
CM9001: Organisational Theory
Chapter 1 - Introduction
· All theories of organisation and management are based on implicit images or metaphors that lead us to see, understand, and manage organisations in distinctive yet partial ways. 
· Aspects of metaphors:
· They always produces a kind of one-sided insight – in highlighting certain interpretations it tends to force others into a background role.
· They always create distortions – ‘constructive falsehoods’.
· They stretch imagination in a way that can create powerful insights, but at the risk of distortion.


Chapter 2 – Organisation as Machines

·  Organisational life is often routinised with the precision demanded of clockwork – people are expected to arrive at work at a given time, perform a predetermined set of activities, rest at appointed hours, and then resume their tasks until work is over.
· We talk about organisations as if they were machines, and as a consequence we tend to expect them to operate as machines: in a routinised, efficient, reliable and predictable way.
· Organisations are rarely established as ends in themselves – they are instruments created to achieve other ends (‘organisation’ derives from the Greek work organon, meaning tool/instrument).
· The new technology, which arose throughout the nineteenth century, was accompanied and reinforced by mechanisation of human thought and action within organisations.
· Max Weber: observed the parallels between the mechanisation of industry and the proliferation of bureaucratic forms of organisation – he found that the bureaucratic form routinises the process of administration exactly as the machine routinises production. 
· Bureaucracy (Weber): a form of organisation that emphasises precision, speed, clarity, regularity, reliability, and efficiency achieved through the creation of a fixed division of tasks, hierarchical supervision, and detailed rules and regulations. 
·  Other theories: classic management theory and scientific management
· Whereas the classical management theorists focused on the design of the total organisation, the scientific managers focused on the design and management of individual jobs.
· Classical management theory:
· Supported by theorists Fayol, Mooney and Urwick
· Interested in problems of practical management and sought to codify their experience of successful organisation for others to follow.
· The basic thrust of their thinking is captured in the idea that management is a process of planning, organisation, command, coordination, and control.
· If we implement these principles, we arrive at an organisation with precisely defined jobs organised in a hierarchical manner through precisely defined lines of command/communication.
· See an organisation as a network of parts: functional departments (production, marketing, finance), personnel, and research and development. 
· The whole thrust of classical management theory and its modern application is to suggest that organisations can/should be  rational systems that operate in as efficient a manner as possible (little attention to human aspects of organisation) – bureaucratic features.
· Believed that it is important to achieve a balance/harmony between the human and technical aspects, but their main orientation was to make humans fit the requirements of mechanical organisation. 
· Some of the general principles of classical management theory:
· Unity of command: an employee should receive orders from only one superior.
· Scalar chain: the line of authority from superior to subordinate (top to bottom) – should be used a channel for communication/decision making.
· Span of control: the number of people reporting to one superior must not be so large that it creates problems of communication and coordination.
· Staff and line: staff personnel can provide valuable advisory services, but must be careful not to violate line authority.
· Initiative: to be encouraged at all levels of the organisation.
· Division of work: management should aim to achieve a degree of specialisation designed to achieve the goal of the organisation in an efficient manner.
· Authority and responsibility: attention should be paid to the right to give orders and to exact obedience; and appropriate balance between authority and responsibility should be achieved.
· Centralisation (of authority): always present in some degree, this must vary to optimise the use of faculties of personnel.
· Discipline: obedience, application, energy, behaviour, and outward marks of respect in accordance with agreed rules and customs.
· Subordination of individual interest to general interest: through firmness, example, fair agreements, and constant supervision.
· Equity: based on kindness and justice, to encourage personnel in their duties; and fair remuneration, which encourages morale yet does not lead to overpayment.
· Stability of tenure of personnel: to facilitate the development of abilities.
· Esprit de corps: to facilitate harmony as a basis of strength. 


· Scientific Management:
· Frederick Taylor: pioneer of Scientific Management
· Five simple principles (Taylor):
· Shift all responsibility for the organisation of work from the worker to the manager (manager’s task: thinking/worker’s task: implementation).
· Use scientific methods to determine the most efficient way of doing work (specify the precise way in which the work is to be done).
· Select the best person to perform thus designed.
· Train the work to do the work efficiently.
· Monitor worker performance to ensure that appropriate work procedures are followed and that appropriate results are achieved.
· Systematically applied, Taylor’s five principles led to the development of ‘office factories’ where people performed fragmented and highly specialised duties in accordance with an elaborate system of work design and performance evaluation (rationalising the workplace).
· Effect: increased productivity and acceleration of replacing skilled craftspeople by unskilled workers.
· e.g.: McDonaldisation
· The principle of separating the planning and design of work from its execution is seen as the most far-reaching element of Taylor’s approach to management (it ‘splits’ the worker, advocating the separation of hand and brain).
· Taylor gave voice to an aspect of a trend toward mechanisation, specialisation, and bureaucratisation that Max Weber saw as such a powerful social force.
· Strengths and limitations of the ‘machine’ metaphor:
· “Set goals and objectives and go for them.”
· “Organise rationally, efficiently, and clearly.”
· “Specify every detail so that everyone will be sure of the jobs that they have to perform.”
· “Plan, organise, and control, control, control.”
· In understanding organisation as a rational, technical process, mechanical imagery tends to underplay the human aspects of organisation and to overlook the fact that the tasks facing organisations are often much more complex, uncertain, and difficult than those that can be performed by most machines.
· Mechanistic approaches to organisation work well only under conditions where machines work well:
· When there is a straightforward task to perform;
· When the environment is stable enough to ensure that the products produced will be appropriate ones;
· When one wishes to produce exactly the same product time and again;
· When precision is at a premium;
· When the human ‘machine’ parts are compliant and behave as they have been designed to do.
· Mechanistic approaches to organisation often have severe limitations. In particular, they:
· Can create organisational forms that have great difficulty in adapting to changing circumstances;
· Can result in mindless and unquestioning bureaucracy;
· Can have unanticipated and undesirable consequences as the interests of those working in the organisation take precedence over the goals the organisation was designed to achieve;
· Can have dehumanising effects upon employees, especially those at the lower levels of the organisational hierarchy.
· Mechanistic organisation discourages initiative, encouraging people to obey orders and keep their place rather than to take an interest in, and question, what they are doing (people who question the conventional practice in a bureaucracy are seen as troublemakers).
· The mechanistic approach to organisation tends to limit rather than mobilise the development of human capacities, molding human beings to fit the requirements of mechanical organisation rather than building the organisation around their strengths and potentials. 
· Mechanistic approaches to organisation have proved incredibly popular, partly because of their efficiency in the performance of tasks that can be successfully routinised and partly because they offer managers the promise of tight control over people and their activities. 


Chapter 3 – Organisations as Organisms

· Certain ‘species’ of organisation are better ‘adapted’ to specific environmental conditions than others.
· e.g.: Bureaucratic organisations tend to work most effectively in environments that are stable or protected in some way and that very different species are found in more competitive and turbulent regions, such as the environments of high-tech firms in the aerospace and microelectronic industries.
· Organisational theory has become a kind of biology in which the distinctions and relations among molecules, cells, complex organisms, species, and ecology are paralleled in those between individuals, groups, organisations, populations (species) of organisations, and their social ecology.
· In pursuing this line of inquiry, organisation theorists have generated many new ideas for understanding how organisations function and the factors that influence their well-being.
· Organisational theory: employees are people with complex needs that must be satisfied if they are to lead full and healthy lives and to perform effectively in the workplace. 
· This seems a logical attribute when considering organisation, but in the 19th and early 20th century, the design of organisations were viewed as a technical problem, and the task of encouraging people to comply with the requirements of the organisational machine was reduced to a problem of “paying the right rate for the job.” (Taylor)
· Although esprit de corps was viewed as a valuable aid to management, management was viewed primarily as a process of controlling and directing employees in their work. 
· Hawthorne Studies: 
· Conducted in the 1920s and 1930s
· Under the leadership of Elton Mayo, at the Hawthorne Plant of the Western Electric Company in Chicago
· The studies were primarily concerned with investigating the relation between conditions of work and the incidence of fatigue and boredom among employees.
· Important issues: work motivation, the relations between individuals and groups
· As the research progressed, however, it left a narrow Taylorist perspective to focus on many other aspects of the work situation as well, including the attitudes and pre-occupations of employees and factors in the social environment outside work.
· The studies are now famous for identifying the importance of social needs in the workplace and the way that work groups can satisfy these needs by restricting output and engaging in all manner of unplanned activities.
· The studies also identified that an ‘informal organisation’ based on friendship groups and unplanned interactions can exist alongside the formed organisation documented in the ‘blueprints’ designed by management.  dealt an important blow to classical management theory. 
· Abraham Maslow:
· Pioneered theories of motivation, suggesting that human are motivated by a hierarchy of needs progressing through the physiological, the social, and the psychological.
· This implicated that bureaucratic organisations that sought to motivate employees through money or by merely providing a secure job confined human development to the lower levels of the need hierarchy.
· Particular attention was focused on the idea of making employees feel more useful and important by giving them meaningful jobs and by giving as much autonomy, responsibility, and recognition as possible as a mean of getting them involved in their work.
· These ideas provided a powerful framework for the development of what is now known as human resource management  employees were to be seen as valuable resources that could contribute in rich and varied ways to an organisation’s activities if given an appropriate chance.


