We must therefore take into account that it is very difficult
tec maintain the prejudice of a ¢factory-imaged which would revert to
something homogensous or monolithic. When looking at the external image
{that of the publie), it seems very clear, in our research, that under
internal scrutiny that image is far from being the same and far from

being a common and harmonious visicn.

How can we expect business to be the site of syneygy and
cooperation we would wish it to be, when not knowing the extent of the
¢rucial role of all this symbolic activity, which brings coexistence, in
a form of forced juxtapoeition of comviction/vision systems which de not
blend into each other? (5) This, in addition, is independant of whether

the organisation is or is not under a capitalist industrial regime.

How can we not interrogate, right te its foundations, our
tenaclous behaviorist and functionalist tradition of work behavior

analysis, denying almost all determinism from a representational or
symbelic order?

MANAGEMENT IMAGE

What 1g striking in both breweries is the very backward
content of management's self-images, that -of their company, and
workplace relations... A very primitive Taylorism, a naive paternalism
as well as a quasi-deliberate blacking-out of reality dominates

management {6) in this regard.

This is the way din which managements of these factories see
themselves as instruments at the service of an imanent abstraction;
dhigh-management® or d«the boardh, which has no other finality cthan
productivity at all costs: ¢We are judged on production rate and
statisticsy is forcefully invoked. At the same time, they admit that
they have never recelved any philosophy or policy directives, but they
«know) that production is first and foremost. «Even the legal texts and
regulations are forwarded without comment, #we make all interpretation

and adaptations ourselves#, confided the factory manager in Algiers.

To all appearances these «field managersh are left to
themse}ves as to which {management system» to use... Here's what they
have te say: «We recelve directives which we then distribute to the
staff responsible for their application®; «foremost achieve plans and
rrevisions, the rest is covered by the collective agreement or #theirp

delagates®,.. ALl of this is directly expressed by speeches and behavior
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which make management a type of upper level ¢production—pusher», wherein
all that is not dprofitabley has no wvight of appeal. Fach manager
interviewad and met, wielded his production results or statistic reports
to show the importance of the respeonsabilities placed upon him. This is
the institutionalised worship of numbers and accounting jargon (8), and
everything in the factory must comply with them. From there, the plants
manager's philosophy of administration asserts itself: numbers,

diseipline, efficiency, costs... all the rest is but accessorial or time

wasting.

In their image-making, the factory is in fact da machine which
wust run# and that machine is peopled by interchangeable pieces and
organs whose function is teo tamely move without frictiop nor fickleness.

Management’s role is to see that it happens.

The plcture may be completed with management's conception of
the foreman and the workman. The first must be a feopy (9), a «strong
overseerd who {respects directives and previsionshk, who tkeeps a hand on
his mend, ¢who sets the example of punctuality and digeipline»... As to
the second, for him to be d4goody, he must be 4docile, disciplined,
ocbedient, silentd... in short, omni-consenting and submissive! But most
workmen (if not all) are, according to directors, tchildren, jerks,
uneducated, ignorant,fickle, lazy, unambitious, amorphousk, who must be
gunder constant surveillance» if ome wante to ¢get the maximumd from
them {(10). Both factories have, over the years, kept a class of
remporary workmen (who are tailored, used and fired at will) which make
up the selection poel for the ¢ideal employeed» (10). one manager rold
us of #usingd the worker before giving him ¢permanenced, though as he

lamented &once they are parmanentd they become ¢impossiblen.

Foreman-policeman and spineless-worker, that is in essence

what management thinks in fact, in today's factory.

This, however, does not take place without a certain
blacking=out of reality or without certain flagrant incoherencies. It

is quickly apparent that the ¢upper echelon® does not see — nor does it

\
want to - things as they are. Thus, he it in Montreal or in Alglers,

managements stated that their factory was «a united familyr (not

i
withstanding ¢2 few black sheep») and that the foremen are dshapedy and

infl ) i
uenced in the sense of cooperation, of healthy «camaraderied and

workm
en  Support... ¢we seek and encourage foremen who bring about

adh i
esion through comprehension and persuasion, rather than those who

demand much without
3
xplanation... because dteday’s worker must

understand, not merely obey blindlyh.., When shown the real image- £
o

. .
heir intermediary hierarchy (10) leaders answered in a shocked and

su i
prised doubting wannmer: «but this takes time, we cannot control

everything, there are always those who exagerated,,

However, what goes on in the assembly line or workship dees

not worr
¥y them very much. Throughout our stay, we never saw any senior

1
eader In the production department! They, nevertheless, know what's

golng on! How? Through their own fantasies, through the fact that they
hear only what they want to hear, and the fact that they lead their

collaborators into saying what they feel they should say. 1In Managers

can drive their subordinates mads (Harvard Business Review, spring 1979)
M. Ketz De Vries shows very well how these mechanisms work in business

real-life... This is «¢serial occultationd indeed, each gives his
superior the picture he has painstakenly fabricated to fit him... one
administrative manager told in my own presence to his general manager
that ¢there exists a general positive harmony¥, that €ally try to form a

uvnited family, that ¢his% open door poliey gave excellent results on

ttroop moralen.., In fact, the opposite was true (10).

As to observed incoherencies, they arise first of all from the
contradictory elements conveyed by management's attitudes While
5

pouting convicticns such as dmake up a family», ¢common interesty, ¢mix
,

with employeesy, destablish a permanent dialogue» and other incantatory
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chants to support good-{false)-conscience, leaders simultaneously use

speeches and attitudes devived from pure narrow Taylorism.

There is also a general Hdopen-door policyd which all strongly
avow, but no one practices. One needs only listen to worker remarks on
that subject. From our observationm, it takes many days, and one must
cross many obstacles before facing s manager., For the mere journeyman,

this is exceptional, 1f not impossible!

There is also a curious co-existence of Taylorism/old and
candid Human Relaticn philosophy: trying (in words not in fact) (10) to
ally a frantic spirit of discipline with a simplistic parternalism which
consists of, among other things, addressing employees a letter (form
letter) for every five years of service, visits to the shop during
holidays (once a year) to shake hands, and having projects such as dteam

contestsh, a dhouse paperd, and ¢information meetingsh...

We get the impressicn that these managers have just discovered
prehistoric Human Relations! The heipghts of the ridiculous was reached
by the «(technical director® whe, while enumerating his good intentions,
showed us (as proof of his caring) part of an industrial psychology

seminar organised by a consulting office entitled: «How to improve

production!

How does one synthetize such image-building? What type of
global or unitary vision deo these pecple, (whose representation system
is highly contaminated by occultation znd denial of reality), convey?
Tt can only be a fanciful Image whose dominant thought remains the XIXth
century factory. This spirit is directing business'day to day reality.
And this is where we are, not withstanding the administrative theories

of the last half-century (11).
FOREMEN IMAGE

We noted a behavioral system and attitude which shows that the

great majority of foremen observed and talked with, are above all,

production whipping-boys, guards-overseers, and persecutors. This is
cbviously not detached from the maoner in which they view the plant,

their role, and obther protagonists

Business, for them, is a tproduction-machine? whose chief
attribute is that it must never slow down, or at any costs, stop (the
ideal ‘being an uninterrupted acceleration). The worship of numbers and
graphs is at its apogee (even the low hierarchy's language is profoundly
marked with this worship) (1). ¢The company wants resultsh, dwhat
counts 1s the achievement of production plansh, d¢what we have to do 1s
to meet forecastsk, This is what the foreman consciously repeat... they
spend the day reading and re-reading, filling and re~filling all types
of dials, files, formulas, and graphs, .. (10).

Management is, in their eyes, (according to the way they talk
about 1t} a temple where ¢learned-men? and thigh-techniciansy work -
whom they sometimes have the honor to meet. Who dknow what they're
doing® and who #know what must be dones, They d¢study) and ¢analyses

very complex things, from which come the 4production plans».

Their own role, in their eyes, is quite simple and quite
clear: dinsure, at first, the production flow, using the principle that
the ends justify the means: what dmanagement wantsh) are employees who
¢give the maximum» and ¢that's why we're here...». All of this leads to
a deplorable working atmosphere which is dotted with all types of
harassment (10). No official 4philosophyd is given them (oucside of
production plans, nothing else 1s discussed with management) but gthey

knowd (instinct?) ewhat they want? and ¢what must be doned...

The company doesn't want {nice guysh or dsoftiesd as foremen;
it wants - and encourages - those who «can controly employees. In the
foreman's Image, «induced® in some manner by management, the employee
who ¢producesh is the one whe must never escape the «chief’sy welght,
fear, or terror (10}.
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There is even a ¢double-bindd phenomenen (using G. Bateson's
meaning of the term) (12), dim that management allows certain
tcooperation—-collaboration with employeeb speech, shown on certain
occasions (union elections, marketing a new beer, staff seminar...
{13)); speech which is totally contradicted by concrete actions through
which the low hierarchy feels rewarded or recognized. «You can say what
you wanth said a foreman especially hated by employees (10) «but I know
management is on my sided. This 1is proven by signals such as (belng
listened to# in meetings, «having the eard» of supericrs, being
¢supportedd in conflicts..., This double-talk is even used by foremen:
#Human Relations... sure they're good and we want everything to run
smoothly; with ¢matured employees there's no problem, but with wmost,

it's very hardp.

This brings us to the foreman's idea of employees which could
be summarized by éwe've got to be on them oxr they slack offr. To
foremen (with few exceptions) (10) ¢employees» are a type of genetically
insubordinate mass, averse to work, ignorant and totally unworthy of
confidence. It is literally, the denemy® ome must continually fight for
¢his own goodh. 4How can we obtain the maximum any other way»?  dAs
soon as our hacks are turned, they try to get away with scmethingd, «an
employee is made to produce, mnot to sidewuph... readily said the
foremen, while explaining ¢you don't kXnow themy, «theyd have no

ambitiond, no étaste for a challengeh...

What's more, foremen said, is that «they» see any form of
friendship or solieitation as a sign of (weakness)! we must especially
gkeep cur distanced, not ¢familiarize with them», and not thang arcund

t
with them®.,. or ¢theyh jump on your head and «ycu lose controln!

This 1s a denigration vocabulary, accompanied by actions
clearly showing that the employee is vregarded as an Immature,

irrespensible and perverse being.

411 this takes place as 1f the lower hierarchy, which spends
most  of its time {watchingd and harassing (of which employees
unanimcusly say: 4They're here to create tension®), needed such a
conception of the worker, or its role would not exist. The job is to
make a productive and diseiplined army out of this rowdy crowd: that is

the dchallenges. -

Nothing, in either brewery, seems to lead towards eliminating

or tempering this vision, except of course, words, slogans, and tenets

of circumstance.

UNTON IMAGE

Let us state that we have had no official or sustained contact

with authorized union representatives. Our statements are based on our

own experience as seasonal-employee, on a- few meetings with the

persennel delegate, and especially on hear-say and viewpoints from

employees.

We are In the presente of two specific cases: a dshop» union
in Montreal and a government-allied union in Algeria. This is to be
taken into consideration.

In Momtreal, the production department's representative was a
close relative of a high management official. His discourse, as well as
that of the employees, in his regard, shﬁws a union which, outside of
the collective agreement, shares a good part of the boss's image: «Good
company#, Cadvantageous benefits? «employees not knowing their best
interests¥, «not always disciplineds... Briefly, the image dis that of
the established well-being of maximisation (the bigger the pie, the more
there is for everyone) and of all actions of the hierarchy. The plant

remains a production machine which ¢legitimately’ sets up discipline,
submission, profitability...

The delegate was 4«shockedd that dthey® refuse to shake

managers hands (who greet assembly line workmen on holiday eves), or
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that «¢they» refuse management gifts (a case of beer at year's end
holidays). This was dproof of immaturity® and 4capricious mentalicyd,..
While management Is made up of ¢good pecpler, who show ¢geod willd and
who 4work hardi... He finds nc anomaly in the fact that foremen ¢timebd

empleyees or count the number of times they use the restroom (10).

In the Algerian brewery, it is a totally different situatiom.
There is an amalgam of a union/one—party/power type. At the cnset, all
access to union positions (through election) equals meving to the side
of power (and therefore to the employer, the State); What 1s dominant
here, is the strict-exact reproduction of management's speeches and
attitudes (in and out of the plant), often to increase zeal, (scmetimes
in opposing #state directives® to ¢practices) of plant managers = which

usually is a settling of accounts and clan struggles).