How Organisations can Satisfy Needs at Different Levels (Maslow)

TYPE OF NEED
	Self-actualising
	· Encouragement of complete employee commitment
· Job a major expressive dimension of employee’s life

	                                 

Ego
	· Creation of jobs with scope for achievement, autonomy, responsibility and personal control
· Work enhancing personal identity
· Feedback and recognition for good performance (e.g., promotions, “employee of the month” awards)

	                           
Social
	· Work organisation that permits interaction with colleagues
· Social and sports facilities
· Office and factory parties and outings

	                
Security
	· Pension and health care plans
· Job tenure
· Emphasis on career paths within the organisation

	Physiological
	· Salaries and wages
· Safe and pleasant working conditions



· Sociotechnical systems: 
· Term coined in the 1950s by members of the Tavistock Institute of Human Relations in England to capture the interdependent qualities of work.
· In their view, these aspects of work are inseparable because the nature of one element in this configuration always has important consequences for the other.
· When we choose a technical system (organisational structure, job design, particular technology, etc.), it always has human consequences and vice versa.
· Open-systems Approach:
· Developed by Ludwig von Bertalanffy in the 1950s/1960s
· Builds on the principle that organisations, like organisms, are ‘open’ to their environment and must achieve an appropriate relation with that environment if they are to survive.
· At a pragmatic level, this approach focuses on a number of key issues:
· An emphasis on the environment in which organisations exist.
· The definition of an organisation in terms of interrelated subsystems (individuals who belong to groups/departments that belong to larger organisational divisions).
· (Focusing on the key ‘business processes’/sets of needs the organisation must satisfy to survive and emphasise the importance of managing relations between them.)
· The attempt to establish congruencies/alignments between different systems and to identify and eliminate potential dysfunctions. 
· Some Open-Systems Concepts: 
· The concept of an ‘open system’: organisations exist in a continuous exchange with their environment.
· Homeostasis: self-regulation and the ability to maintain a steady state.
· Entropy/Negative Entropy: closed systems are entropic in that they have a tendency to deteriorate and run down. Open systems, attempt to sustain themselves by importing energy to try to offset entropy tendencies (characterised by a negative entropy)
· Structure/function/differentiation/integration: the relationship between these concepts is closely intertwined.
· Requisite variety: the internal regulatory mechanisms of a system must be as diverse as the environment with which it is trying to deal.
· Equifinality: in an open system there may be many different ways of arriving at a given end state.
· System evolution: the capacity of a system to evolve depends on an ability to move to more complex forms of differentiation and integration, and greater variety in the system facilitating its ability to deal with challenges and opportunities posed by the environment. 
· These ideas have pointed the way to theories of organisation and management that allow us to break free of bureaucratic thinking and to organise in a way that meets the requirements of the environment = contingency theory.
· Contingency Theory: adapting organisation to environment:
· By researchers Burns and Stalker – established the distinction between ‘mechanistic’ and ‘organic’ approaches to organisation and management.
 when change in the environment becomes the order of the day (when new technological/market conditions pose new problems and challenges), open and flexible styles of organisation and management are required.
· Essence: in the process of organising, a lot of choices have to be made and that effective organisation depends on achieving a balance/compatibility between strategy, structure, technology, the commitments and needs of people, and the external environment.
· Main ideas underlying the contingency approach to organisation:
· Organisations are open systems that need careful management to satisfy and balance internal needs and to adapt to environmental circumstances.
· There is no one best way of organising. The appropriate form depends on the king of task or environment with which one is dealing.
· Management must be concerned, above all else, with achieving alignments and ‘good fits’.
· Different approaches to management may be necessary to perform different tasks within the same organisation
· Different types/’species’ of organisations are needed in different types of environments.
· Questions concerning contingency theory:
· What is the nature of the organisation’s environment?
· What kind of strategy is being employed?
· What kind of technology (mechanical/non-mechnical) is being used?
· What kinds of people are employed, and what is the dominant ‘culture’/ethos within the organisation? 
· How is the organisation structured, and what are the dominant managerial philosophies?
· Organisations (like organisms) can be conceived of as sets of interacting subsystems (according to contingency theory)
· Examples:
· Strategic subsystem
· Human-cultural subsystem
· Structural subsystem
· Technological subsystem
· Woodward: 
· Discerned a relationship between technology and the structure of successful organisations.
· Discovered that the principles of classical management theory were not always the right ones to follow, for different technologies impose different demands on individuals and organisation that have to be met through appropriate structure.
· Found that bureaucratic-mechanistic organisation might be appropriate for firms employing mass-production technologies but that firms with unit, small-batch, or process systems of production need a different approach.
· Suggested that given any technology a range of possible organisational forms may be employed.
· Although suggesting that successful organisations matched structure and technology, Woodward demonstrated that this relationship was ultimately one of strategic choice.
· Lawrence & Lorsch:
· Provided an important research which demonstrated the core principles of the contingency theory.
· Their research was built around two principal ideas:
a) That different kinds of organisations are needed to deal with different market and technological conditions, and
b) That organisations operating in uncertain and turbulent environments need to achieve a higher degree of internal differentiation (e.g. between departments) than those in environments that are less complex and more stable. 
· This study refined the contingency approach by showing that styles of organisation may need to vary between organisational subunits because of the detailed characteristics of their sub-environments.
· The study also yielded important insights on modes of integration  in stable environments, conventional bureaucratic modes of integration (hierarchy,rules, etc.) appear to work quite well. But in more turbulent environments, bureaucracy needs to be replaced with other modes (e.g. multidisciplinary project teams). 
· The Variety of Species:
· Specifying organisational characteristics and their success in dealing with different tasks and environmental conditions.
· Example: Mintzberg’s study identifies five configurations/species of organisations:
· Machine bureaucracy: tends to be ineffective except under conditions where tasks and environment are simple and stable (centralised control makes them slow and ineffective when dealing with change).
· Divisionalised form: “” 
· Professional bureaucracy: appropriate for dealing with relatively stable conditions where tasks are relatively complicated – modifies the principles of centralised control to allow greater autonomy to staff (e.g. universities, hospitals, etc.)
· Simple structure: tend to work best in unstable environmental conditions – organisation is very informal and flexible and is thus ideal for achieving quick changes. 
· Adhocracy: characterises organisations that are temporary by design and hold an ‘organic’ form of organisation – highly suited for the performance of complex/uncertain tasks in turbulent environments.  
 shows that effective organisation depends on developing a cohesive set of relations between structural design (age, size, technology of the firm) and the conditions of the industry in which it is operating.
· Matrix organisation/Project organisation: a ‘species’ with many variations, some of which look like modified bureaucracies while others have more free-flowing forms  organisations that systematically attempt to combine the kind of functional/departmental structure of organisation found in a bureaucracy with a project-team structure (team-driven – encourages flexible, innovative and adaptive behaviour).
Disadvantage: conflicts may develop between departmental and team loyalties and responsibilities (difficulty to become fully committed members of a group)
· Criticism of idea that organisations are like organisms:
· The idea that organisations can adapt to their environments attributes too much flexibility and power to the organisation and too little to the environment as a force in organisational survival.
· Theorists state that we must counteract this imbalance by focusing on the way environments ‘select’ organisations and that this can best be done by analysis at the level of populations of organisations and their wider ecology. 
 ‘population ecology’ view of organisation.
· Brings us to Darwin’s idea of the ‘survival of the fittest’.  builds on a cyclical model that allows for the variation, selection, retention and modification of species characteristics. 
· It is more important to understand evolutionary dynamics at the level of the population  change is reflected in population structure – members of a species tend to share similar strengths and weaknesses, and thus it is the whole population that tends to survive or fail.
· Important insights generated by the population-ecology view:
· It is the ability to obtain a resource niche and outperform one’s competitors that is all-important.
· Resource limitations in shaping the growth, development, and decline of organisations is important, including the role of successful innovations in shaping new species of organisation. 
· This view has been criticised for being too deterministic, and for offering a rather one-sided view of the evolutionary process. 
· The contingency theory and the population-ecology theory:
· Both view organisations as existing in a state of tension/struggle with their environments.
· Both presume that organisations and environments are separate phenomena.
HOWEVER:
· Organisations, like organisms, are not really discrete entities, as they do not live in isolation and are not self-sufficient.
· Rather, they exist as elements in a complex ecosystem.
· This suggests that organisms/organisations do not evolve by adapting to environmental changes or as a result of these changes selecting the organisms/organisations that are to survive.
· Rather, it suggests that evolution is always evolution of a pattern of relations embracing organisms and their environments. 
· It is the pattern, not just the separate unites composing this pattern, that evolves.  “survival of the fitting” (Boulding) 
· Thus, organisations and their environments are engaged in a pattern of co-creation, where each produces the other. Organisations are able to influence the nature of their environment and vice versa.
· Example: collaborative relations   vertical integration

· Trist’s view of organisational ecology: developing new patterns of inter-organisational relations that can help shape the future in a proactive way.  from external, competitive relations to internal relations that are open to collaborative action. 
· Strengths of the Organismic Metaphor: 
· The emphasis placed on understanding relations between organisations and their environments:
· The importance of the role of the organisation’s environment.
· The understanding that organisations are open systems and are best understood as ongoing processes rather than as collections of parts.
· Using the image of an organism in constant exchange with the environment, we are encouraged to take an open and flexible view of organisation.
· The metaphor emphasises survival as the key aim/primary task facing any organisation (contrasts with classical focus on specific operational goals).  survival is a process, whereas goals are often targets or end points to be achieved:
· The focus on ‘needs’ also encourages us to see organisations as interacting processes that have to be balanced internally as well as in relation to the environment (subsystems). 
· In identifying different ‘species’ of organisation we are alerted to the fact that in organising we always have a range of options:
· It stresses the virtue of organic forms of organisation in the process of innovation
· Its contributions to the theory and practice of organisational development, especially through the contingency approach.
· The metaphor makes important contributions through a focus on ‘ecology’ and inter-organisational relations. 
· Limitations of the Organismic Metaphor:
· We are led to view organisations and their environments in a way that is far too concrete:
· Organisations and their environments can, at least to some extent, be understood as socially constructed phenomena. 
· Organisations are very much products of visions, ideas, norms, and beliefs, so their shape and structure is much more fragile and tentative than the material structure of an organism. 
· It is misleading to suggest that organisations need to ‘adapt’ to their environments, as do the contingency theorists, or that environments ‘select’ the organisations that are to survive, as do the population ecologists. 
· It makes organisations and their members dependent upon forces operating in an external world rather than recognising that they are active agents operating with others in the construction of that world (undermines the power of organisations to determine their own future)
· Its assumption of ‘functional unity’:
· The times within an organisation at which their different elements operate with a degree of harmony are often more exceptional than normal.
· Most organisations are not as functionally unified as organisms. 
· The danger of the metaphor becoming an ideology:
· For example, the fact that organisms are functionally integrated can easily set the basis for the idea that organisations should be the same way. 
· When we take the parallels between nature and society too seriously, we fail to see that human beings, in principle, have a large measure of influence and choice over what their world can be. 


The People Who Make Organisations Go– or Stop – Rob Cross & Laurence Prusak
· It’s through these informal networks – not just through traditional organisational hierarchies – that information is found and work gets done. 
· Most corporations, however, treat informal networks as an invisible enemy – one that keeps decisions from being made and work from getting done. 
· These intricate webs of communication are unobservable and ungovernable – and, therefore, not amenable to the tools of scientific management. 
· Research has shown that if senior managers focus their attention on a handful of key role-players in the group, the effectiveness of any informal network can be enhanced.
· Four common role-players whose performance is critical to the productivity of any organisation:
· Central connectors: link most people in an informal network with one another – they know who can provide critical information/expertise that the entire network draws on to get work done (risk: might hoard information for own financial/political gain).
· Boundary spanners: connect an informal network with other parts of the company or with similar networks in other organisations – they consult/advise individuals from many different departments  the team’s ‘eyes and ears’ in the wider world (risk: too much focus on ‘outer’ networks).
· Information brokers: keep the different subgroups in an informal network together (risk: relying too much on information brokers, whose departure could tear apart an informal network).
· Peripheral specialists: who anyone in an informal network can turn to for specialised expertise (risk: only open to dedicating particular amounts of time in the organisation).
· The first step in managing informal networks is to bring them into the open – can be done through social network analysis  maps out the relationships in an organisation (so that executives can start asking the right questions of the right people – people can identify where they need to build more/better relationships).
· Personal Network Management: a powerful way to promote connectivity in the organisation, by giving employees customised view of their personal networks.
· Four dimensions to help managers improve their connections:
· The extent to which managers seek out people within or outside of their functional areas. 
· The degree to which hierarchy, tenure, and location matter to the manager’s social relationships.
· The length of time managers have known their connections.
· The extent to which managers’ personal networks are the result of interactions that are built into their schedules (e.g. planned meetings) rather than ad hoc encounters in the hallways.
Organisational Citizenship Behaviour and Performance: A Meta-Analysis of Group-Level Research – Nielsen et al.
· Most of the research on the relationship between organisational citizenship behaviour (OCB) and performance has been conducted at the individual level – however, during the past 10 years, group-level research has begun to appear.
· Important predictors of OCB: 
· Individual characteristics (e.g. organisational commitment).
· Task characteristics (e.g. task feedback, routinisation).
· Organisational characteristics (e.g. reward structure, perceived organisational support).
· Leadership behaviours (e.g. transformational leadership).
· One of the most important consequences of OCB: performance  employees who are more helpful and cooperative will perform better and be perceived as performing better by their managers.
· Group-level OCB regulates social interaction and influences social identity  represents group members’ mutual understanding regarding the level of citizenship behaviour that should occur.
· Individual-level OCB is represented by a series of isolated incidents of helping behaviour, whereas team-level OCB is more consistently and regularly reinforced because of team members’ shared understandings and expectations. 
· One of the primary challenges of successful teamwork is the management of team boundaries  one such boundary distinguishes team priorities and behaviour from individual priorities and behaviour. 
· Balancing the demands of individual and team interests often create some tension, which can decrease team performance.
· The ability of individual members to focus on group priorities at the expense of individual ones helps teams overcome the challenge of balancing individual and team interests.

· Hypotheses:
· OCB is positively related to performance at the group level.
· The measurement of OCB moderates the positive relationship between group OCB and performance, such that the relationship is stronger when OCB is measured using the group rather than the individual as the referent.
· Rating source moderates the positive relationship between group OCB and performance, such that the relationship is stronger OCB is rated by peers rather than by supervisors.
· Rating source moderates the positive relationship between group OCB and performance, such that the relationship is stronger when rating sources are the same rather than different.
· The objectivity of the performance measure moderates the positive relationship between group OCB and performance, such that the relationship is stronger when performance measures are subjective rather than objective.
Chapter 4 – Organisations as Brains
· We can view organisations in three interconnected ways: 
· As information processing brains; 
· As complex learning systems; and 
· As holographic systems combining centralised and decentralised characteristics.
· Organisations as Information Processing Brains:
· Every aspect of organisational functioning depends on information processing of one form or another.
· Organisations are information systems. They are communication systems. And they are decision-making systems  information processing “brains”.
· This approach to understanding organisation: “decision-making approach” 
 Simon & March
· Simon argues that organisations can never be perfectly rational because their members have limited information processing abilities.
· People (according to Simon):
· Usually have to act on the basis of incomplete information about possible courses of action and their consequences;
· Are able to explore only a limited number of alternatives relating to any given decision, and
· Are unable to attach accurate values to outcomes. 
· Conclusion: individuals and organisations settle for a “bounded rationality” of ‘good enough’ decisions based on simple rules of thumb and limited search and information.
· This leads us to understand organisations as kinds of institutionalised brains that fragment, routinise, and bound the decision-making process to make it manageable.
· Galbraith: has given attention to the relationship between uncertainty, information processing, and organisation design to explain the reasons for different styles of organisation (e.g. mechanistic/organic). 
 the as uncertainty increases, organisations typically find ways of controlling outputs (e.g. by setting goals/targets) rather than controlling behaviours (e.g. through rules and programs0 and by relying on continuous feedback as means of control.
· Two criticisms on the information processing perspective: 
· Most decision-making and information processing views and have a ‘left-brain bias’ and an overcentralised view of the nature of organisational intelligence (left and right brain capacities are intertwined, not polar opposites  same within an organisation).
· Too much emphasis has been placed on using the image of the limited information processing capacities of a single individual, as a model for understanding decision making in organisations generally (e.g. ‘bounded rationality’)  information technology is now used to dissolve the constraints of space and time. 
· Organisations as complex learning systems:
· Cybernetics: a new interdisciplinary science focusing on the study of information, communication, and control (origin: research by Wiener).
· The core insight emerging from this work was that the ability of a system to engage in self-regulating behaviour depends on processes of information exchange involving negative feedback (= error elimination/detection/correction).
· Cybernetics leads to a theory of communication and learning, stressing four key principles:
· Systems must have the capacity to sense, monitor, and scan significant aspects of their environment.
· They must be able to relate this information to the operating norms that guide system behaviour.
· They must be able to detect significant deviations from these norms.
· They must be able to initiate corrective action when discrepancies are detected.
· If these four conditions are satisfied, a continuous process of information exchange is created between a system and its environment, allowing the system to monitor changes and initiate appropriate responses.
· Modern cyberneticans draw a distinction between the process of learning and the process of learning to learn (‘single-loop’ vs. ‘double-loop’ learning)
· Step 1: the process of sensing, scanning, and monitoring the environment.
· Step 2: the comparison of this information against operating norms.
· Step 2a (double-loop): the process of questioning whether operating norms are appropriate.
· Step 3: the process of initiating appropriate action
· Especially bureaucratic organisations fail at ‘double-loop’ learning, as its fundamental learning principles often operate in a way that actually obstructs the learning process  tends to create fragmented patterns of thought/action.
· Barriers to double-loop learning can also be created by processes of systems for rewarding/punishing employees  people then hold back, feel threatened or vulnerable or become skilled in ‘impression management’ that can lead to ‘defensive routines’ and thus obstruct the main goal/target (Argyris & Schön).
· Cybernetics suggests that learning organisations must develop capacities that allow them to do the following:
· Scan and anticipate change in the wider environment to detect significant variations.
· Develop an ability to question, challenge, and change operating norms and assumptions.
· Allow an appropriate strategic direction and pattern of organisation to emerge.
In achieving these aims, they must:
· Evolve designs that allow them to become skilled in the art of ‘double-loop’ learning, to avoid getting trapped in ‘single-loop’ processes, especially those created by traditional management control systems and the defensive routines of organisational members.          
· De facto design principle: give would-be users advice on what they should NOT do  in surfacing the negatives, we can produce a creative redefinition of the space in which positive patterns of behaviour can unfold. 
· Organisations as Holographic Systems/Brains: 
· Thinking of systems where qualities of the whole are enfolded in all the parts so that the system has an ability to self-organise and regenerate itself on a continuous basis. 
· Principles of Holographic Design:
· Build the ‘whole’ into all the ‘parts’: by focusing on corporate culture/DNA, information systems (‘networked intelligence’), (holographic/cluster) structure, and (holistic teams and diversified) roles.
 there has to be a balance between demands for specialisation and demands for generalisation. 
· The importance of ‘redundancy’: a kind of excess capacity that can create room for innovation and development to occur, to ensure that system do not become fixed or completely static  redundancy of parts and a redundancy of functions (Emery)
· Requisite variety: the internal diversity of any self-regulating system must match the variety and complexity of its environment if it is to deal with the challenges posed by that environment.
· Minimum specs: if a system is to have the freedom to self-organise it must possess a certain degree of ‘space’/autonomy that allows appropriate innovation to occur  management has a tendency to overdefine and overcontrol instead of just focusing on the critical variables that need to be specified, leaving others to find their own form. 
· Learning to learn: continuous self-organisation requires a capacity for double-loop learning that allows the operating norms and rules of a system to change along with transformations in the wider environment. 
· Strengths of the Brain Metaphor: 
· The contributions made to our ability to create ‘learning organisations’  help to see how to achieve organisations that are able to innovate and evolve to meet the challenges of changing environments. 
· It identifies the requirements of ‘learning organisations’ in a comprehensive way and how different elements need to support each other  the metaphor offers a powerful way of thinking about the implications of new information technology and how it can be used to support the development of learning organisations.
· It invites us to rethink key management principles in a way that lays the foundation for a completely new theory of management  the role of hierarchy, the importance of strong central leadership 
· Shows that leadership needs to be diffused rather than centralised: even though goals/objectives/targets may be helpful managerial tools, they must be used in a way that avoids the pathologies of single-loop learning.
· Limitations of the Brain Metaphor:
·  There is no coherent image of the brain to which everyone subscribes  always need alternative terms to identify/describe it (e.g. DNA, holograms, mobots, etc.)
· In developing the implications of the brain as a way of creating capacities for learning and self-organisation there is a danger of overlooking important conflicts that can arise between learning and self-organisation, on the one hand, and the realities of power and control, on the other. 
· Application of ideas associated with the brain metaphor thus requires both a ‘power shift’ and a ‘mind shift’. 