The wunion sees its role as unconditiomal support, inm the
work-place, of the power's decisions and positions. This is tangibly
translated by an unceasing dwork moraled through which is shown a
business Image as dproduction machinek, along with a strong dose of
demagogy (follewing the #plant is oursy, ¢win the production battled,
4the first bepeficiary is the worker» style...). In reality, the worker
is denigrated just as much as by managers, and is perceived as a beding
whose education must continually be insured wunder cthe pretext of

trevoluticnary vigilanced or ¢socialist emulation»...

As to management, also made up of dworkers», it fcannot be a
class—enemy#, it can but apply, (more or less) the dorientations of

revolutionary power®.,.

We seec here a more monolithic (more demagogic) vision cof the
factory; any deviation {(and recrimination) is nothing but tsabotaged or
tcounter=-revolution#, The worker is the constant object of sermons and
ideclogical bludgeoning to warn him against all <{enemies of the
revolution) and aslo against himself... We see here something derived

from double-occultation: self conviction through infinitely repeated

inanities, and the belief that workers will adhere and be content to

feed their fenthusiasmd with repeated slogans.

The least we can say 1s that we see here a particularly
mystifying representation which is the result of deliberate acts of

occultation of reality; an occultatien in which the quniony actively
participates (14),

WORKERS IMAGE

It is really something to hear, time and again, that one is
¢nething®, <cattley, ivegetableh, «¢a wmachinen... Forcibly, through this
self-vision of employees, there is an dequivalenty or tcompletementaryy
vision of thedir surroundings. In the emplovee's mind (10), management
is but a far-away entity peopled by omnipotent, arrogant unknowns who
are iInterested in but one thing: production and profit rates, «They
only‘show up when there's troubled, ¢we never see themd, 4there's a God
In heaven, and they are the gods om earthy...

One idea which was clearly expressed is that, for the worker,
business is a place of personal degradation tc which management actively
contributes, notably through the actiens of the middle and lower
hierarchy: <feven animals don't treat other animals in that manners

workers were used to say.

. Foremen occupy, obviously, the primary pesition in the
degrading process. They are unanimously identified as fguard-dogsy {in

Mentreal, the word tdog¥ designates almost every foreman), incompetents

;(#1f at least they knew the job, they don't even know it and they harass

you?), cruel, aggressive men (just ¢looking for reasons to harpy); and

obsessively and perversively preoccupied with numbers.

Anything used to 4disgust workers» is good. Workers have ¢no
respited and are but the permanent dbeasts of burdent of the lower
hierarchy. This is how the ordinary worker sees his relationship te the

hierarchy and how he sees himself as well as the plant.,. A haughty and
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pitiless world, for whom everything is justified by goods and money. We
must however say that in the workers case, contrary to managers and

their agents, image and reality are much closer to each other. (10).

The unien {in Montreal as well as in Algeria) remains a sort
of «parallel hierarchy» just as inacessible and as uncaring about the
workers lot. 4They're all the samey, 4they all agree against usk, we
can't even talk to themp,... Let us note, however, that in Montreal it
is a Hdcasted union; that of dpermenent® employees, as opposed to the
horde of {dtemporary? employees who «pay) but ¢do not have the right to

attend meetings»...

In Algeria, the delegates have but one worry: themselves.
The union is a stepping stone to higher office, to get closer to power
and solicit positions; it is seen as total symbiecsis wilth managers.
Even 1if amongst the youngest (in majority, temporary workers waiting for
the Eldorado of permanence) and amongst the oldest (close to retirement)
we can find a tsofteningy of the global image (which we have explained
elsewhere (10)), the global representation of business is that of a
world of adversity, hostility, narcistic downfall of the ego, meral
degradation, vulgar materialist and greedy behaviors as well as great
hypocrisy which fools no cme... All of this 1s seen as basically a
vaste coalition whose existence dimplies being against the worker:

managers, foremen, delegates... €it's all the samed...

CONCLUSION

Although a great part of industry is tending more and more
towards robotics and automation, & great proportion of employees will
still be subjected to ¢traditionald factory conditions. As long as many
developing countries do mot accede to technological refirements and as
long as many sectors are still «profltable» without robotisation, we
believe that a large majority of humanity engaged in industrial work
will continue to live in this unchanging and universal type of
gituation. We stress the fact that both brewerles are almost totally

gautomated®, in the sense that workmen actually only have a

fsurveillanced function: oversee the smooth operation of bottles

automatic flow from washing machine to the putting into cases,..

What can be said about business' ¢internal imaged if not that
it 1s the XIXth century factory as far as the managers are concerned?

It is, alas, through its dacting outd a typically very narrow taylorist

plant (at best)!

There are, in fact, in our breweries, four representation
systems, four visions, four dworldsh which coexist in a more or less
conflicting manner, but where there seems to be an 4objective allianceh

of three of these dagainst» the fourth; management, lower hierarchy and
¢unionsk opposed to workers.

The latter seem to have a wvisicn which is closest to what
actually takes place (10) (their sitvation does mot imply any necessity
of occultation or of false consciance?), They see themselves as

dobjectsd of an enormous manipulation whose prineipal goal is to have

~ them share - as consenting victims - & vision of themselves and of

things almost in total contradiction to what they experience (notably -

but no exclusively - im an ocutrageously worker propagandist system as in
Algeria),

We therefore see a conflicting 1internal image based on a
;ystem of adversities in relation to the rank employee: management is
the indirect and far-away adversary 4who pulls all the strings», lower
bierarchy is the diredt and non-ambiguous adversary, union is the

#circumstanciald adversary which 4joins the stromgestd...

How then can we imagine any tunitary image? which would make
business a social and harmonicus entity? Where we could find a
fconvergence of organisational and individual objectives?s Is the
¢sharingh of a dcommond image really possible? What meaning should we
glve te the numerous brewery employees remarks (especially Montreal)

which categorically cppose an official external image to the internal
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one: 4The prestige of this beer exists only outside, not insided,

¢everything must be said, people should know what really gces on hered,

¢people don't know, from outside everything leoks fined...?

Can a2 generalized and dinstitutionalized «¢collusiond({l6) and

«mutual self-foeolingy system be used as a mould for this unifying

vision?

Even the product (beer) cannot bring about a convergence of

ideas: to maragements' «first qualityy and ¢prestige brandh is radically

opposed factory employees' ¢that garbage», 4that £..... beery, «that

sloph...

How can we correctly describe and understand these phenomena?
The image and representation system 1s above all a matter of fpfoducing
symbols#; is this a dbehaviorist® matter?  Behaviorist wision and
¢methodology® continue to imperialate our own
already imperialate a good deal of our fragile dorganisaticnal-culture?

narrow  themes such as

¢image» of business and

young paradigm through the forewarding of

¢improving corperate valuesd, dmanagement of symbolsh, or {«culture

builiding»...

We join A. Chanlat (18) and J. Girin (19), tc name but those,
i A

in calling for a new paradigm to study management and business.
paradigm in which a great weight would be given to such proceedings as

tsubjectiver clinical appreach and phencmenology.
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NOTES

Aktouf, ©, ¢Paroles et rapports dé travil I. ILes systémes de
langage % 1'usineb et 4Parole et rapports de trayil II1, essais
théoriques 3 propos des systémes de langages 3 1Tusine*, to be
published in Critigue, 1085, Articles following research as
participant observer on" work rejations and representation gystems
within two breweries in Cenada and Algeria (1982-1983).

tParole et rapports de travail ITI...», op. cit.

Both breweries were submitted to an 4ethnologicald field observation
of about six months. Results and interpretations are contained in
our thesis (H.E,C. Montreal, 1983),

We were ¢participant observer® as a temporary worker in the bottling
department. We were able to share the global situation of the
employee at work.

Where the concept  of «cultured and Ysymbols—systemsy in a
utilitarian and obstinate context de not change the basis of classic
managerial thought.

C.f. for details, Akteuf, 0. «Rapport de séjours d'observations
participantesh or our thesis, (H.E.C. Montreal, 1983) or bock to be
published, Le travail contre 1'homme SNED/ED of organisation 1985,

C.f. Aktouf, 0. «Parole at rapports de travail I, op. c¢it. or une
autre conceptualisation des comportements au travaild Interventicns
Economiques, no. 12-13 Spring B4, p. 261-280.

C.F. Aktouf, 0. ¢Parole et rapports de travail Tp, op. cit.
Authentic term used by a manager.

For details and accuracy: our thesis op. cit.: 4Rapports de
séjour» op, cit. or book to be published op. cit.

R. Linhart {(L'établi). 3. Terkel (Working), 5, Weil {Lz condition
ouvriZre) have confirmed that 4XIXth century ideash are prevalent in
the factory.

La nouvelle communication, Seuil (points) 1981, chap. 2 notably
where the double bind notion is exposed as a schismogenic process,

Fraternizing, unifying and human-reiation speech given tc the author
by different managements, ..,

C.f. Aktouf, 0. ¢Parole et rapperts de travail Iy, op. cit. and
“Parole et rapports de travail II. RGles et fonctions des actes de
langage & 1'usined to be published 1985.
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f. Aktouf, 0. <Rapports de séjoursh op. cit, and «Paroles et Anthropologists Took at a culture's symbols for unique characteristics or
15) C.f, tou . app . .

! rapperts de,travail 11T, op. cit. as well as «Paroles et rapports
de travail IV. Essal théorique a propes de la place et la fonction

de la parole en milieu de travail®, te be published 1985.

important defining features of that culture. The items they consider include

myth, ritual, and material artifacts. Meaning is communicated through these

16) The term ¢collusion® d1is borrowed from R.Laing (Self. and others,
1969)) where he elaborates on the construction, maintenance and
relationship of #false-selvesn.

physical 1tems, acts, and stories. Celebrations are symbolic expressions of

features of a culture. This s likely to be as true for business organi-
17) Expression borrowed from A, Chanlat (Gestion et culture
d'entreprise), Québec Amérique 1984, p. 193.

zations as 1t 1s for nations or other cultural groups.
18) Chanlat, A. used a ¢multicomplementaryw paradigm op. cit. chap. 10. This article focusses attention on amniversary celebrations. The various
aniat, .

19) Girinm, J., 4Quel paradigme pour la recherche en gestlon?» Economies symbols such as the telling of company stories, ritual ar traditional acts,
» L2 -

et Soeiétés, no. 2, 1981, pp. 1872-1889. and the production of physical mementos of the event all come together in such
celebrations,

"These parallel familiar cultural anniversary celebrations which present
messages to members of the broader culture. The fourth of July, with flags,
parades and fireworks intends %o remind us of the values of the u.s.,

celebrating the signing of our Declaratien of Independence-a specific event
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among many that country could commemerate. December 25 4s celebrated as the

birthday of a child who 1s the symbol of a dominant reTigion in western
cuiture. Many different days could have heen selected however both of these

complex celebrations also happen to parallel midwinter and midsummer

. ”“- cetebrations that go back before medern culture, and hence have deep symbolic
i roots. It 1s possible, as seen n examples that follow, that some anniver-
saries are celebrated at a time when the leadership feels a celebration is
needed.

Examples from Modern Carporations

To seek readily identifiable parallel celebrations within our specific

work organizations, forty major corporations were surveyed which recently had

an anniversary of their founding. The uniqueness of devices selected by
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C.f., Aktouf, 0, ¢Rapports de séjoursh op. cit. and «Paroles et
rapports de travail III», op. cit. as well as ¢Paroles et rapports
de travail IV. Essai théorique & propos de la place et la fomctioen
de la parole en milieu de travall¥, to be published 1985.

The term ¢collusiony i1s berrowed from R.Laing (Self and others,
1969)) where he elaborates on the construction, maintenance and
relationship of dfalse-selvesy.

Expression borrowed from A, Chanlat (Gestion et culture
d'entreprise), Québec Amérique 1984, p. 1%3.

Chanlat, A. used a #multicomplementaryd paradigm op. cilt. chap. 10,
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Anthropolegists look at a culture's symbols for unigue characteristics or
important defining features of that culture. The items they consider include
myth, rituai, and material artifacts. Meaning is communicated through these
physical items, acts, and stories. Celebrations are symbolic expressicns of
features of a culture. This is 14keTy to be as true for business organi-
zations as tt is for nations or other cultural groups.

This article focusses attention on anniversary celebrations. The various
symbols such as the telling of company stories, ritual or traditienal acts,
and the production of physical mementos of the event all came together in such
celebrations.

These parallel familiar cuitural anniversary celebrations which present
messages to members of the broader culture. The fourth of July, with flags,
parades and fireworks intends to remind us of the values of the U.S.,
celebrating the signing of our Declaration of Independence-a specific event
among many that country could commemorate. December 25 1s celebrated as the
birthday of a child who s the symbol of a deminant re¥digion in western
culture. Many different days could have been selected however both of these
complex celebrations also happen to parallel midwinter and midsummer
celebrations that go back before modern culture, and hence have deep symbolic
roots. It 1s possible, as seen in examples that follow, that some anniver-
saries are celebrated at a time when the Teadership feels a celebration is
nequd.