First, you get your feet wet: The Effects of Learning from Direct and Indirect Experience on Team Creativity – Gino et al. 
· Direct task experience leads to higher levels of team creativity and more divergent products than indirect task experience.
· Teams who acquired task experience directly are more creative because they develop better transactive memory systems than teams.
· Through groups, organisations strive to maintain and enhance their effectiveness within rapidly changing environments. 
· Both direct and indirect experience have been shown to enhance performance outcomes (e.g. quality, speed). 
· However, direct and indirect experience may have different effects on a team’s ability to generate new knowledge and find new solutions to a problem.
· Transactive Memory Systems (TMS): the cooperative division of labour for learning, remembering and communicating team knowledge  provides the team a system for distributing and coordinating knowledge based on members’ areas of expertise.
· Direct task experience: learning-by-doing  practicing a task similar and related to the one that they will be asked to perform as a team.
· Indirect task experience: knowledge transfer  the process through which individuals/social units learn to perform activities by absorbing the experiences of others.
· No prior task experience: situations in which team members lack experience relevant to the task at hand.
· Two dimensions of team creativity that are relevant to product development:
· The level of creativity: categorises products based on their novelty and originality.
· Component divergence: categorises products based on the extent to which they recombine elements and knowledge of existing products. 
 These two creativity dimensions can be independent.
· Hypotheses:
· The level of team creativity will be significantly higher in the direct task experience condition than in the indirect task experience condition or the no prior task experience condition.
· The level of team creativity will be significantly higher in the indirect task experience condition than in the no prior task experience condition. 
· Component divergence of products created by teams will be significantly higher in the direct task experience condition than in the indirect task experience condition.
· Direct task experience will lead to more highly developed transactive memory systems than indirect experience.
· Transactive memory will positively influence the level of creativity of products within teams.
· Transactive memory will mediate the relationship between experience and the level of creativity of products within teams.
· The level of team creativity will be significantly higher in the direct experience condition than in the indirect experience condition across both performance periods.
· Component divergence of products created by teams will be significantly higher in the direct task experience condition than in the indirect task experience condition across both performance periods.

· Results:
· Task experience of any type (direct/indirect) enhanced creativity compared to no task experience.
· Direct experience enhanced both the overall level of team creativity and the rated component divergence of products introduced by teams. 
· The contribution of direct experience to creativity could be due to experience team members gained with the task or due to team member stability of their greater experience working with each other.
· Team membership stability has been shown to decrease the number of ideas generated by groups. On the other hand, team membership stability has been shown to contribute to the development of cognitive structures (e.g. TMS), and to improve decision making and performance.


Through Western Eyes: Insights into the Intercultural Training Field – Betina Szkudlarek
· The ability to communicate effectively across cultural boundaries, to find emotional balance and to creatively co-shape frameworks of collective behaviour is becoming an indispensable skill in today’s world. 
· The main focus of texts on ethics in intercultural training is on the discomfort of training participants and their psychological wellbeing. It is, therefore, not surprising that less attention is paid to the issues of intergroup relationships, asymmetries of influence, inequalities, and double moral standards displayed during intercultural encounters.
· A wider perspective is necessary if one wants to account for the uneven distribution of resources and opportunities.
· Why cross-cultural management is important:
· it can lead to more effective cross-cultural encounters and produce desired outcomes, such as higher productivity or profits. 
· They  may bring about a ‘significant return on investment’ 
· It can also increase the moral standards of the decisions we make in various intercultural encounters.
· It has a liberating potential in intercultural training, in cross-cultural awareness, in making individuals sensitive to the prevailing hegemonic discourses and asymmetries of power.
· Three approaches to intercultural ethics (Evanoff):
· Universalist approach: supports the notion of a standard set of norms, equally applicable across different cultural worldviews (derived on the basis of rational, logical arguments which would have to be universally agreed upon).
· Relativist approach: assumes that values, knowledge and norms are culturally embedded, tied up and co-determined and that universal truths and common sets of values for all people everywhere cannot be formed  cultural diversity/divergence needs to be accepted.
·  Constructivism: support the process of arriving at a situational, newly-framed  set of values, constructed by the representatives of different worldviews through a dialogical process  this cross-breeding is unavoidable, since cultural forms are produced in communication and are prone to hybridisation. 
· Direct interaction between actors and the creation of allied, cooperative virtual third cultures (which incorporate/comprise of elements from each of the original cultures) could lead to the formation of culturally sensitive attitudes, values and behaviours (Evanhoff).
· In intercultural communication, conjunction stands for the simultaneous preservation of diversity and the production of new, shared symbolic constructs (Baraldi).
· Three groups of issues which are important (Paige & Martin):
· The transformative potential of intercultural programmes;
· The teaching and learning dynamics;
· The psychological consequences of intercultural programmes.
· The dialogical equality approach: a profound intercultural learning process requires humility to admit that one is never able to understand the ‘other’ better than they understand themselves  leads to the possibility of dialogical equality.
· Today’s world is a giant stage on which the struggle between two types of ideologies, namely globalism and nativism, is played out (Tehranian).
· Egoist paradigm/ profit-maximisation principle: drives modern business, where profit-seeking behaviour is accepted by management as an ethical obligation (Bowie)  the consequences of over-commitment to the profit-maximisation principle could be as dreadful as those resulting from the dedicated worship of the hedonic paradox (the more one seeks happiness, the less one is likely to find it).
· Committed altruism: an alternative to profit-maximisation  employee’s self-realisation as the overriding goal of management. 
· Rather than equipping employees with culturally contingent profit-making tools, more attention should be dedicated to developing individuals’ cultural self-awareness, intercultural sensitivity, empathy and compassion.
· Such an ethical stand would contribute to the sustainable development of human capital and be a first step in building meaningful relationships and communities.
· Threats to adaption strategies in the cross-cultural business setting:
· The threat of inauthentic intercultural adaptations
· The threat of unrecognised power relations submerged under intercultural relations.
· To achieve authentic, honest communication, one has to make sure that it can meet the criteria of truthfulness and sincerity (Habermas).
· Equal attention should be given to the authenticity and quality of the communicative process  by paying attention to ethical issues in the transactional context of international contacts, in business, politics and daily interactions.
· One of the most central issues to be raised in the context of intercultural communication is the inequality and asymmetry of information distribution.
· Consequently, intercultural training, behind the façade of dialogue building and intercultural understanding, contributes to maintenance or even increasing of power inequalities  researchers who advocate two-sided intercultural programmes for the representatives of both home and host country nationals are very rare.
· One of the consequences of disproportionate access to intercultural knowledge is the difficulty in assessing the issue of authenticity  to what extent is communication honest and authentic if those traits have been previously systematically taught?
· Training becomes a place for dress rehearsals before the real show, which takes place with rarely questioned symbols and props.
· The In-built Western Bias: the pro-Western bias of intercultural meta-narratives is so familiar to most of us that it seems ‘natural’ and we usually do not even notice it, or acknowledge it with purely ritual declarations  defining the ‘other’ as not only different, but often also as inferior.
· GLOBE: studies the influence of culture upon collective expectations with respect to leaders  main objectives are to find cultural clusters for collective regional softwares (not necessarily national) and to relate them to acceptance or resistance of leaders and managers – ‘what is the relationship between societal cultural variables and international competitiveness of the societies studied?


Chapter 5 – Creating Social Reality

Culture and Organization 116
What is the phenomenon we call culture?  

· When we talk about culture we are usually referring to the pattern of development reflected in a society's system of knowledge, ideology, values, laws, and day to day ritual.
· “Being cultured” - refers to the degree of refinement of belief and practice. 
· When talking about society as a culture we are thus using an agricultural metaphor to guide our attention to very specific aspects of social development.  

Organization as a cultural phenomenon
· Political scientist Robert Prestushas suggested that we live in an “organizational society”
· Organizational Society – A society in which large organizations are likely to influence most of our waking hours in a way that is completely alien to people living in remote tribes and villages in South America.
· We have distinct concepts of work and leisure
· We follow rigid routines
· Wear uniforms
· Defer to authority

· According to French sociologist Emile Durkheim, the development of organizational societies is accompanied b
· A disintegration of traditional patterns of social order: Common ideals, beliefs, and values give way to more fragmented ones based on the occupational structure of new society. 

· Industrial Societies – In a sense, we can say that people working in factories and offices in Detroit, Liverpool, Moscow, Paris, Tokyo, and Toronto all belong to the same industrial culture. 
· Being a factory or office worker calls on a depth of knowledge and cultural practice that, as 	members of an organizational society, we tend to take for granted.  
· Many of the major cultural similarities and differences in the world today are occupational 	rather than national, the similarities and differences associated with being a factory worker, 	janitor, government official, banker, store assistant, or and agricultural worker being as 	significant as those associated with national identity.   


Organization and Cultural context 
· Modern Societies – Even though modern societies share much in common, cross-national differences in culture still have a great deal of significance.
· Culture, whether Japanese, Arabian, British, Canadian, French, or American, still shapes 	the character of organization. 
Examples:
· The Japanese concept of work and relations between employees and the organization is very different than in the West.  The organization is viewed as a collective whole rather than comprising of individuals.  Organizations celebrate overall accomplishments.

· Matsushita philosophy -   

· Japanese organizations combine the cultural values of the rice field with the spirit of service of the samurai.

· Rice cultivation – is a cooperative affair.  There is no such thing as an independent rice farmer, the growing process requires teamwork where everyone is expected to perform. (modern business in Japan is collective)
· The samurai – were dependent on the farmers for their rice and physical existence and the samurai in turn looked after the farmers. (protection of one's employees, service to each other, and acceptance of one's place in and dependence on the overall system are modern dominant characteristics of Japanese management)  
· “TV” and “multimedia” may be transforming the values of the rice field and spirit of the samurai in ones that reflect Western values.  

· One of the interesting aspects of culture is that it creates a form of blindness and ethnocentricism. In providing taken for granted codes of action that we recognize as “normal”, it leads us to see activities that do not conform to these codes as abnormal.  A full awarness of the nature of culture, however, shows us that we are all equally abnormal in this regard.  

Corporate Cultures and Subcultures 

· Corporate Culture – Organizations are mini-societies that have their own distinctive patterns of culture and subculture.  Some may be close knit and work as a team, others may be fragmented or divided.  Patterns of belief or shared meaning, fragmented or integrated, and supported by various operating norms and rituals can exert a decisive influence on the overall ability of the organization to deal with the challenges that it faces. 



· Ritual – Often embedded in the formal structure of the organization.  
· For example, The president of a company that was highly fragmented and divided adopted a style of management that focused on harmony and teamwork (as oppose to openness and innovation) and really required organizational members to put aside or repress their differences.  At special management meeting, the staff became an Indian tribe.  Each member was given an Indian name and a headband with a feather.  The aim of this was to forge unity between “inside” and “outside” groups.  
· Linda Smircich studied, observation of day-to-day activities, a firm which specialized in agricultural insurance and found there to be 2 sides to the company.

1 . On the outside the company dedicated itself to cooperative values and their business of service.

2 . On the inside many people expressed a great deal of anger and frusteration about various staff members and the org. as a whole. (fragmented culture)


· It was later discovered that earlier in the company's history it was restructured and a lot of new people were brought in, this led to the development of separate subcultures
· Original group of employees – the “inside group”
· The new employees – the “outside group”
· Gender as a cultural force in the work environment


· Traditional forms of organization are often dominated and shaped by the male value system
· For example, the emphasis on logical, linear modes of thought and action, and the drive for results as the expense of netowkr and community building, from a gender standpoint, express values and approaches to live which are more male than female.  
· Organizations shaped around female values are more likely to balance and integrate the rational-analytic mode with values that emphasize more empathetic, intuitive, organic forms of behavior.  
· Because most organizations are still driven by the male value system which can be termed as a “no woman's land”, within many organizations there are now stronge female subcultures which stand at tension with and, at times, opposition with male power structures.  
· The new flat, network forms of organization that are emerging in order to cope with uncertainty and turbulence in modern environments require competencies that have more in common with female archetypes.  

· It is important to note that leaders in an organization, although powerful, do not have any monopoly on the ability to create a shared meaning.  The leader can develop corporate value systems and codes of behavior because the formal leader has the power to reward, punish and encourage.  HOWEVER, others are also able to influence the process by acting as INFORMAL opinion leaders or simply by acting as the people they are.

· Culture is NOT something that can be imposed on a social setting.  Rather, it develops during the course of social interaction.  

· There may be a multitude of competing value systems within a single organization that may create a mosaic of organizational realities: gender, race, language, ethnicity, religion, socioeconomic status, friendship groups, and professional groups.  

· Ex – Different professional groups may each have a different view of the world and of the nature of their organization's business.

· Ex – Different social groups within an organization may also have problems. In restaurants, where status and other social differences between kitchen staff and those waiting on tables often create many operational problems.  

· Counterculture – In opposition to the organizational values espoused by those formally in control.  

· Foremost among all organizational countercultures, of course, are those fostered by trade unions.  It is here that the battle for ideological control is often most clearly defined, for trade unions are in effect counter-organizations in the sense that their existence stems from the fact that the interests of employee and employer may not be synonymous.  




Creating organizational Reality 
Shared values, shared beliefs, shared meaning, shared understanding, and shared sense making are all different ways of describing culture.  In talking about culture we are really talking about a process of reality construction that allows people to see and understand particular events, actions, objects, utterances, or situations in distinctive ways.  

Culture:  Rule following or enactment? 

· The most routine and taken-for-granted aspects of social reality are in fact skillful accomplishments.

· For example, when conducting normal social life, like riding in a subway car, we are employing numerous social skills – societal norms.  We know it is impolite to stare at the person in the seat across from us.  We only notice that these are social norms when they are broken – when we stare at the person in a subway they may get uncomfortable and nervous.

· There are scripts for how we should act at any given time in different social circumstances. Life within a given culture flows smoothly only insofar as one's behavior conforms with unwritten codes.  Disrupt these norms and the ordered reality of life inevitably breaks down.

· There is more to culture than just rule following, as knowing when to apply a rule calls for much more than a knowledge of the rule itself – just a rule is incomplete, instead we need to know when (in which context) to enact different rules. 

· We need background knowledge before applying a rule.

· Our constructions of a given situation influence what rules and codes of behavior are to be summoned as appropriate to the situation.

· The norms of operation in different situations have to be invoked and defined in the light of our understanding of the context. 

· The process through which we shape and structure our realities is a process of enactment.

· In recognizing that we accomplish or enact the reality of our everyday world, we have a powerful way of thinking about culture.

· We must attempt to understand culture as an ongoing, proactive process of reality construction. 

· Culture is not a simple variable that societies or organizations posses or something that a leader brings to his or her organization.  Rather, it must be understood as an active, living phenomenon through which people jointly create and re-create the worlds in which they live.

Organization: The enactment of shared reality 
The enactment view of culture has enormous implications for how we understand organizations as cultural phenomena, for it emphasizes that we MUST root out understanding of organization in the process that produce systems of shared meaning.  
· What are shared frames of reference that make organization possible?
· Where do they come from?
· How are they created, communicated, and sustained?

· These questions now become central to the task of organizational analysis and effective management – they help us see that organizations are in essence socially constructed realities that are as much in the minds of their members as they are in concrete structures. 

· Succesful organizations build cohesive cultures around common sets of norms, values, and 	ideas that create an appropriate focus for doing business.
For Example:
· “IBM means service” - IBM focused on creating a service-driven organization where every employee met the needs of the customer.
· “Never kill a new product idea” - The focus at 3M was the need for constant innovation.
· “Sell it to the sales staff” - The focus at HP was on marketability. 

The core ideas helped create a corporate culture that diffused fundamental values and operation principles throughout the organization to create a basis for success.  
· Ex -  Many companies during the 1980's and 1990's reinvented themselves, or at least tried to, through values of “quality” and “customer service”.  But it is estimated that as many as 70 percent of the firms that set off in this new path were unsuccessful, largely because they failed to replace the bureaucratic logic governing the old mode of operation.

· The challenge of creating new forms of organizations and management is very much a challenge of cultural change. 
 
· It is the challenge of transforming the mind-sets, visions, paradigms, metaphors, beliefs, and shared meanings that sustain existing business realities and of creating a detailed language and code of behavior through which the desired new reality can be lived on a daily basis.  
· The creation of a particular corporate culture is not just about inventing new slogans or acquiring a new leader. It is about inventing what amounts to a new way of live.  
 
Strengths and limitations of the culture metaphor 
Strengths
· One of the major strengths of the culture metaphor is that it directs attention to the symbolic significance of almost every aspect of organizational life.  As we have seen, even the most concrete and rational aspects of organization – whether structures, hierarchies, rules or organizational routines – embody constructions of meaning that are crucial for understanding how organization functions day-to-day.