Examples from Modern Corporations

To seek readily identifiable parallel celebrations within cur specific
work organizations, forty major corporations were surveyed which recently had

an anniversary of their founding. The uniqueness of devices selected by
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these companies presents their distinctive self image. To some extent common f “Family Reunfon, Glenview, I11., July 26, 1978" areund the Kraft logo on one -
features can be seen. Communication to groups outside the company is : side with the Kraft crest on the other, This was accompanted by a jade disc
important in many of these celebrations and will be noted. In general the ? of similar size and a note saying:
emphasis will be on what the company said to and about itself. : _ ;lg:s1ﬁeszslglfsﬁarks a milestone in Kraft's history-——our 7th

In the summer of 1978 Eastern Alriines had a 1326 Pitcairn Mailwing - “The medallion commemorating this historic event will be a
removed from a museum in Yirginia and taken to New Brunswick, N.J. Ffrom there :Z 522:t;?:Cgfm;ng:gn:owgggho;a:h;:c:;gn;gzga:;ngﬁ;;;:gné1t;?he
it flew a duplicate of the original Eastern flight, carrying mail to Miami, 3 E;ﬁgf gﬁ;'g§;2850?23;:?t ::m;;& E::Eyvlﬁ:gdj:;eapTzzg,D;ay
With celebrations at many stops along the way. The Company had many i good fortune equal your dreams, and health and happiness

be with you always®.
celebration parties, and a series of articles in the company newspaper gave

Jade was a habby of J.L. Kraft, The Kraft Merit Award for empioyees

consists of a jade ring.

the perspectives of the company's history as seen by pilots, management,

The program for the Family Reunion meeting of the
stewardesses, and mechanics. A% the end of the year each employee was given a

Kraft Sales Force had a phote of J.L. Kraft on the cover with the

following
medailion with the following note (portions extracted): .caption:
t Eastern employee {or} a relative .
"tht;§£ Y°§ 33312 ¥?kgr€g 3oin with you in celebrating i 2Our founder, the man who started 1t all 75 years ago, our
E:?tgrn'§-§0th Anniversary Vear... g President for 40 years, our inspiration for many more.

d.k. Kraft, a man of great Courage, wisdom, and honesty...a
man of strong faith and lave for his Ged...and his fellow
man.* {nothing omitted)

"I consider it a privilege, as I am sure you do, to be part
of the continuing saga of this great airiine.

“The real histery of the company has been written by the

Remarkably Kraft had celebrated the 50th Anniversary of Nationa?l Dairy
people of Eastern...

Products Corp, (the farmer name of the compary) in 1973 and barely mentioned
"However the story of Eastern is also inextricably interwoven

afrcraft that have carried the colors. 5o as a
:;;21:2? symbal of our roots, we have had this medallion cast.
1t contains metal from all but two of the planes Eastern has
flown, from the Pitcairn Mailwing at the beginning to the R
Whisperliners of today. And, if you will allow a personal note,
from the Apello 8 spacecraft as well.

the’or1gﬁn of tts subsidiary, Kraft, which was only one of many firms

purchased by National Dalry. Some others date back to 1804, Yet according te

curreat company history, 1n 1903 J.L. Kraft, with $65, rented a horse named

. Paddy an¢ a wagon and bought cheese wholesale to sell to Chicago retall
"T hope you will receive this commemorative medallion with the
full sense of pride I feel in presenting 1it. grocers,

(signed) Frank Borman Sambles, a Teading midwestern retatler, celebrated its 100th anniversary

During the same year Kraft celebrated its 75th anniversary. A medallion when 1t was actually 35, "because neither that present management nor the

the size of a silver dollar was given to each employee and was inscribed employees would be around to celebrate the actual 100th anniversary in the
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year 2025." 1925 was not the crigin of the company but was the date of the

opening of the first retail store. Other types of steres preceded this, and
incorporation took place three years later.

The Transamerica Pyramid is a unique, spire-shaped building on the San
Francisco skyline. 1In a small park adjacent to that buiiding the company
sponsored a series of free concerts in the summer of 1978 as part of its 50th
anhiversary celebration. Transamerica also gave all employees lapel pins in
the shape of a special lego used by the company during its anniversary year.
Employees and selected customers received a 100 page book which was entitled

The Transamerica Story: 50 Years of Service and Looking Forward. The

intended message to employees, stated by the company in response to the survey
on which this paper is based, was to increase"...recognitijon of the breadth of
Transamerica; shift loyaity from subsidiary only to Transamerica plus
subsidiary". A specific message or intent to influence and communicate can be
seen.
Features to Note

Transamerica celebrates its incorporation, Eastern celebrates its first
fj1ght, Kraft celebrates the origin of the company name, the United States
celebrates the termination of 4ts bond with England, Christianity celebrates
the birth of its founder, and Gamhles celebrates because the foundey and
current employees won't be around later. Thus one piece of information which
is communicated by these celebrations is just what i1s selected as impertant or
noteworthy. 1In each case we can look more closely at the selected event to
grasp central values or relatienships of the organization. We can also see
that the choice to celebrate, and the timing of the event, are influenced by

other factors than historical data. These choices themseives communicate

values to us.
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The elements of the celebration itself give further information. 1In no

company included in this study were employees given time off except to attend
a company function, such as a picnic, a meeting, or a showing of a movie of
the company history. Gamhles had a parade and banquet at the tewn where the
first store opened, and a ribbon cutting ceremony at the corporate
headguarters, attended by employees, to open the corporate museum. Ford had a
group of old car buffs assemble one of the original 1903 Fords, which then ted
a parade of 75 Fords (the 75th anniversary in 1978). The 3903 medel wWas
driven by a grandson of the founder. On the same day the 40th Ford-byilt
sate1Nte was launched from Cape Canaveral. Standard 011 of California was
100 1n 197%. Part of its celebration was a reception for employees at a
special museum exhibit sponsored by the company. The exhibit then toured the
né¥1on. H.F. Ahmanson, a major financial institution, acknowledged its 50th
anniversary with a single 14ne in the very formal amnual report. The company
message of who we are, who we want to té11, and how much to tell is clearly
different 1f the company assembles a car to be driven by the faunder;s
grandson, opens a major museum exhibit, or puts a singte note in the annuaT
report.

Another special symbolic element that may be included is the physical
memento previded, Kraft and Eastern medallions have already heen cited.
General Electric {100 4n 1978) had a Centennial Sculpture created by Steuben
Gtass "...an interpretatien 4n crystal that depicts General Electric as a

wor]gw1de, multifaceted enterprize. One hundred trophy-size replicas of the

sculpture were prepare and apportioned to GE components as awards te be
gresented to deserving employees. Nominations for these awards were made by

employees in each component...® (emphasis added).
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Ford had a scale model of the 1903 Model A created in sterling silver and

gold, with working brakes and steering and maﬁy other moveable parts.

Diamonds were set in the headlamps (as this was the diamond jubilee)}. 170B of
these units were created, equai]ﬂng the number of cars built in that model
year. FEach was available for sale at $5,000.

Household Finance Corp. {100 in 1978) was one of the few financial
institutions with a major celebration. They gave a mantel clock engraved with
the 100th anniversary logo to all employees "...with five years service with
the company". Again, the item included, and what 15 dome with it, tell us
something about what is important te the firm., 1t can be assumed that simiiar
messages are intended for the employees,

As a step toward looking at the intentional message of such celebrations
we should also note who were the participants or beneficiaries of the events.
Some firms used the event as obvious promotion to customers. This was
certainly true of Ford, and of a large part of Kraft and Gambles
celebrations. Kerr-McGee {50th in 1979) created a special loge that was
obviously for external consumption as %t appeared primarily on corporate
stationery and as a decal to be affixed to workers' hard hats.

Other firms inciuded special audiences, such as Tocal residents
(Transamerica's free concerts) or governmental leaders. Ford's celebr;}ions
incTuded the Mayors of Dearborn and Detrott, and the governor of Michigan.
Obviousiy the Federal government was involved to schedule a satellite launch
on the anniversary day. Eastern's flight to Miami was met by the Mayor.
Woolworth (100 in 1979) %s proud of the fact that President Woodrow Wilson
pressed a buttoﬁ in the White House to 1ight the T1ights in the new Woolworth

Butlding in New York in 1913. W.R. Grace (125 in 1979) and Kerr-McGee {50 in
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'cunnect1on to the local culture.
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1979} both include the political success of their founders ag important parts
of corporate history. Grace was mayor of New York and Kerr a Us senator.

Other firms gave awards to special groups. GE provided a plethora of
items to dealers o he given te special customers - Ttems from paperweights
and playing cards to waltl plaques, The catalog of these ftems states:

“Centennial Program Activity over the past few weeks has

produced a demand for a selection of distinctive GET0OD

commemorative devices that can be used to recognize employee

contributions and achievements internally, and serve as

vaiued mementas for VIP customers, civic and governmental

leaders and other external influentials. 1In response to

this demand, here is a selection of awards we hope wil]
meet your employee motivation and VIP customer needs... v

The use of celebrations in order to communicate the company connections to

various elements of the environment should be noted. By including such

* audiences the celebration communicates structural relationships to employeas

as well as to the external groups. Irncluston of a mayor or governor seems to
show the importance or influence of the firm. Inclusion of the lacal

neighberhood seems to convey a concern for the local social environment, and a

We may also look at how employees are included as another form of
commﬁnicat1on of the company's values and organization. Note that GE gave the
employees the job of nominating the award winners rather than selection by
management. Ford created a 60 person celebration task force four years fin
advance of the celebration. The task force represented all components of the
company. This selection process was used “$o no one would feel left out?,
accofh1ng to company 1iterature. UOther arganizations tended to assign the
responsibility to one office. 1In most cases the office responsibie was not
determined by the survey conducted for this paper, however of 31 responding

companies no response came from the personne? department. Corporate Relations
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or Corporate Communications offices were the most common respondents when one

could be fdentified.

Message as Intended and as Received

The ultimate usefulness of this data to the study of organizational
behavicr depends on the ability to interpret, or fo accurately represent the
intended meaning as well as the actual meaning of the celebration and other
organizational symbels. As with other communication there can be two
interpretations of the message - first the intended meaning of the sender and
second the message as recejved. 1In the survey on which this article is based
respondents were asked to define the most important message which the company )
hoped the celebraticen would communicate to employees. Few firms answered this
question, although they would answer all other questions. It is possible that
the respondent may not know the answer. ThRat 1s, the companies may not have
the necessary translation themselves of the symbol into discursive language.
1t 15 also possible that the companies didn't intend this to be for
communication; they were not aware the celebration would have an impact or
they were unconcerned as to what impact it would have. Finally, firms may
have been reluctant to admit the celebration had an intent to influence. For
some firms that did answer this question responses are 1isted below.

Asterisked items were not a survey response. They were taken from corporate
Titerature sent with the response.

Household Finance - "to develop pride for the company"

Financial Federation - “none"

Western Financial - “"nothing"

Transamerica - "Recognition of breadth of Transamerica.

Shift in loyalty from subsidiary to

Transamerican plus subsidiary®
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McDonald's - “Renew and reenforce corporate involvement and enthusiasm®
Kraft - “To maintain and improve morale (especially important due
to recent reorganizations and relocation of Chicago employees)®

*Woolworth - *,. give heart to those who strive for fulfiliment by
following the old fashioned virtees of hard work,
perserverance and integrity as did Frank Woolworth so
many years ago."

*General Electric - "...to remind General Electric people of the proud
heritage that underlies their work today"

Ford - "Strengthen pride, loyalty, and job satisfaction®

Words used in the responses above include loyalty, involvement, enthusiasm,

morale, give heart, proud heritage, and pride. These imply a desired

response, or a desired change in the receiver.