· Ex- Meetings are more than just meetings – they carry important aspects of organizational culture: norms, values.

· Another major strength of the metaphor is that it shows how organization ultimately rests in shared systems of meaning, hence in the actions and interpretative schemes that create and re-create that meaning.  

· The cultural metaphor points towards another means of creating and shaping organized activity: by influencing the ideologies, values, beliefs, language, norms, ceremonies, and other social practices that ultimately shape and guide organized action.  

· A third major strength of the metaphor is that it encourages us to recognize that the relations between an organization and its environment are socially constructed.

· Organizations choose and structure their environment through a host of interpretive decisions that are extensions of corporate culture.  

· A final strength of the culture metaphor is the contribution that it makes to our understanding of organizational change.  

· Traditionally, the change process has been conceptualized as a problem of changing technologies, structures, and the abilities and motivations of employees.  Although this is in part correct, effective change also depends on changes in the images and values that are to guide action.
· Effective organizational change always implies cultural change – changes in technology, rules, systems, procedures, and policies are just not enough.  

Weaknesses 
· The metaphor may prove quite manipulative and totalitarian – Are managers constantly reshaping the culture of an organization to create networks of shared meaning that link key members of an organization around visions, values or codes of practice OR are they using culture as a manipulative tool? 


Week 4 Article - “Ethical Theory and Stakeholder Related Decisions: The Role of Stakeholder Culture”

· Stakeholder theorists view the corporation as a collection of internal and external group (e.g., shareholders, employees, customers, suppliers, creditors, and neighboring communities) that is “stakeholders”, originally defined as those who are affected by and/or can affect the achievement of the firm's objectives.  

· Stakeholders and corporate management usually have different interests

· Stakeholders interests even diverge from other stakeholders.  

· Three part shareholder taxonomy: 

1 . Normative: How should the firm relate to its stakeholders?
2 . Instrumental: What happens if the firm relates to its stakeholders in different ways?
3 . Descriptive: How does the firm relate to its stakeholders?

Ethical Theory 
· Egoism: Involves acting exclusively in one's own self interest.  There are two forms of egoism, psychological egoism and ethical egoism.

1. Psychological egoism: A descriptive theory of human behavior – holds that people are innately self-interested and routinely act to advance their interests.
2. Ethical egoism: A normative perspective that holds that people ought to act exclusively in their self-interest. 
· Utilitarianism Theory – Admonishes moral agents to promote overall human welfare by acting in ways that results in the greatest total beneficial consequences minus harmful consequences.  Utilitarian theory applies the “cost-benefit” calculus universally – that is, to all who are affected by the decision, not just an individual (as in egoism) or an organization (as in corporate profit maximization)  This theory takes on two forms:

1. Act utilitarianism:  Involves maximizing benefits relative to costs for the discrete decision in question.
2. Rule utilitarianism: Involves following rules that are established in order to achieve the greatest net positive consequences over time.  

· Four profiles in situations involving potential cooperation:
1. Competitors try to maximize their outcomes relative to others.
2. Individualists seek to maximize their absolute, not relative, outcomes. 
3. Cooperators try to maximize joint outcomes without being cheated themselves.
4. Altruists try to maximize the other party's outcome with less concern for their own.


· Decision making with respect to stakeholder relationships can be fraught with tension.

· When managers of a company which has stakeholder interests are faced with making decisions, they are faced with two conflicting prescriptions about how to act:

1. Traditional Morality: obligation and duty, honesty and respect, fairness and equality, car and assistance.  
2. Market morality: Self-interest.  

· In relationships with stakeholders, firms self-interest is often related to the exercise of power, without regard to moral concern.  
· However, when these organizations are confronted with stakeholder power which may stem from resources that:
1. Are concentrated or tightly controlled
2. Are essential to operational performance, or 
3. Have no viable substitute, self-interested firms will be responsive.  

· Stakeholder Culture: The beliefs, values, and practices that have evolved for solving stakeholder-related problems and otherwise managing relationships with stakeholders.

· Stakeholder culture is grounded in ethics and is based on a continuum of concern for others that runs from self-regarding to other-regarding.  

· Stakeholder culture is likely to affect how company employees assess and respond to stakeholder issues in two related ways:

1. By constituting a common interpretive frame on the basis of which information about stakeholder attributes and issues is collected, screened, and evaluated.
2. By motivating behaviors and practices – and, by extension, organizational routines – that preserve, enhance, or otherwise support the organization's culture.  


Week 4 Article - “Why Internal Branding matters: The Case of Saab
This paper explores the concept of internal branding its relationship with reputation management.  

· Branding began as a descriptive exercise and a means of communicating quality, now, however, it has morphed into the attempt to personify products and services in terms of some higher meaning.  
· The term 'brand' used to be reserved for products, but is now used loosely and interchangeably for products, messages, and advertising.  

Brand
· The authors argue that everything, and everyone is 'branded' because all actions communicate a meaning of some kind.
· Branding is about adding a higher level of emotional meaning to a product or service, which thereby increases its value to customers and other stakeholders.
· While the brand's rational attributes are a source of value, it's the strong layer of emotional affinity, or identification, between brand and constituent that provide the sustainable and competitive advantage.  
· There isn't a distinction between kinds of brands: B2C vs. B2B brand, product vs. service brand, or corporate vs. employer brand.  
· Brands serve a single purpose: to create a unique and strong emotional bond between themselves and their audiences, one that creates a greater loyalty that would otherwise have been enjoyed.  

Reputation
· Reputation is synonymous with brand
· There are differentiations between brand and reputation:

1. There is a matter of differentiations (you can have multiple brands, but one reputation) – there is only one Coca Cola, one Virgin, one Starbucks.  A strong reputation derives from similar characteristics: credibility, reliability, responsibility, and trustworthiness.  
2. A second difference is that reputation, unlike brand, exists independently of demand. One can exhibit credibility, reliability, responsibility, and trustworthiness independently of the emotional needs of one's audience.  The same is not true about brands – whose power exists in direct proportion to the emotional needs is suffices.
3. A company can have a winning reputation without necessarily having a strong brand.



Internal Branding
Internal branding refers to three things:
1. Communicating the brand effectively to employees
2. Convincing them of its relevance and worth
3. Successfully linking every job in the organization to delivery of the brand essence.  
Internal branding is a useful tool for unifying disparate companies operating under the same portfolio.

Helps people working within those companies to understand their place in the big picture.

The brand consultancy's internal branding methodology:
The 5 C's:
1. Clarity: Priority number one is to figure out what the brand represents and how that should be communicated in words and images.  This process can be divided into two stages:
a. Constituency Assessment: Comprehensive interviews with people engaged in the brand – senior management, middle and lower-level employees, partners, vendors, clients – everyone involved.
b. Senior Leadership must decide on key brand attributes for translation into language and visible symbols that become the cornerstone of the brand's face and voice – these attributes must be relevant, believable, desirable, and livable. 

2. Commitment: Build consensus around the brand, without consensus, there is no commitment. Building consensus depends on different factors, including the size, complexity, and culture of the organization.  
a. Commitment is an ongoing process that requires brand educational programs to reaffirm the brand.

3. Communications: The brand must be communicated throughout the organization and the guidelines for brand communications reflect a deeply felt need for employees to approve of and appreciate the process.  The following elements demonstrate this emphasis:
a. Leader Example: The leader must take initiative and communicate the brand to people below him/her. 
b. High Frequency: Telling the people over and over again, what the message is, over an extended period of time.  
c. Multiple Channels: Communicating the message in as many ways and across as many media as possible.  Ideal messages are reflected through e-mailes, reports, presentations, brochures, reference manuals, and employee guidelines.
d. Environmental Management: logos, office furniture, and work location sends a message.  
4. Culture: Brand starts with culture and extends to customers. 
a. Culture is difficult to change.  
b. For true branding to take place, the organization must anticipate, acknowledge, and respond effectively to the inevitability of cultural resistance.
c. How to control cultural resistance?
i. Punish people for behaving in a way that is off brand
ii. Continually communicate as to why the bran id meaningful – communicate the positive rewards of cooperation and consequences of non-cooperation.

iii. Ex – Saab, the employees went through brand orientation, brand understanding, and brand involvement where they identified what the brand stood for and came up with ways to support it.  

d. For culture change to occur, there must be a reason to cooperate; everyone needs a role to play; and there must be consequences for opting out.  

5. Compensation
a. Front-line employees play a key role in delivering the brand (ex. Customer service representatives) and as companies become more sophisticated, they will need to compensate accordingly.  
b. However, when a brand becomes more 'famous', employees may be willing to work less because they are more concerned with being associated with the brand (ex – Apple).

Origin of Branding Framework
Historically, branding has been a technique for creating an image or identity through the use of a visual logo, name, and of course, advertising.  

The brand is communicated subconsciously through:
· The ways telephones are answered
· How the actual product is packaged, distributed, or presented
· How it performs
· The character of the customer service people
It is important to note that it is the people behind the brand, not the advertisers, that are at the core of the brand!


Case Study: Saab
I n the earls 1990's Saab had a lot of financial problems and the CEO understood the weakness of the Saab brand.  

The brand sought clarity so it first assessed the company's strengths and weaknesses.