- The message as received was not measured in this survey as employees were
not interviewed. For one other company an effort was made to study the
message as received by the employees and its impact on them. This second
study was designed but was never conducted. Sti11, there 1s some insight to
be gained from the reason for rejection. A heavy equipment dealer planned an
anniveréary Christmas Party for all employees. A lavish party and gifts which
refiected characteristics of the company and of specific recipients was
planned. This was the first such party for the company. The researcher
participated in the celebration design and asked to survey employees before
and aﬁter the event, After some constderation the owner refused, fearing the
emp10yées would note that he intended to tommunicate something and 1t would
lose 1ts impact. Managers should be appropriately aware that effectiveness of

symbols can be reduced if they are forced, artificial or seen purely as a

- manipulation.
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Interpretation of Meaning

Interpretation of intended meaning and comprehension of the message as
received by 1ts audiences are questions which anthropologists and
psychologists have tried fo answer. Levi-Strauss (1%55) used structural
analysis of the symbol to find understanding in i1ts elements and their
relationships. Jung {1958) discussed the functfion of ritual as producing the
religious experience which was then explained by myth. He felt both acts and
words are symbols when they contain connotations beyond conventﬁonaW or
obvious méan1ng. "As the mind explores the symbol it s led to ideas that Tie
beyond the grasp of reason" (1968, p.4}. The difficulty companies had in
describing their intended communication may reflect this answer beyond the
grasp of reason. For Jung, interpretation of a symbol can nOt.be impased on a
persen ar system by a set of rules or definitions but must be sought in
collaboration with the user. This study, as it did not reach that
.c011abnrat1un, is insufficient for detailed interpretation.

tanger (1953) writes of symbolism as a broad domain with at least two
categories or types. Discursive symbolism uses linear description to point
out a subject or to taik about attributes of the su?ject. Presentatienal
symbelism on the other hand is more holistic, presenting an experience in
total. It 1s expressive as 1t draws from the participant more than %s present
in the words or actions or material items per se. Discursive symbolism may he
evidenced in music as seen on a page while presentational symbolism is the
music as experienced. Celebrations are studied here as presentational
symbols. Efforts to interpret or translate these are efforts to use
appropriate discursive language fo capture the meaning. Again, this study

tells of the presentational symbol, but cannot apply discursive language

S mpm——
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accurately. The only pessible interpretation has come through comparisons of

examples,

Ortner (1973) proposed twe approaches to interpretation. First, one can
analyze the organization, 1ts climate and values and then leok for figures or
acts that seem to formulate or summarize these values. Second one can shserve
an object that seems to be the center of cultural interest and analyze it for
1ts meaning to the observer or the user, The first approach required detatled
and lengthy involvement at the organization and produces a single case study.
The second approach s the basis for thts study, where a type of object is
considered, but in a variety of settings, to look for simularities among
organizations and unique features chafacteristic of the specific company.

Sperber (1975) differentiates hetween tacit knowledge which 1s net made
explicit and implicit knowledge which can be made explicit. Tacit knowledge
cannot be transmitted by rote, it must be internally reconstructed by the
person. Thus we can agree that we know intuitively the tmpact of a ceremony
but can't define exactly how we knew, and can't fully describe what we know.
Note again the lact of responses when companies were asked what their
celebrations meant. Symbolism 45 thus a separate mechanism, not whally
transTatable to discurstve language. Sperber seeks symbels while 1n the field
by noting the lack of rationality. The fact they are present without
rat1ona1%ty implies they communicate by other means. For him the fundamenta?

question is how do symbols mean, not what do they mean, as "what" requires a
trans[atﬂon which must be incomplete. Turner (1975) counsels the observer te
unders%and ritual by coactivity with the enzctors, sharing daily Tife and
subsequently sharing the celebration $0 one knows people as individuals as

well as role players, Interpretation and translation must be born from this
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base. While he sees such interpretation as possible, thus not differentiating

languages as completely as Sperber, his basic method implies the importance of
tacit knowledge and the use of intuition for comprehension of the symbol.

In sum, characteristics of celebraticns may he defined in a study of this
type. Common features may be identified and elements that define some of the
unigueness of each separate organization may be identified, Acteal inter-
pretation of the meaning of each specific celebration fo its participants
relies on more intensive company-specific research designs.

Consistency of Meaning

Finaily the consistency of the non-verbal elements with the verba3l ones
should be nofed, and the consistency with the corporate image. Note that
Eastern had employees write their versions of the company history; that
Borman's message said "the real history of the company has been written by the
people of Eastern®, and that the medallion was composed qf metal from al? the
planes. A commoen "melting pot" image is consistently followed. HFC limited
1ts mantel clock to employees with five years of service. 1t held dinner
dances for employee and spouse. The mantel clock is the only type of time
piece that goes home - to the employee's other family. The history makes
repeated reference to the HFC Family. Pictures of history in the book
provided were framed by deors, and the statement included that "...You'14
notice, too, that ithe doors you travel through balong to a home. That's as it
should be because Household Fipnance Corporation is a large and proud family of
people dedicated to progress”. (emphasis added) As with discursive language,
the consistency of presentational symbols and of their explanation should
increase the 1ikelihood of the desired message being communicated. Lack of

care in celebration design could lead to undesireable inconsistencies.
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Conclusion

Compary anniversary celebrations are one complex example of a form of
communication used by companies to describe themselves and to inflyence
members and outsiders. Other ceremonies or acts serve as well, Observers
could consider annual awards banguets, office Christmas parties or picnics,
the ceremonies that a manager or personnel office conducts at times of hiring,
promotion, or separation, er even coffee breaks. A manager once mentioned to
the researcher that the ritual of coffee breaks was becoming confused in her
company as people were unsure as to whether women should sit with women,
including secretaries, or al? managers should sit together.

People in companies, Tlike people in broader cuttures, vary as to what
they value or what they wish to say about themselves. Some companies appear
to choose to use ceremony or celebration on a very 11m1ted scale, relying an
discursive tanguage alone. Some may appear to make gress manipulative use of
symbols in a way that 45 repulsive to an outside observer. The choices seen
in the examples used here point to important differences in organ1za£1ons - in
fhe1r concept of what 1s important to their identity. The art of the
celebration can communicate clear images, can provide majesty and excitement,
and can create a thread tying all employees together over the full 1ife of the
organization, Artless design can also turn routine into tasteless spectacle,
repu%&ive to intended audiences or unintended reciptents. The power of this

communication, especially when combined with appropriate discursive messages,

s evident.
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REFERENCES Orpanizational Cartoons: Popular Organization Thecries

Jung, C.G., The Collected Works, Vol. 31 Psychology and Religion:
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west and East, Bollinger Series, Pantheon Books, N.Y.: 1958 'A picture is worth a thousand words" (Ancn)

Jung, C.G., {also ed.) Man_and His Symbols, New York: Dell Publishing 1968.

1
Langer, Susanne K., Feeling and Form, New York: Charles Scribner's One of the most powerful medium for communicating and

Sons, 1953. sharing inaffable organizational realities is illustrations. We

" of American
Levi-Strauss, Claude, "The Structural Study of Myth". Journa) use illustrations like figures, charts, graphs, tables, drawings

Folklore, (1855) Vol. 63 pp. 428-445. and pictures to communicate meanings in summary form. Meanings

Ortner, Sherry B., "On Key Symbols", American Anthropologist Vol. 25

are more sharply conveyed in cartoons or comic illustrations.

No. & (Oct. 73} p. 1338+ These cartoons have the capacity of flashing images of reality

Sperber, Dan, Rethinking Symbolism, (Alice L. Morten, Trans)

that do not easily lend themselves to verbal descriptions.

Cambridge: Cambridge Univ. Press 1975. Cartoons question basic assumptions/values and expose hidden

Turner, Victor, Revelation and Divination in Ndembu Ritual, Ithaca;

aspects of the subject matter. They provide a radical reframing
Corneil Univ. Press 1975. of issues creating a different comprehension of the subjecr.
They are illuminating and funny, hence messages contained in
them are easily retained by viewers (Berger, 1972; Dorfman and
Mgttelart, 19753,

The general publiec does not systematically study or read
about organizational life, they merely suffer it. Their
knowledge of organizations isg shaped by first hand experiences
and by the images of organizations.portrayed in popular media,
Organizational cartoons that appear in newspapers and magazines
are viewed by wide audiences, They hielp in shaping, distorting,
enhancing and changing peoples understanding of organizations.

This understanding represents people's "theories" about




organizations. Cartoons thus shape peoples perceptions about

organizations. They are one vehicle by which understanding of 1o
organizations entérs popular culture. Cartcons represent a

critical view of organizations and are worthy of research

attention by organizational scholars.

Educators have paid considerable attention Lo cartoons as a
medivm of instruction., Their use in classrcom instruction, as a
motivational device, in making reading material more interesting,
in sprucing up oral presentations, have been experimented with,
criticised and lauded. The Education Index contains more than
500 entries in the categories "comics" and "caricatures and
cartoens". The value of cartoons as a research and educational
tool in organizational studies has not been explored (Kunzle,
19734 Weick, 1979),

We believe that cartoons are a useful vehicle for
understanding organizations because they present a view that is
different from that held by managers and organization theorists.
One way of exploring these differences systematically is by
juxtaposing traditional organizaticnal theories with cartocons
addressing the same issue., This presentation consists of 18
plates that justapose theoretical insiphts with cartoons. If it 3
tempers your beliefs in scme of the serious theories about
organizations, you may use your insights to modify organization
theories. If it leaves you uninspired we encoﬁrage you to read

more cartocns.

“Yeos, the walls are paper-thin, But you'll find

your neighbor possesses a rapierlike wit, full

of amusing double-entendres and profusely
studded with literary allusions”

MARKETING IS A SOCIAL PROCESS BY WHICH INDIVIDUALS AND GROUPS ORTAIN
WHAT THEY NEED AND WANT THROUGH CREATTNG AND EXCHANGING PRODUCTS AND
VALUE WITH OTHERS. MARKETING MANAGEMENT IS THE ANALYSIS, PLANNING AND
IMPLEMENTATION OF PROGRAMS DESIGNED TO CREATE AND MAINTAIN BENEFTICIAL

. EXCHANGES WITH TARGET MARKETS FOR THE PURPOSE OF ACHIEVING
ORGANIZATIONAL OBJECTIVES (KOTLER, 1984).
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“Do I really want all this
power? I think I do”?

“Erom the cyclotron of Berkeley ta the labs of MI1T,

et d that .
"Then it's moved and seconde We're the lads that you com trust to keep our couniry sirong and free”

the compulsory retiremEﬂt age he
advanced to ninety-five.

ORGANIZATIONAL: POWER: POWER IS THE CAPACITY OF INDIVIDUALS AND GROUPS

TO EFFECT ORGANIZATIONAL OUTCOMES. POWER IS SHARED BY INTERNAL ORGANIZATIONAL CULTURE: CONSISTS OF NETWORK OF MEANINGS CONTAINED IN

INFLUENCERS LIKE THE CEO, LINE MANAGERS, ANALYSTS AND STAFF EMPLOYEES, SHARED IDEOLOGIES, NORMS, AND VALUES. IT ACTS AS A CEMENTING FORCE

AND BY EXTERNAL INFLUENCERS LIKE CUSTOMERS, STOCKHOLDERS, SUPPLIERS, BINDING ORGANTZATIONAL MEMBER IN A4 COMESIVE UNIT (PETTIGREW, 1979;

AND BUSINESS ASSOCIATES, UNIONS, ETC. IT IS A STRUCTURAL PHENOMENON : - SMIRCICH, 1984). COMPANIES WITH STRONG, INNOVATIVE CONSUMER ORIENTED

CREATED BY DIVISION OF LABOR, AND DEPARTMENTATION. THE GENERAL BASES CULTURES SHOW EXCELLENT PERFORMANCE (PETERS AND WATERMAN, 1983: DEAL

OF FOWER INCLUDE RESCURCES, SKILLS, KNOWLEDGE, LEGAL PREROGATIVES, AND AND KENNEDY, 1982).

ACCESS TO OTHERS WHO HAVE POWER (MINTZBERG, 1983; PFEFFER, 1981),
A ELN




"This is the part .
of Capitalism I hate .

PRIVATE CORPORATIONS PROVIDE PRODUCTS AND SERVICES TO CONSUMERS, JOBS
TO WORKERS, AND PROFITS TC SHAREHOLDERS. MANAGERS ACT AS TRUSTEES OF
STOCKHOLDERS AND MANAGE ORGANIZATICNAL ASSETS TO MAXIMIZE THEIR

WEALTH.

And thotgh in 1969, as in previous years, your company had to comtend with spiralling labor

03ts, exorbitant imierest rates, and uncomsciomable government interferemce, management twas

ble once more, through a combination of deceptive markeiing practices, false advertising, and
price fixing, to show a profit whick, in all modesty, can only be called excessive®
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"As you know, Ro

we don't wast tseFS, when retirement day rolls around here,
e

ime with a lot of mawkish sentimentality",

PEOPLE ARE OUR MOST IMPORTANT RESOURCE. HUMAN RESOURCE MANAGEMENT
REQUIRES TAKING GCCD CARE OF EMPLOYEES BY PROVIDING FAIR AND ADEQUATE
COMPENSATION, HEALTHY WORKING CONDITIONS, OPPORTUNITIES FOR PERSONAL

GROWTH AND GENEROUS BENEFITS.