· The brand was not well understood inside the organization, yet, there was still opportunity to recover.
· The Saab demographic was appealing: well-educated, middle-aged professionals, independent-minded males with active lifestyles.
· Saab decided to focus on key functions for new, external communication. This positioning included four key brand pillars:

1. Individual and personal 
2. Sporty performance
3. Safety and security
4. Intelligent technology

· It wasn't difficult to obtain commitment, the idea that re-branding could save the company and jobs were dependent was apparant to all.
· This, it was easy to move forward and communicate the brand throughout the company. The four pillars were communicated in multiple ways:

· Safety and securty – large use of class (like a greenhouse)
· Individuality and personal focus – handshake door handle
· Intelligent technology – cockpit shaped drivers area and wing design grill

· Dealer showrooms were redesigned to new standards
· Brand cues were build into the layout and design of the dealer showrooms, financing areas, and parts and service areas to reflect the brand (safety, security, individuality..)
· Ex – the entrance was shaped around the customer – not the receptionist – it was more personal and emphasized the individual.
· Customer service programs were created to reinforce individual and personal attributes.
· Saab's Internet site was redesigned to reflect the unconventional with unique approaches: Saab was the first car company to sell cars online.

· Once the brand was clarified, there was a commitment made, then it was communicated, next it was time to focus on culture.  

· Extensive amounts of employee communications training was conducted

· The program helped employees not only to understand the brand position, but also how it applied to their functions and jobs.

· Once all the training was complete, each employee, from the assembly line worker to the CEO could explain the brand as well as how it mattered in their job.  

· Many tools were used at this point to re-educate employees:

· Internal brand brochure that explained the brand.
· Straining program 
· Pillars of the brand video tape

The employees dynamically engaged in the branding of Saab and were rewarded, given compensation for being team players who enhanced the Saab brand.  

During the first year of implementation, Saab recorded its first profitable year in several yeas








Chapter 6 – Interests, Conflict, and Power: Organizations as Political Systems
The political metaphor encourages use to see organizations as loose networks or people with divergent interests who gather together for the sake of expediency (e.g. making a living, developing a career, or pursuing a desired goal or objective).

Organizations as systems of government 
We use political terms like autocracy and democracy to describe the nature of an organization and are implicitly drawing parallels between organizations and political systems.

· Organizations, like governments, employ some system of 'rule' as a means of creating and maintaining order among their members.  Political analysis can thus make a valuable contribution to organizational analysis. The following are among the most common varieties of political rule found in organizations:
· Autocracy: Absolute (dictatorial) government where power is held by an individual or small group and supported by control of critical resources, property or ownership rights, tradition, charisma, and other claims to personal privelige.
· Bureaucracy: Rule exercised through use of the written word, which provides the basis for a rational-legal type of authority, or “rule of law”.
· Technocracy: Rule exercised through use of knowledge, expert power, and the ability to solve relevant problems.  The pattern of power is often in flux as different individuals and groups rise and decline in power along with the value of their technical contributions.  
· Co-determination: The form of rule where opposing parties combine in the joint management of mutual interests, as in coalition government or corporatism, each party drawing on a specific power base.
· Representative democracy: Rule exercised through the election of officers mandated to act on behalf of the electorate and who hold office for a specific period of time or so long as they command the support of the electorate, as in parliamentary government and forms of worker control and shareholder control in industry.  
· Direct democracy: The system where everyone has an equal right to rule and is involved in all decision making, as in many communal organizations such as cooperatives and kibbutzim.  It encourages self-organization as a key mode of organizing.  

(It is rare to find organizations that use just one of these different kinds of rule.  More often, mixed types are found in practice.  For example, although some organizations are more autocratic, more bureaucratic, or more democratic than others, they often contain elements of other systems as well.  One of the tasks of political analysis is to discover which principles are in evidence, where, when, why, and how.)
Co-determination principle – Owners and employees codetermine the future of their organizations by sharing power and decision making.  Although there are many applications of this principle, one application can be found in the forms of corporatism where management, unions, and government join together to consult and collaborate with each other of issues of mutual interest.

What are the potential problems of the co-determination principle and what is the solution?
· Problem 1: Many people concerned with the rights of labor fear that direct involvement in the management process creates a situation that co-opts or incorporates, and hence reduces, the power of dissent.  By being part of the decision making process one loses one's right to oppose the decisions that are made.
· Solution 1:  Employee interests can best be protected through associations such as labor unions or professional bodies that adopt and oppositional role in order to shape policy without owning it.

· Problem 2: Employees are given some power, but not enough to actually make major changes.  Managers will allow partial movements toward industrial democracy in order to divert or diffuse potential opposition by sharing the less important aspects of control.
· Solution 2: Advocates of industrial democracy suggest that participation is not enough and that organizations should move toward styles of management based on fully developed forms of workers' control.  
· In former Yugoslavia workers elected their managers and the principle of self management provided a key organizational value.  
· However, self-management only works well when the organization/industry is state owned.

· Whether it is the management of the Ford Motor Company or the management of a worker-controlled cooperative, organizational choice ALWAYS implies political choice.  

Organizations as systems of political activity 
An organization's politics is most clearly manifest in the conflicts and power plays that sometimes occupy center stage, and in the countless interpersonal intrigues that provide diversions in the flow of organizational activity.  

· Politics occurs on an ongoing basis, often in a way that is invisible to all but those directly involved.
· We can analyze organizational politics in a systematic way by focusing on relations between interests, conflict, and power.  


Analyzing interests 
Interests are the goals, values, desires, expectations, and other orientations and inclinations that lead a person to act in one way rather than another.

· We live “in” our interests, often see others as “encroaching” on them, and readily engage in defenses or attacks designed to sustain or improve our position.  
· There are many ways to analyze the pursuit and defense of interests, one way is to conceive interests in terms of three interconnected domains which relate to one's organizational task, career, and personal life:  
			
· Task interests are connected with the work one has to perform.  The manager of a production plant has to ensure that products are produced in a timely and efficient manner.  A salesperson must sell his or her quota of goods and sustain customer relations.  However, work life always involves more than just doing one's job.  Employees bring to the workplace aspirations and visions as to what their future may hold, providing the basis for career interests that may be independent of the job being performed.  They also bring their personalities, private attitudes, values, preferences, and beliefs and sets of commitments from outside work, allowing these extramural (personal) interests to shape the way they act in relation to both job and career.  


					Task		      Career
	


						Extramural

· The three domains can interact and also remain separate.  The tensions between different interests are inherently political.  In working in an organization we try to strike a balance between the three sets of interests. Most often, the balance is an uneasy and ever-changing one, creating tensions that lie at the center of political activity.  The fact that the area of complete convergence of interests is often small is one reason why organizational rationality is such a rare phenomenon.  
· The political metaphor encourages use to see organizations as loose networks or people with divergent interests who gather together for the sake of expediency (e.g. making a living, developing a career, or pursuing a desired goal or objective).



Organizations as coalitions: 
· Organizations are coalitions and are made up of coalitions, and coalition building is an important dimension of almost all organizational life. 
· Coalitions arise when groups of individuals get together to cooperate in relation to specific issues, events, or decisions or to advance specific values and ideologies – coalitions and interest groups often provide important means of securing desired ends.
· Organizations fit the definition of coalitions in the sense that they comprise of groups of managers, workers, shareholders, customers, suppliers, lawyers, governmental agents, and other formal and informal groups with an interest or stake in the organization but whose goals and preferences differ.
· People in organizations can pursue interests as individuals, specific interest groups, or more generalized coalitions – there is a distinction. 
· Coalition development offers a strategy for advancing one's interests in an organization, and organization members often give considerable attention to increasing their power and influence through this means.  
· Ex: An executive may promote people to key positions where they can serve as loyal lieutenants.
Understanding conflict 
· Conflict arises whenever interests collide.
· Conflict may be personal, interpersonal, or between rival groups or coalitions.
· It may be built on organizational structures, roles, stereotypes, and attitudes or arise over a scarcity of resources.
· It may be explicit or covert.
· Whatever the reason, and whatever form it takes, its source rests in some perceived or real divergence of interests.  
· Most modern organizations encourage organizational politics because they are designed as systems of simultaneous competition and collaboration:
· People must collaborate in pursuit of a common task, yet are often pitted against each other in competition for limited resources, status, and career advancement.
· The system more or less ensures the kinds of competitive struggle on which organizational politics thrive.

· Political forms of behavior in the work place (playing the game): 

· People pretending to work harder than they actually are.
· Budgeting more money than they need, then coming out under budget – which makes them look good

· Even when people recognize the importance of working together, the importance of any given job often combines contradictory elements that creates various kind of role conflict
· Ex: Politicized interaction between production and marketingrest in part on the fact that they are being asked to engage in activities that impinge on each other in a negative way.  The product modification requested by marketing creates problem in the design and sequencing of production.  

Exploring power 
· Power is the medium through which conflicts of interest are ultimately resolved..
· Power influences who gets what, when, and how.  
· No clear and consistent definition of power exists:
· Some view power as a resource (something one possesses).
· Some view it as a social relation characterized by some kind of dependency (as an influence over someone or something)

· Most popular definition: “power involves an ability to get another person to do something that he or she would not otherwise have done”.

· The most important sources of power (the sources of power provide organizational members with a variety of means for enhancing their interests and resolving or perpetuating organizational conflict):

· Formal authority: The first and most obvious source of power in an organization is formal authority, a form of legitimized power that is respected and aknowledged by those with whom one interacts. Legitimacy is a form of social aproval that is essential for stabilizing power relations. Characteristics: sharisma, tradition, or rule of law.
· Charisma – arises when people respect the qualitites of the individual
· Traditional authority arises when people respect the custom and practices of the past (monarchs)
· Law – people insist that the exercise of power depends on the correct application of formal rules and procedures.