7@\

Cansimtts

“Damn it, Stevens, this is business. I need you
to fiy out to T'ulsa, and if theres somesne you're
trying to forget in Tulsa Pm sorry?




ENTREPRENEURSHIP IS THE RECOMBINATION OF EXISTING RESOURCES TO CREATE NEW
WEALTH, IT TINVOLVES TECHNOLOGICAL INNOVATIONS AND STRATEGIC DECISIONS THAT
ALLOW FIRMS TO COPE WITH MARKET UNCERTAINTIES AND FINANCIAL RISKS.
ENTREPRENEURS BEAR RISKS, CONTROL BUSINESS DECISIONS, AND ACT AS INTEGRATORS
OF THE ENTERPRISE, THEY ARE HIGHLY INDEPENDENT INDIVIDUALS MOTIVATED BY A
NEED FOR ACHIEVEMENT. 7
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'ﬂANAGERIAL COMMUNICATION THROUGH DIRECT, PERSONAL, FACE-TO-FACE

<" "MEETINGS ENSURES ACCURATE AND TIMELY INFORMATION FOR DECISION MAKING.

THE
PRISERER
oF ZENPAT

JrEG R,
SOUNCE- Urawsng by Zirgler: »° [B52. The Now Yorker Mazasine, i,
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PﬁODUCT INNOVATION: PRODUCT INNOVATION IS A-XEY ELEMENT OF

S
= [ g
. Jﬁftlw

_DMPETITIVE STRATEGY. NEW PRODUCT DEVELOPMENT THROUGH INVESTMENTS IN

EH_AND MARKET RESEARCH ALLOWS FIRMS TO PROVIDE CUSTCMERS WITH NEW

BV PN e T

TN NEED OF MOTIVATION, ZEND GOES TO WINDOW (A),

© RAISING BLIND(B), ALLOWING SUN TO MELT BLOCK OF
ICE (€). WATER DRIPS INTO PAN (D) AND THROUGH
TUBE (E) INTO BUCKET{F). WEIGHT OF BUCKET PULLS
CORD (G), PRIVING WAMMER (M) INTO SCISSORS (T) AND
CUTTING STRING(F) CAUSING WEIGHT (K) TO DROP INTO
NET(L). HANDLE OF NET SWINGS UP INTO BULLSEYE
(M) MARING CACTUS (N) FALL ON AND BURST WATER-
FILLED BALLOON(O)}. WATER DOUSES CAT{P) WHC
LEAPS FORWARD, PULLING ON STRING(Q) ATTACHED
TO LEVER(R), CAUSING BOOT(S) TO SWING UP
AND SUDDENLY MOTIVATE ZENO. :

INNOVATIVE PRODUCTS. PRODUCT INNOVATION INVOLVES IDENTIFYING CONSUMER

EEDS, DEVELOPMENT AND TESTING OF PRODUCTS TO FULFILL THOSE NEEDS, AND ‘ i ]E

. MANUFACTURE AND COMMERCIALIZATION OF VIABLE PRODUCTS.

SKY Ap 1B 1D

MOTIVATION THEQRY: PEOPLE HAVE BASIC NEEDS TYAT COMBINE WiTH BIOLOGICAL
CULTURAL AND SITUATIONAL FACTORS TO DETERMINE BEHAVIOR. THESZ WEEDS MAY BE
PHYSIOLOGICAL, PSYCHOLOGICAL, OR EMOTIONAL AND ARE ARRANGED IN A HETRARCHY.

WORK AND ITS CONSEQUENCES (MONEY, POWER, STATUS, CAREER) MOTIVATE PEOPLE BY

FULFILLING THEIR NEEDS.

"6 you have a doll
that does nothing?"




ORGANIZATIONAL.FACADES: MANAGERS CREATE FACADES THAT MISLEAD EXTERNAL

STAKEHOLDERS, SOCIAL INSTITUTIONS, OBSERVERS AND EVEN ORGANIZATIONAL
MEMBERS. MEDIA IN WHICH FACADES ARE CREATED INCLUDE, WORK PROCEDURES,
POLICIES, MISSION STATEMENTS, PUBLIC RELATION PRGNOUNCEMENTS, AND

SYMBOLIC ACTS (NYSTROM AND STARBUCK, 1984).
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of

Business School

MANACEMENT EDUCATION: THE PURPOSE OF EDUCATION TN BUSI&ESS

ADMINISTRATION IS TC PROVIDE A BROAD EDUCATION PREPARING THE STUDENT
FOR IMAGINATIVE AND RESPONSIBLE CITIZENSHIP AND LEADERSHIP ROLES

IN BUSINESS AND SOCIETY ~ DOMESTIC AND WORLDWIDE. THE CURRICULUM
SHOULD BE RESPOMSIVE TO SOCIAL, ECONOMIC, AND TECHNOLOGICAL
DEVELOPMENTS AND REFLECT THE APPLICATION OF EVOLVING KNOWLEDGE IN

ECONCMICS AND THE BEHAVIORAL AND QUANTITATIVE SCIENCES (AACSE, 1984} .
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"I've been asked to remind you -— please
don't bend, fold, or mutilate your I.B.M._cards .

A BUREAUCRATIC CORGANIZATION IS BASED ON DIVISION OF LABCR BY
SPECIALIZED TASKS. SPECIALIZED TASK GROUPS ARE COCRDINATED TO
ACCOMPLISH ORGANIZATIONAL GOALS. TO FACILITATE EFFICIENCY, WORK
RULES, OPERATING RESPONSIBILITIES, COMMUNICATION CHANNE.LS, QPERATING

PROCEDURES, AND HIERACHY OF AUTHORITY ARE STANDARDIZED,
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"And this is
my secretary -
Miss Foster™.

ot K

MANAGERS DO KOT OWN ORGANIZATIONAL ASSETS. THEY ARE HIRED AGENTS WHO
-MERELY MANAGE ASSETS ON BEHALF OF OWNERS,

“This is sy execulive suite and this is wry executive vice-president,

Ralph Anderson, and my execuntive secretury, Adele Eades, amd iy

exscutive desk and my executive carper and my executive wastebaskat
and my executive ashtray and my executive pen set and my .. "
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Discussion

Based on this juxtapositioning of theories and popular
images of organizatioms, several ohservations can be made ahout
the nature of organizational theories and ways of improving our
understanding of organizations.

1. Organizational theories are generally rational,
technical, normative, functional and efficiency oriented,

Popular images show that organizations possess irrational,
sensuous, contradictory and dysfunctional aspects. These present
an opportunity for research,

2, Organization theories describe organizaticnal processes in
objective, neutral, and disinfected terminology. They take an
unpcritical nonpartisan stance toward them, Popular images are
direct, bold and critical in exposing the interest bound nature
of organizaticnal processes. Thié presents opportunity for
organizational change.

3. Orpanization theories often ohscure their own assumptions
and thereby mystify the working of organizations. Popular images

surface hidden assumptions, ridicule their distorted nature and

explain organizational phenomenon in different ways. This -

presents an opportunity for understanding.

4. Despite their metaphorical character, theories are too
literal, ané beunded by the limits of language (words), Popular
images evoke aesthetic and even mythical understending of

organizations. This presents a methodological opportunity.
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The Local Image
INTRODUCTION

O.bject of Research

For some years the city of Landskrona has been promoted as "a model ¢lty of possib‘iii-
tigs". This official image has been prenounced by peliticians, people from the business
community and people invelved in different community council groups. The promotors
have been travelling ali over Sweden and Europe and the official image of Landskrona

as a model city Is well established in the mind of the Swedish people.

Contradictory to this we experienced that the official image of Landskrona had not
reached the mind of the pubiic. at large in Landskrona, Peaple in Landskrona seemed 1o
view the official image of the city with scepticism. There seemed to be a gap between
the official image of Landskrona and the one held by the inhabitants of Landskrona,
This made us curious: what is the local image held by the public at large? Does it dif-

fer from the official image and if so, what does this difference mean for the develop-

ment of Landskrona as a city?

An important part of the Landskrona model Is a special kind of development firm,
Landskrona Finans, which has been given a large sum of money from the Swedish govern-
mentin order to create a new business structure, The idea of the firm originated irom
a development group {the OV-group) within the largest industry In the city, Oresunds-

. varvet, in connection with this industry's close-down. Landskrona Finans was develepad
with heavy invelvement by the local business community, especially a bank (SE-banken)
and its chief executive officer. Landskrona Finans was promoted as 2 local organiza-
ition for social-econemic problem solving, in this case the close-down of Oresundsvar-
vet. As such it became an important part of Landskrona's oificial image and thereby of
interest for our research. What kind of a roie does Landskrona Finans play in the local
image of the public at large? Does its role differ from other organizations that are
created to solve social-economic problems? To get a comparison we decided to investi-
gate the view the public at large has of the old Consumer Co-operative Seciety in the

city, which is also an economic-sacial problem solving organization originating from

the local level.

The questions of research are as follows:

a)] What does the local image held by the public at larze look like? )
b) Does this irnage differ from the official image of Landskrona and if so, how does
this influence the actions of the public in Landskrona?

¢} What part has local problem selving organizations in the local image?

d) And as an overall summary; What does local image mean?
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To grasp the local image means to search for a special kind of knowledge - knowledge
about people conceptions of the world rather than knowledge about the state of the
world. After Marton (1981, 1984) we call this knowledge from a secondorder perspec-
tive. Marton (1981, p 178} defines first and second order perspective as:

"In the first and far most commonty adopted perspective we orient ourselves to-
wards the world and make statement about it. In the second-order perspective we
orient ourselves towards people's ideas about the world (or their experience of It}
and we make statements about people's ideas about the world {or about their exper-
iences of it)".!

Marton (1934 p 287) are studying "conceptions” which means phenomena that is viewed
as something. The "as" is deveioped through individual cognitive schemas. The content
of conceptions according to Marton and Wenestam reminds us about Boulding's concept
image (Bo.uiding 1357). He defines image as our "subjective knowledge" built up "as a
result of all f:art experience of the possessor of the image" and emphasizes that "for
any indivic!ua{ or organization, there are no such things as "facts”, There are only mes-
sages filtered through & changeable value system (Bouiding 1957 p 6, 14). What we are
looking for in this paper is the local image i.e. the conception of Landskrona as it ap-
pears in the mind of the public at large in Landskrona, Contrary to much of the research
done in the phenomenography's tradition (developed mainly by Marton) we are not at
this stage of the project primarily concerned with how people arrive at their concep-
tiens but the conception as such. This means that we primarily look for what peopie's
"pictﬁre" of Landskrona consists of, the surface of the image, rather than the cognitive
maps that generate it. We are also concerned about the way people express their ¢on-

ception of Landskrona and who by and why different conceptions are held,

To catch the iocal image

How then can we catch the local image? Apparently we can either ask individuals and
groups about their image, or ask people who are supposed to know, i.e. the creators of
public opinion about the local image. Or we can iry to get a sense of the local context
by for example, participant observation; living in the city, getting to know its people,
the streets and the market square and out of this derive what we experience as the

local image. The choice of method is closely connected not only to what resuit we

.. 2ggregate but also 1o our view of the concept "local image"”, what it consists of, who

7 -holds it and how to define it.

1} But notice: "The discerning of these two alternative perspectives has nothing to do

with the metaphysical distinction between the rea! and the apparent or with argu-
ments for or against as to whether It is a redlity as such that is accessible to USa..
Our distinction is - we believe - pragmatic and very simple". (Marton, 1981, p 178).
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Starting our research about the experienced differences batween the official image of
Landskrona and the local image held by the public at large, we had no clear idea of the
definition of local image or how to catch. That is why we decided to start with this
pilot study to clarify the concept of local image and develop methods to catch it. In
doing this we tried to use all those sources of information mentioned above, A question-
naire was formulated to catch the public at large's conceptions. We interviewed "ex-
perts" and we tried to get to know the city and Interact with its inhabitants as much as
possible, This last method was supportea by that one of us had been working with re-

search in Landskrona for several years and already had a good picture of the city.

To catch the local image in a questionnaire is difficult. People's conceptions cannot be
put In handy black boxes, We therefore decided to use ocpen-ended questions that aimed
to'catch the local image from different angles. The same thought steered the formula~
tion of questions about the old {one Censumer Co-aperative) and the new (Landskrona
Finans) sociai-econsmic problem solving organizations. The reasons for using question-
naires was that we wanted to test if it was possible to use a more structured way to
try and catch the conceptions held by pecple, and that we were interested in getting as
many different peoples' opinions as possible within a limited span of time and resour~

ces,

To test if a questionnaire was applicable to our research we distributed the question-
naire in different ways, We started with taking the questionnaire out in the streets of
Landskrona. We visited caides, libraries, shops and other places where beople meet.,
Our experience from this is that people are both interested and well aware of their
conceptions, but that they needed an active involvement from the Interviewer, in or-
der 10 get over the resistance of formulating thoughts into words. The answering of
these questionnaires thereby was more an interview situation than a pure questionnaire-
answering. We found that the questionnaire condensed the thought of people pretty
well, even if we did not get any extensive cognitive maps of their thinking. This was on

the other hand, not the aim of the pilot-study.

We also sent questionnaires to some industries who we had spoken to beforehand, but
where we had not been in personal contact with the respondents. This was not the way
to do it. Out of these industries we got answers from one, the others thought it was "to
difficult", "tock teo much time” etc. We also sent the questionnaire to a form in high

school. The youth answered the questionnaire during a iecture in soclal science,
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The expert interviews were done with people supposed to influence the public opinion,
for example news-paper people, politicians and people involved in social-economic-

preblem solving organizations.

Out of this we tried to summarize our pilot study, our experiences and thoughts about

it. The result of this work is presently in your hand.
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THE CITY AND IT5 PROBLEM-SOLYING ORGANIZATIONS

Landskrona and Landskrona Finans

Landskrona was founded in 1413 by king Erik XIII of Sweden. Landskrona has a popula-
tion ef around 36 000 and is situated on the south-west coast of Sweden; 40 km north

of Malmé and 20 km south of Helsingborg,

One impartant purpese of the founding of Landskrona "the crown of the country", was
that the Swedish royal power wanted to create a counter-balance to the strong power
the Hanseatic League, had over the shipping trade at that time. By this strategic plac-
ing of a new harbour could salesmen from England and Holland easier trade with
Sweden. [n order to just give a glimpse of the historyi) of Landskrona, we here jump
from 1413 1o around 1900 when the Industrialization started. At this time Landskeona
had about 14 400 inhabitants (4 100 in 1850) and seventy factories e.g. sugar-refinery,
& steam-mill, chemical industries. The town was also, to a large extent characterized
by shipping trade and fishing. Two things that had and still have a great importance in
Landskrona are the growth and close-downs of industries. The in‘cﬁustries have so to say
giving the town its ethos during this century. Landskrona has also gone from a situation
with several factories to a situation with fewer and bigger factories and working pla-
ces. Therefore the city has become more and more dependent on a few larger organi-

zations.

Landskrona has recently gone throgh a time of crisis. During the late sixties its largest
employer of wemen, the textile industry, had to close down and a large mechanical
industry had to dismiss a large part of its employees during the seventies. In 1978 Swed-
yard, the state-owned industrial and shipyard group, submitted a structural plan for
the Swedish shipbuilding industry which was authorizedby the Swedish Parliament in
spring 1931. This structural plan meant among cther things that the shipbuilding comp-
any Oresundsvarvet, the biggest industrial employer in the municipality of Landskrona
(2 500 employees), was to be closed down. The termination of the shipyard was to be
completed by June 30, 1983 and Landskrona faced a severe unemployment situation.
Behind this relatively long close-down period was a decisicn that the orders on hand of
Oresundsvarvet were to be completed. This to enable measurements to be carried out
l.e. a new business structure, the start of a re-education programme, and differsnt

job-finding efforts.

1) The history of Landskrona is further elaborated in Skdnsk kulturbygd, 1983,

- () Landskrona
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The basic idea was to create a local finance company Landskrona Finans who would
initially be financed with 100 million SEKI) from the state. This ldea was developed
together with ideas to ease the effects of the close-down by a special committee, the
OV-group, This group was formed during the summer of 1980 and consisted of the
unions, and. the management of OV together with representatives from the community
council as well as the local industry. Their work led in 1981 to the creation of Lands-
krona Finans as a development organization with the aim of supervising and financing
new enterprises. Landskrona Finans is owned by both private and public interests: in
total there are 19 interested parties involved.

Qut of the work that had been carried out parallel to the closing of the shipyard grew
the so-called meodel of Landskrona. The purpose was to Create an expansion of the
existing enterprises as well as the establishment of new ones. The work was carried
out in close co-operation with the union of 8V, management at OV, the community

council, the local industry and banks. The Model of Landskrona consists of three parts.

a) A new system/structure for regionzl business development,

b) The goal; I 200 new jobs within the private sector {this figure is very difficult to
measure).

©) An intended better infrastructure for the business and the community consisting of
the foundation for development the community with the local business network
group, Landskrona Finans, Technical-commercial foundation, new ferryline to Den-
mark etc.

Figure |
The Landskrona
Model
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o _1) This money came originally from a project to start alterative production at GV.
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If this is succesiul the fong run is still an open question. As creators of the public

opinton say:

"Not until the 21th century will it be known whether or not Landskrena has succeed-
ed. But the ground must be prepared now'.

The Consumer Co-operative Society ~ Soiidar

The consumer co-operative movement has a long history in Landskrona. It is a part of
the peoples movement tradition of the city. During the 50s and the 60s the meetings of
the Consumer Co-operative Society "Ringen" was a subject for the front page of the
local newspaper and there were a lot of discussions and public attending the meetings.
In the beginning of the 70s the society wanted to build a new department store. In
order to enable this, the society merged with the regional Consumer Co-operative
Society "Solidar™ in 1974, Today there are three stores owned by Solidar In Landskrona.
At Solidar's annual regional meeting in Landskrona (April 35) only older pecple attend-
ed and most of these were females. None of the members asked any questions of the

board but we all got a coupen for 2 kilos of detergent to collect the next time we go to

our store!
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IMAGES OF LANDSKRONA

The Official Image

How do we catch the official image of a town or a community? This was one of the
question that we asked ourselves when this pilot-study was carried out, We think that
the official image (see definition p 19} is articulated by different creators of the public
opinion in newspapers and TV, during public meezings etc.

In trying to sort out what official image Landskrona has we started to ask pecple cut-
side of Landskrona of their image of Landskrona. The official image of Landskrona

that we come up with consists of two main dimensions:

A. Landskrona as a town with different characteristics; the town were Oresundsvarvet
was situated, a big harbour, a summertown, ferries to Denmark, the Citadell. These
ingredients we could name "facts" and they are spread by personal visits, leaflets,
radio and TY, news-papers etc.

B. The city that had a huge crisis with the close-down of Oresundsvarvet and succeed-
ed to turn this crisis into a new future.
The second dimension of the official image of Landskrona has many roots: the close-
down of Oresundsvarvetr and the creation of Landskrona Finans, with the CEQ of SE-
banken as a key person in the transformation. A recent image is alsc that some of the
businesses under the Landskrona Finans' umbrella have been forced to close down.Those
who have a deeper knowledge of Landskrona alsc know about the so called the Lands-
krona Model (see page 7). This Landskrona Model has since around 1923 been premoted
and spread outside Landskrona through various media and seminars. This picture of
Landskrona also contain the story of that things started to happen in Landskrona when
the famous CEOC of a business bank becamne the chairman of Landskrona Finans. And
today, when reading the annual report from the local development group - Utvecklings-

stiftelsen - the following is printed en the front page:

"When I think about Business I naturally think of Landskrona."

April 1985

From this we can read, when we take a closer lock at the part which deals with busi-
ness and business - development, a continuing effort to make Landskrona a city with
low unemployment rate and with a growing and stable business structure. This is the

official image projectad.




The historical local image of Landskrona held by its inhabitants

The local image of Landskrona is ¢losely connected to its history and its cultural
and social structure. In summary, the person who lived in Landskrona was pleased
by and proud of the city, and the way she/he was taken care of. The city seemed
to be dominated by three different kinds of organizations. First, the big industrial
companies that has dominated the business community, These industries led the
industrial development, gave employment, a place to live and, to a certain degree
education to the people working in Landskrona. During a pericd of time large
Industries sometimes connected the contract for renting an appartment/house
with the contract of employment and had an unofficial agreement with each

other not to employ someone already employed by another industry.

Second, the Social Democratic Party that has ruled the municipality since the
20s. The Social Democratic Party has always had a pastive attitude to the large
Industries as well as to the union. The trade school for example, was 2 jolnt pro-
ject by the industry sector and the municipality. By an extensive programme for
building apartements, the Social Democratic Party, iried to decrease the depend-

ency of the employees to 2 single industrial employer.

Third, people movements as the union, the consumer Co-cperative movement,
and different sport societies. Somme of these activities are today institutio-

natlzed and more or less run by the municipal council.

The different kind of organizations mentioned above were dorminated by action-
oriented people who really tried hard to take care of the public at large. Within
these parts of the community, models of solutions were created as problemns

appeared.

After the second world-war Landskrona experienced a new period of industrial
development. Through the ferry line to Copenhagen and the stream of Danes that
visited the movie theaters of Landskrona, the inhabitants of Landskrona felt
quite "international™, Also, Landskrona was one of the first cities in Sweden that
imported craftsmen to satisfy the need of the industries for experienced emplo-
vees. When the inhabitants of Landskrona travelled outside theic city they were
perceived as boastful and self-confident. 1t is obvious that they were proud of
their.city and the people responsible for the municipal governmeat seldom heard
any complains about the way things were run. The inhabitants ere also reluctant

o rove out of their city,
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During the 60s the city continued to develop its cultural and industrial sides. The
inhabitants were satisfled with their city. When the awareness of the environ—
mental issues started to appear at the end of the decade this did not shake the

focal image.

The later part of the 70s were years of crisis for Landskrona. The environmental
problems became meore and more obvious, all large industries had problems and a
lot of themn closed down or dismissed a large part of their work-force. This qught

to changed the local image of the public at large, but was this the case?

Let us hear what two influential people in Landskrona believe:

"Both yes and no. Old inhabitants of Landskrona are probably happy with their
municipality. But in a situation where people have relatives or acquaintance
without jobs, or know that young people do not have jobs, then they do net
experience the municipality as positive as before when, for example, every-
body was driving to their works in the morning. But on the average, most
people do not blame the municipality, but they do put forward claims that we
should help to create something else... {a new job)".

(Hugo Bengtsson ex member of the munlicipal government, and the Swedish govern-

ment, ex-unionleader and presently member of the county council).

"No, I don't think I can registrate that. Instead new energy emerged when the
¢risis was a fact, When the shipyard clesed down and disappeared we created
Landskrona Finans and the Group for local business. They started to have
business exhibitions and they gave priority to contributions towards safe em-
ployment. All this had the effect that not much of the crisis was noticed in
the city. Not until the last year of the crisis, the crisis started to affect, then
I believe, people kept the conception that things were not as bad as they were
told to be. But after that the latest years (1983, 1984), people have opened
their eyes and discovered that we lost so and so many jobs etc. [ think this
partly awakening creates a disappointment. It is so easy to throw out 'Damn
municipal government that is unable to handle its tasks!! It became sort of an
intolerance. A failure in Landskrona is probably worse than a failure some-
where else. That is my opinion...

(Birger Lindgren, head editor of the local newspaper Landskronaposten).

With these pictures of the historical local image of Landskrona held by public at

large, as a background, we now examine the result of our questionnaire,
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THE ANALYSIS OF THE QUESTIONNAIRES

Landskrona as a city

In order to catch the local image we posed four guestions:

1. Describe Landskrona with four key-concepts,

o

. If Landskrona appearad on the front page of the largest Swedish newspaper

tomorrow, what would the headline be?
3. How does Landskrona differ from other Swedish cities?

4. What do you think of the future of Landskrona?

The picture the answers of these questions gave, was far from unambiguous.
There were many diverse opinions and from the beginning it was difficult 1o find

any pattern in the material.

Looking at the kind of answers received, we can distinguish between answers
orimarily emphasizing facts about Landskrona and answers primarily emphasizing
properties of Landskrona as a city. The "facts” are either about problems that hit
the city or about the "structure location of the city i.e. size, houses, geographic
locaticn, inhabitants and industrial structures. The "properties" are either emo-
‘tionally loaded expressions such as boring/goeod or statements about the "state"
of the city such zs developing/stebilizing/dying. As a third kind of expressions of
property we find statements of "facts" with a strong emotional connotationl’.

To give an account of the content of the answers, unemployment and environ-
menial issues are the dominant problems. Landskrona has severe problems with
alr poilution and during the time we did our Investigation a "scandal" at the coun-

cil of health and environmental issues were hot news In the city.

The air pollution problem dominates the answers from both youth and adults of
all three questions zbout Landskrona today. This Is especlally striking at "the
headline” question. Adults put a larger emphasis on the unemployment issue,
especially In describing the city with four key-concepts. Here they also made

cormrments about the "state" of the city, mostly In a postive way. Commenss

To illustrate th2 difference between fact and properties we can use Marton's
sarlier mentioned distinction as a metaphor and cempare the "facts" with
knowledge of the first order perspective and the "properties with knowledge
of the second crder perspective.
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about the state of the city are less usual among the youth and when they appear
they are more negatively loaded then similar comments among adults, When it
comes to "structural" facts about Landskrona, pecple are very aware of Lands-
krona's geographical location and its natural habour, Most, but not all, comments
in this area are positive, The youth especially are very conscious of Landskrona
as g leisure city and teurist place. The questionnaires from the youths are domi-
nated by comments in this area. For the young students the leisure city seems to
be closely connected to the property: Boring. This is the property that is most
frequently used by young students to describe the city”. The structural proper~
ties are for all respondents often connected to expressions with strong {often
positive) emotional connotations such as a "summer-city",

Comments about the industrial structure of the city are often "pure facts” with 2
_vaguely negative connotation, articulated by the aduits. Mainly, these comments

are answers to the "How does Landskrona differ ..." question.

White-coliar workers tend to talk about "the industry" while workers talk about
"the employment situation”. A few comments about the politics of the city are
made by white-collar workers under the question "How does Landskrona differ....",
Under the same question the age-structure and the immigration-situation get
some comrrents by workers and youth. Pure expressions of properties such as
boring/good are mest common under the key-concept question. Among adults
positive and negative expressions are just a commaon {7 expressions against 6).
Negative expressions (Boring 18, good/nice 9) dominate among the youth. At the
question "How does Landskrona differ...,?" workers use properties expressions,
while white-collar workers use "facts", The expression of properties are often of

a negative character.

Whether the future of Landskrona is geod or bad depends. With a couple of votes
in favour it seems to be pretty-good, but this {s an even match.

1) CI re':sult by Taylor and Townsend (1576} who discovered that youth in their
investigated area {North West of England) attributed feeling of attachment of
an area to good times among their friend {p 139).




As the attentive reader has noticed above, the questionnaire gives many diffe-
rent and often contradictery pictures of Landskrona. ! Our search for THE LOT
CAL IMAGE of Landskronz was obviously fruitless. What remain is to find out if

. . Ton-
there [s any pattern among the diverse images that emerged out of our questio

naireas.

The social economic problem solving organizations

What can we learn then from the part of the questionnaire dealing with the two

social-economic problem solving organizations i.e. the Consumer Co-operative

Society and Landskrena Finans?

The questions concerning the secial-economic problem sol‘ving organization% are
very much the same as those concerning Landskrona as a city. Instead of askm.g
about the future of the organizations, we asked about "what will be the effe.cta
for Landskrona if the Consumer Cooperative and Landskrona Finans respectively
was to be closed down." Also, a question of "who do you think has the power over
the Consumer Co-operative Society and Landskrona Finans respectively?” was

added to this part of the questionnaire.

The answers received, concerning this part of the questionnaire, were of the
. . -
same kind as the ones about Landskrena as a city, but did to a larger extent e

phasize properties of the organizations.

At a general level Landskrona Finans is described as "the Helpe.r". Phra.sesplas
"helps to" or “supports others to" are usual in descriptions of this organization.
The Consumer Co-cperative Society is describe as a storé, a consumer owned but
just a store. Landskrona Finans appears as an action orientated organization
while the Consumer Co-op appears as a passive one. Presently the Consumer Co-
op tries to get rid of this image by profiling irtseli as "the shop of alternatives
and possibilities". Locking at the themes used to describe the Consumer Co-

operative and Landskrona Finans there is an obvious difference in the way the

I} Our result can be compared with an investigation conauc:ﬁedhby thilgsiafrf-
ment of Geography in Lund (1985). They have investigated t e;m ol
Landskrona from people that work in Landskrona but llve in other m e:?mn
tles. As the most dominant disadvantage with Lands ;:rlona t?ey ""je)nzlednt' !
environmental 1ssues, the lack of nature (com‘_oar: with our Lefims \‘,_r;h t;{;
the city is boring. Conirary to this they mentlon &s the advanmg_edyﬁltionaires
city its nice nature and good shops. In sorme ways the same contradic i
views as we found.

162

organizations are comprehended. Landskrona Finans is described in words of its
function and the Consumer Co-operative by how its output is valuated. This means
that the key words about Landskrana Finans most often include lines like "deve-
loping new business”, while the key words for the Consumer Co-op are evaluations
of its pru:es_, personnel or business appearance. The key words about for the Con-

sumer Co-op are often value-loaded, while Landskrona Finans key-words are
maore descriptive,

Also statements of the structure of the organizations are usual, People mention
the way Landskrona Finans was founded and financed at the beginning, or its
present location and management. The ownership structure of the Consumer Co-
op also gets some comments. Especially among the youth the comments have a
negative loaded connotation. One impression of the Consumer Co-operative is
the ex-ideclogical company who betrayed its ideals. Among our answers we find
only one person with 2 positive attitude towards the Consumer Co-operative as a

pubhc movement and a social problem solver. This person is an elderly man.

The view of the Consumer Co-cperative as an ex-movement recurred when we
asked the question: "Who rules the organization"? We noticed that most people
think that the second-level co-operative organization K.F1) has the power over
the local secities' operations. The board of Consumer Co-operative are most
often mentioned after K.F. Very few belleve that they can influence the opera-
tions of the Consumer co-operative.

Neither is Landskrona Finans viewed as locally ruled. The power aver this com-

pany is assigned to cne ‘man; the chlef executive officer (CEOQ) of the bank that

played a large role in establishing the company. Beside him, the bank itself, and
the iocal business community are viewed as Influencing the operations of Lands-
krona Finans. You might trace a conception of some local influence among aduit
responders. They consider the municipal government as influential as the local

business community, but of course both these local groups are less influential
than the CEQ of the bank.

Close downs are in general looked upon very negatively by the [nhabitants of
Landskrana. This can be traced in the answers to the guestion of how Landskrona

would be affected if the Consumer Co-operative or Landskrona Finans were

1) K.F. is the central and the whole-saler organization for the Swedish Consu-

mer Co-operative Movement. Tt is owned by the local Consumer Co-operative
Societies.




to close down. Still, half of the adults did not think it would matter if the Consu-
mer Co-operative closed down and a couple of the respondents thought that the
effects would be positive, Most of the rermaining of the respondents were worried
about an increase in unemployment and higher prices. Two young students noted

that the retired people would be sad if the co-operative was closed down.

In contradiction to the divided opinions about the effects of a close down of the
Consumer Co-operative most respenders were worried about a close down of
Landskrona Finans. Three different themes dominated the answers: first, there
would be 2 decrease in the establishment of new firms; second, the businesses
established with the help of Landskrona Finans would not survive without further
support; and thirdly, a close down of Landskrona Finans would be a "catastrophe"
for Landskrona. ‘

The result of the part of the gquestionnaire dealing with social problem solving
organizations gives some ideas about their rales in the local image of the public
at large.It seems like the Consumer Co-operative Movement has no place in the
local image of the public at large. It is viewed as a retail chain among other
retaii chains. It is striking that mere than 33 % of our responders have not an-
swered the questions about the Consumer Co-operative, Among the youth this is
even more obvious. 44 % of the youth have not answered this part of the guestion-
naire. The youth that have answered are more negative or unconcerned about the

Consumer Co-operative than pedple above 50 years of age,

In contradiction to the Consumer Co-opecative, Landskrona Finans is viewed as a
problem solving organization i.e. a business that supports and creates compariies.
Of our responders 80 % have answered the questions about Landskrona Finans.
Arnong the responders few hold & negative view {13 %) of the company. The im-
pression that the questionnaires give is that there is little active involvement
from the public at large in Landskrona Finans. To use a metapher, one can say
that the public at large stands aside and watch the problem solving someone is

doing for them, inside a body called Landskrona Finans,

Main results of the questionnaire

The analysis of the result of the questionnaire gave no singie "local image"

among the inhabitants in Landskronal). Instead it seerned 1o be several

1) The difflculties in finding one local image, one local culture and so on when
speaking with individuals in communities, have been experienced by other
researchers we have been discussing this question with,
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competing categories of local images. This observation is supported by earlier to

Marton (1981} two different kind of results emerge out of an analysis of concep-
tions: first categories of description and second the distribution of research
about individual's conceptions (see Marton-Wenestam 1984). According subjects
over the categories. Both these results are of interest in our search for Lands-
krona's local image. With the aim of ocur study in mind, not only how many that
hold a special category of image, but also who, why and in which way they hold
their image is of interest. The categories as such are interesting, as one aim of
the study is to compare the official image of Landskrona with the local image
held by the public at large. Another intergsting aspect is the connection between
local image, official image and local mobilization and action.

The content of the categories

To see if Marton's idea Is applicible to our questionnaires we analysed each
questionnaire again with the emphasis upon the impression of the questicnnaire
as a whole. Out of this emerged two dimensions that covered the images of Lands.

krona, namely good/bad and active/passivel), The two dimensions seemed

Gutupories of lotal immges and distribution of iLdividuals over the catogorios
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1} This way of working is inspired by Glasser and Strauss ideas about grounded
theory, but also by "phenomenography” a method for catching individuals
conceptions developed by Marton {1981). Our analysis can be viewed as a
simplified version of Marton's method.




to cover the contradictions we earlier noticed in some of the questionnaires. The
image of the city could be a geod/active city {as the official image) a good/passive
city, a badfactive city or a bad/passive city. To make the picture complete we have
to admit that there are a few questiennaires that do not belong to any of the cate-
gories menticned above. These we treated separately as either/or or both/and

questionnaires.

Looking at the content of the categories, the good/bad dimension covers structural
and ermotional properties of the city. The city can be viewed as a city of unempioy-
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ment, a good city, a boring city, a summer city etc. And as such, the city can contain

more or less energy, The description can consist of a maere less active city, irrespec-

tive of if it is good or bad city. This give rise 1o the second dimension the active-

passive city.
Who holds the different images?

The passive character of Landskrona seemed to be the first in people's minds (61 %
of our responders) and the city seems more bad than good (52 %), Including both

dirnensions the predominant image of Landskrona is Landskrona as a bad/passive

city. Around 40 % of the responders of our guestionnaires held that imag‘e. The second

most usual image is the good/active city which is held by 17 % of thg responders.

This result indicates that there is a dominant image of Landskrona, the passive/bad
one. If we iook at young students under 25 this seems to be true. Of the young stu-
dents (who are 55% of our responders), 59% think of their city as a bad/passive one.
This can be compared with the rest of the raspenders where 1§ % view Landskrona

as a bad/passive city. Among the responders above 25 years of age, it is difficult to

find one dominant view of Landskrona. For 21% of these, Landskrona is a bad/active

city, for 18% a good/passive city and for 30 % a good/active city (percentage counted

on the group above 25 years of age). The differences are small, especially if you
keep in mind that the number of adult responders is small. Everyone above 65 sees
the city as an active and mostly good city, the ones between 25-30 tend to view the

city as a passive one,

The conclusions above must be looked upon with caution. The aim of this pilot study

is rather to generate ideas than to test hypotheses about the investigated area, The

ideas generated out of our inquiry are that there is a "youth image" of a passive/bad

city and that several different images are held by adults without-any predominating

one.

CONCLUSIONS
What is it all about - one images or several

A starting point for this project is an experienced discrepancy between the offi-
clal image and the local image held by the public at large in Landskrona. Alf
through this paper the distincticn between the official image and the local image
has been kept. Now is the time to define the concepts and to discuss their mean-
ing and function. The reason for presenting the definitions now rather than ear-
lier is that they emerged out as a resuit of the research.

The official image is defined as: "the conceptions about a geographic area Le.
a community, distributed by creators of public opinions, and held by people
-living outside that geographic area at a certain period of time",

The local image is defined as: "the subjective conceptions of a geographic
area L.e. 2 community, held by its inhabitants at a certain period of time".
When starting this project our belief was that there existed one dominating offi-
cial image and one local image that was held by & dominating coalition of inhabi-

tants of Landskrona, Our investigation proved us to be wrong. The conclusion to
be drawn is that there exists a deminating official image held by people outside
of Landskronal), At the iocal level this official image is met by several subjective
locat images, which can be added into four distinctive categories of images, but
hardly be merged into one dominating local image. These findings made us consi-

der the question of how local images emerge and why different categories of
local images are found.

Following Boulding (1957) the image is said to be built up as a result of all past
experiences of its possesorz). Images are changing with messages received by the
possesor of an image from the outer world. The meaning of 2 message is, accord-
Ing to Boulding, the change which it produced in the image,

Viewing the images as dependent on its possesor's past experience and changing
in the interaction of past experience and received messages, help us to under-
stand the phenomena of several local images existing simultaneously and in addi-
tion to this the existens an ofiicial image. Messages about Landskrona received

by people cutside of the city are often distributed through leading actors in Lands-

- krona actively involved in creating public opinions are those heard by massmedia,

This means that "facts" about and "occurrences” In Landskrona meet the world

1) The official image of Landskrena is decribed at p 9.

2) This view is consistent with e.g- Marton (1981) and Wenestam (in Marton and
Wenestam {eds.} 1984) descriptions of how meaning are created,
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around through mediators with, in the case of Landskrona, quite similar pictures
and intentions. A pretty unambiguous message is thereby sent out. Assuming that
most pecple not directly invelved in what happens in Landskrona, build their past
and present Image of Landskrena upen these kind of messages, one oificial image

of Landskrona appears.

In the official image of Landskrona appears a city of possibilities and actions. In
the case of Landskrona the official image has been used as a model for other
communities with high unemployment and many industrial close downs!), A posi-
tive official image as the one distributed through the Landskrena Model, can be
used as an argument in trying to get resources allocated from the state, Also, a
good reputation of Landskrona reflects upon those who mediate the reputation,
i.e. the leading actors in Landskrona. If the official image of Landskrona has
carried any of the two last mentioned roles we do not know, but the advantages

of having a positive official image of your city is obvious,

The unambiguous messages sent out of Landskrona can be contrasted toward the
way the same "facts" are received by the inhabitants living in Landskrona. By
them the facts and occurrances are experienced "directly™. The interpretation of
the messages is born out of the past and current rnanifold experience of everyday
life. The possessors of the local images have already diversified past experiences
and values of Landskrona and by these messages get different meanings for their
individual images. The existence of various categories of local images can there-

by be better understood.

In our presentation we have aggregated the local images of the public at large
into four main categories of images. Following our earlier discussion {see 17} this
is one result emerging out of research about conceptions. The second expected
result "distribution of the conceptions among the population" showed that, with
the exception of young students and the retired pecple, the responders were

distributed evenly over different categories witheout any clear pattern behind.

1) See for Instance the recent development in the city of.Uddevalia, Sweden, N
where the big shipyard s to be closed down. The reacticn here from fh_g pub-
lic at large was very mild compared to the reactions at the clesing of Qf_e-
sundsvarvet In Landskrona. The Landskrona model was here used to legitimate
the states and the community actions.
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Young students usually held an image of Landskrona as a had/passive city while
retired citizens held a goodfactive image of their ¢ity. It is interesting to note
that the same groups can be distinguished in answering the questions about the
Consumer Co-op. Here the retired people are mostly positive while the students
pronounced a disappointrent with the Co-operative as a movement. In discussing
Landskrona Finans the young students view the company as being more important
for Landskrona than other groups of responders. This might be put in relation to
the youth and the retired citizens' different place in the cycle of life and experi-
ence during their lifetime. While Landskrona was = growing city characterized by
municipal initiatives in different areas when the retired people were in their
active working life, the youth has grown up in the shadow of the crisis. This sup-

ports the theory that image emerges out of experiances.

It also gives rise to & hypothesis that each generation is devoted to one organiza-
tion for social problem solving, that emerges out of the current social need at
the time of their active life, i.e. each generation has its own organization for

social problems solving emerging out of the soclal condition when the solution is
needed.

Marton (1981) views categories of conception as existing independently of & sub-
ject. He says: )

"This means that the same categories of description appears in different

situations... even if the individuals 'mave' from one category to another on

different occasions. Individual stability across centents and situations is

neither denied nor assumed by us. In cur view, it should be a target of empiri-

cal investigation rather than being taken for granted...." (1981, p 194.195)
Marton (1981, 1984) refers his categories to a coliectlve mind where they raise
out of shifts in "the scientific development'. As we do not ask people about their
causal maps behind conception we either aim or can draw this kind of conciusion.
In an assembling of articles about research of conceptions of different concept
{Marton and Wenestam 1982) other level of conception's categories more simnilar
to ours are shown.

The categories defined in this pilotstudy are based on a distinction between
good/bad, passive/active. Our hypothesis is that these are impartant aspects of
the local image which exist independently of subjects which recur in local images
of cther cities as well, We do believe that local images develop over time and
that different individuals may jump between different categories, as it is an

inert process due to socialization {(Berger, Luckmann 1967},




Convergence: Yesterday and today

Why did tﬁ; official image of Landskrona appear? And what .part hés Landskrona
Finans in 11;?‘ Did it happen by mere chance or has it grown bit by bit? In'order to
find an aﬁswer to this question we started to look for important and active e.ie—
ments in the histerical development of Landskrona. We very soon came up with
four possible explanations: people movements, stable political structure over
time, realtively big companies and important key-persons see'med more than t
anything else to play an important role in Landskrona. If we link these fact_ors +)
what had happened recently in Landskrona, they seemed to play a very active

part in the process of transformation.

Historically we have a lot of people movements: rooted in difierent intv.eres.t
groups ameng the public at large. The city also had a lot of large organizanor‘\s
on the private side. We are today convlinced that this 1s one facter t.h.at explains
the key role of the Landskrona Finans during the close-down of the Oresundsvar-

vet, Even if the Landskrona Finans was a new invention, it is linked with histoery.

Landskrona is alse & city that has had, and still has, a lot of personalities over
the years: both in public and private services. A lot of imporiant issues have
been manifested in and through these people, These personalities have a‘lways
been closely connected to and worked through special organizations. It is har.d to
distinguish between the organization and the person in the minds of the public at

large.

Here we think that the choice of the CEO at the SE-banken as Chairman‘ of the
Landskrona Finans, had an instrumental as well as a symbolic value. An mst.ru-
mental chotce because the CEQ had a great competence [n banking and business
in addition to a wide network of important contacts that perhaps could be of
great heip in establishing new industries. The symbolic value of electing t.he CEO
as chairman can be backed up by our previous statermnent concerning, the import-
ance of key persons in Landskrona (e, the patriarchal structure). The CEO_Of
SE-banken suits especially well in this context as he has as trade mark: business
and progress. This symbolic value s also implied in the way in which thli ’
finance/development company was established. The union leader at the OV, he
to0 a charismatic person, phoned CEOQ of SE-banken, Hans Cavalli-Bjsrkman and
asked him to be chairman of the Landskrona Finans. Rumour told us that this was

: . |
done without the “approval” of the central-unions in Stockholm.
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difficult to determine.

It is to be noted that it was peaple Inside large organizations that took the initia-

" tive and asked In the name of their organization. The legitimation of individual

initiatives could also be channalled through the collective action

that represen-
ted by the Landskrona Finans.

As Landskrona had a weak tradition in supporting

individuals and entrepreneurs, the Landskrona Finans plays an important role for

social legitimation emerging from initiatives of large organizations. Having a
patriarchal structure, the Landskrona Finans followed the legimate way of imp-

lementing action in Landskrona. By this it can act as a transformer from an ear-

lier mode for organizational problem solving to a new mode for individual initia-
tives and ideas.

The relevance of the local imagel(s)

"Perception, however, can become knowled

ge only if it is related in some way
to the object which it determines.

Neow here again I may suppose, either that
the conceptions through which 1 effect that determination conform to the

objects, or that the objects, in other words the experience in which alone the
objects are known, conform to conceptions...”

(Immanuel Kant 1724-1804)

Does it really matter if different categaries of local images, to some extent,

differ from the official image? The answer to this must be based on considera-
tions of the link between images and action and the connection hetween the

individuals and their community. We do not intend too deeply into these matters

- it Is beyond our present competence ~
new ideas.

but this pilot study has generated some

As they will be a base for further research we want to expose them to
discussion,

Action is based upon our images of the world. A perceived discrepancy between

the individual local image and the officjal image can cause various effects: One

is that the discrepancy is taken inte account when the local image develops lL.e.

the messages reaching the outer world do also reach the inhabitants, Also, the

local images effect the official Image. In different situations carriers of local

images pronounce their images to the distributor of the official image.
way

In this
the official image and the local images mutually effect each other, and the

development of one is partly dependent on the development of the other.

How the perceived descrepancy in local lmages affects action is, of course, very

Our hypothesis in the case of Landskrona is that it has
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had a negative effect on individual initiatives when the local image varies sub-
stantially from the official one. The reasons for this hypothesis are two. First, a
discrepancy between the way you view your local situation and the way it is
described to you by mass mass media etc can lead to a feeling of unsecruity and
confusion. To hear that the city is "a city of possibilities” on your way from the
unemployment cffice might raise other feelings than a desire to take actions at
the same time as it might create expectations for the future. This may also lead
to a disappearing confidence in the distributors of the cfficial image. Second, a
model as the Landskrona Model might give a very high valuation of the actors
behind it. People with low self-confidence who compare themselves with the
leading actors can hesitate to act unsure of the own contribution is good enough.
We also find if dangerous to attribute a lot of the deveiopment activities to &
few specific persons' competence and skill instead of building it more into the.
infrastructure of the city. Here there is also a great potential to use the public

at large own possibility to make contributions.

Talking about Landskrona we are assuming an Intension from the leading actors
to mobilize the citizens in order to develop the city cut of the crisis. We have to
keep in mind that a community is not a formal organization but a geograph;c
area where people live different lives in organizations of different kind maybe
unified by a common local culture (see Gustafsson, Johannisson 1984). If it is
accordance with the official image to fulfil its aspirations, the existence of

.
various local images are not probiematlc-).

. . ) L
If a broader mobilization is desired, an understandning of different local images
and the official image Is needed to make actlon possible. Not until we know what
conceptions there are and test them against other perspectives and reallitles, we

we are able to evaluate what is feasible 1o do and how to do it.

1} One hypothesls is that the local im_age ha._s not an (or less th_enh\‘ve ass;xdn“ije(:
impact upon individual and coliective action, The zeason fc?. this wouls
that the individual attachment to the place wherfe nefshe lives is less m'a; ]
portant than e.g. his/her attachment to the Workjngjp!aCf. A dgar thoug{ tin
Sweden is the idea of local sentiments. As the mobility of working peop eh'
increase and people concentrates upon cargers and new form of relations IES
instead of the traditional ones emerge, the idea of fesling attached to places
might have to be re-considerad,

As said earlier in this chapter, we think that the discrepancy between the offi-
cial and some of the local images of Landskrona has had a negative and a stand-
still effect on the development of the city. As we understand there has been, and
to some extent, still exists a "new fire” in Landskrona, even if the official ambi-
tion of this "fire" doesn't fir with the existing one. The outcome generated from
various coalitions in Landskrona had a great impact for "putting the wagon on

the right track’. But what happens now? Wi the new-born child "The Landskrona
Model" get the right amount of energy and give rise to new ideas, i.e. is the struc-
ture that has been built enough to take care of the future? Qur hypothesis hece Is
to be considered as suggestion to

Strategies for Community Development

(Referring to the Landskrona case)

First, we think that this, in the Swedish context, very untraditionzal way of solv-
ing the crisis of Landskrona {but linked with the history of Landskrona) has a

great potential to open up for new ways to solve community problems,

A thing that struck us is that the crisis in itself was very important: the diffe-
rent coalitions had a "natural and visible upposite party. Now that the acute
crisisis more or less solved, much of the energy that existed during the crisis

seems to be gone. Here we wiil suggest some alternative ways of action.

The uniqueness and strength of Landskrona are co-operation and the fruit of that
co-operation; the new ideas and projects. Here we see an institutionalization of
these and also that this institutionalization is connected to different persons and
their skill. We think that this is very dangerous in the long run. The suggestion
here is to usé the uniqueness of Landskrona when It comes to co-operation and

new ideas and to build from that intc the future.

What we suggest here is a creation of community open house: A meeting-place
for various new and old coalitions, but also for the public at large when a problem
emerges, for example the acute pollution problem in Landskrona today. It could
also be a recurrent meeting (see the parallel to town meeting in the middle ages}
the purpose of which is to articulate both positive and negative matters in the
community. When a problem is articulated, for example - how to keep up this
"new fire" in Landskrona and how to make it last or how to take care of the pol-

lution problem actively, a meeting is announced. Here the different stake-holders
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can express their views of the problem and, at the same time form an understand-
ing of perhaps the different views that is held by the others: How is the problem

defined? What do we agree on and where do we differ? What directions can be

taken from here?

The mere fact of bringing these stake-holders of the city together, demonsirates
a great strength: of generating, building, caring and maintaining a commitment
te the community rooted in the expression of problems and possibilities in every-
day life. Here the comparision of the local image to the official one can be one
important source in contrasting the different conceptions of the reality and ocut

of that find new constellations and creative ways of defining and solving the

local problems.
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