· Control of scare resources: An ability to exercise control over scare resources, money, materials, technology, personnel, can thus provide an important source of power within and between organizations. Scarcity and dependence are the keys to resource power.
· Money is #1 – the most liquid and can be traded for almost anything.  The ability to increase or decrease funding is what gives it power.

· Use of organizational structure, rules, and regulation: Rules and regulations are often created, invoked, and used in either a proactive or retrospective fashion as part of a power play. All bureaucratic regulations, decision making criteria, plans and schedules, promotion and job evaluation requirements, and other rules that guide organizational functioning give potential power to both the controllers and those controlled.  An ability to use the rules to one's advantage is thus an important source of organizational power.

· Control of decision processes: An ability to influence the outcome of decision-making is a recognized source of power.  In disucssing the kinds of power used here, it is important to distinguish between three interrelated elements:
· Decision premises – Control over the foundations of decision making – preventing crucial decisions from being made and fostering others.   
· Decision processes – Controlling how a decision should be made, who should be involved, and when the decision will be made.
· Decision issues and objectives – An individual can shape issues and objectives most directly through preparing the reports and contributing to the discussion on which the decision will be based. (what to focus on: goals, values, outcomes.  

· Control of knowledge and information
· Many skillful organizational politicians wield power by controlling information flows and the knowledge that is made available to different people, thereby influencing their perception of situations and hence the ways they act in relation to those situations.  These politicians are known as 'gatekeepers', opening and closing channels of communication and filtering, summarizing, analyzing, and thus shaping knowledge in accordance with a view of the world that favors their interests.  
· Knowledge and information can be used to weave patterns of dependency.  By possessing the right information at the right time, by having exclusive access to key data, or by simply demonstrating the ability to marshal and synthesize facts in an effective manner, organizational members can increase the power they wield within an organization.  

· Control of boundaries: The notion of a boundary is used to refer to the interface between different elements of an organization.  Such as, the boundaries between different work groups or departments or between an organization and its environment. 
· Monitoring or controlling boundary transactions
· For example – a secretary or special assistant may be able to exert major impact on the way their boss perceives the reality of a given situation by determining who is given access to the manager and when and by managing information in a way that highlights or downplays the importance of events and activities occurring elsewhere in the organization.  
· Boundary management can help integrate a unit with the outside world, or it can be used to isolate that unit so that it can function in an autonomous way.

· Ability to cope with uncertainty: Organization implies a certain degree of interdependence, so that discontinuous or unpredictable situations in one part of the organization have considerable implications for operations elsewhere.  An ability to deal with these uncertainties gives an individual, group, or subunit considerable power in the organization as a whole.
· Two types of uncertainties:
· Environmental uncertainties (with regard to markets, sources of raw materials, or finance) can provide great opportunities for those with the contacts or skills to tackle the problems and thus minimize their effects on the organization as a whole. 
· Operational uncertainties (the breakdown of critical machinery used in factory production or data processing) can help troubleshooters, maintenance staff, or others with the requisite skills and abilities acquire power and status as a result to restore normal operations.
· The degree of power that people have when dealing with both these types of uncertainty depends on two factors.
· The degree in which their skill are suitable.
· The centrality of their functions to the operations of the organization as a whole.
· Organizations try to avoid uncertainty by “buffering” or through processes of routinization. 
· Some uncertainty always remains

· Control of technology: Technology provides its users with an ability to achieve amazing results in productive activity, and it also provides them with an ability to manipulate this productive power and make it work effectively for their own ends.  
· The kind of technology an organization uses influences the patterns of interdependence within an organization and hence the power relations between different individuals and departments.  

· Interpersonal alliances, networks, and control of “informal organization”: Friends in high places, sponsors, mentors, ethnic or cultural affiliations, coalitions of people prepared to trade support and favors to further their individual ends, and informal networks for touching base, sounding out, or merely shooting the breeze – all provide a source of power to those involved.
· Based on mutually beneficial exchange.
· Highly informal and to a degree, invisible
· Usually formed through a chance encounter or informal event where two people find they have other interests in common.
· Sometimes formed through an institutionalized, formal exchange (meeting).
· May be internal or external.
· All organizations have informal networks.

· Control of counterorganizations:  Whenever a group of people manages to build a concentration of power in relatively few hands it is not uncommon for opposing forces to coordinate their actions to create a rival power bloc.
· The most obvious example are trade unions.
· Gov. and other regulatory agencies develop as a check on the abuse of monopoly power.
· The concentration of production is often balanced by the development of large organizations in the field of distribution – for example, chain stores develop in ways that balance the power exercised by the large producers and suppliers.  
· The principle of counterveiling power is also often employed by the leaders of large conglomerates, who in effect play a form of chess with their environment, buying and selling organizations as corporate pawns.

· Symbolism and the management of meaning: Another source of power in organizations rests in one's ability to persuade others to enact realities that further the interests one wishes to pursue. Leadership ultimately involves the ability to define reality of others.
· Used by the democratic leader who's influence is subtle and symbolic.
· The democratic leader spends time listening, summerizing, integrating, and guiding what is beign said, making key interventions and sommoning images, ideas, and values that help those involved to make sense of the situation in which they are dealing.
· The leader wields symbolic power that exerts decisive influence.
· Uses images, languages, symbols, stories, ceremonies to shape meaning and power relations. 

· Gender and the management of gender relations:  it matters if you are a man or a woman! Many organizations make it easier for men to grow in a company tan women.  
· Organizations are often encouraged to be rational, analytical, strategic, decision oriented, tough, and aggressive, and so are men
· Everyone's power is shaped to some degree by his or her position on the gender continuum.

· Structural factors that define the stage of action: Many people in an organization rarely admit that they have any power at all, even when they do have power, they argue that it is only perceived that they have that much power.
· The reason for this is that access to power is open, wide, and carried that to a large extent power relationships become more or less balanced.

· The power one already has: Power is a route to power, and one can often use power to acquire more.  
· Ex: a manager may use his or her power to support X in a struggle with Y, knowing that when X is successful it will be possible to call upon similar support from X.

Managing Pluralist Organizations 
The pluralist frame of reference emphasizes the plural nature of the interests, conflicts, and sources of power that shape organizational life.  

The pluralist vision of a society where different groups bargain and compete for a share in the balance of power.

The pluralist philosophy stands in contrast with an older organic or “unitary” frame of reference which pictures society as an integrated whole where the interests of individual and society are synonymous.  

Strengths and limitations of the political metaphor 
Strengths
· Politics is an inevitable feature of organizational life and the political metaphor encourages us to see how all organizational activity is interest based and to evaluate all aspects of organizational function with the job in mind.  
1. The political metaphor allows us to see and understand the relation between power and organization – it places the knowledge of the role and the use of power at the center of organizational analysis.  
2. The metaphor helps explode the myth of organizational rationality.  All organizations claim to operate on a basis of rationality and stress the importance of rational, efficient, and effective management; however, rationality is subjective and the metaphor emphasizes that organizational goals may be rational for some people's interest but not for others.  

· The metaphor helps us find a way of overcoming the limitations of the idea that organizations are functionally integrated systems.  Much organization theory has build on the assumption that organizations, like machines or organisms, are unified systems that bind part and whole in a quest for survival.  The political metaphor suggests otherwise, pointing to the dis-integrative strains and tensions that stem from the diverse sets of interests on which organization build.
· Many organizations are likely to have the characteristic of loosely coupled systems, where simultaneous parts strive to maintain a degree of independence while working under the name and framework provided by the organization, than the characteristics of a completely integrated organism.  

· Another strength is that it politicizes our understanding of human behavior in organizations.  It allows us to recognize that tensions between private and organizational interests provide an incentive to individuals to act politically.  The metaphor encourages us to recognize how and why the organizational actor is a political actor and to understand the political significance of the patterns of meaning enacted in corporate culture and subculture.  

· It encourages us to recognize the sociopolitical implications of different kinds of organization and the roles that organizations play in society.  It is clear that business and organization is always to some extent political and that the political implications of organization need to be systematically explored.  

Weaknesses/Limitations

· When we analyze organizations using the political metaphor it is almost always possible to find signs of political activity – this can lead to an increased politicization of the organization.  When we understand organizations as political systems we are more likely to behave politically in relation to what we see.  We begin to see politics everywhere and look for hidden agendas.  People begin to look at EVERYTHING as being political. 

· The assumption of pluralism.  Is it realistic to presume a plurality of interests and a plurality of power holder?  The political metaphor may overstate the power and importance of the individual and underplay the system dynamics that determine what becomes political and how politics occurs.    


Week 5 Article – The Hidden Challenge of Cross-Border Negotiation
Cultural differences can influence business negotiations in significant and unexpected ways.
· The research focuses on the largely overlooked, yet extremely important, aspect to cross-border negotiation: The ways that people from different regions come to agreement, or the processes of negotiations.
· The researcher examines how systematic differences in governance and decision making can disrupt cross-border negotiations, and offers advice on how to anticipate and overcome possible barriers on the road to “yes”.

Map the Players and the Processes
Understanding the decision making process is key when conducting negotiations in unfamiliar territory (i.e. international), so it is suggested that we break down the decision making process into several constituent parts:
1. Who are the players?
2. Who decides what?
3. What are the informal influences that can make or break a deal?
Who are the players?

Often times, there are extra parties involved in a deal beyond those representing the two companies.  These extra players may have a great deal of influence: SEC (securities and exchange commission), the Federal Trade Commission, and the justice department.  
Who decides what?

· It's very important to understand each players role – who owns which decisions – not doing so can be very costly.
· Cultural assumptions can sometimes make it very difficult to recognize or acknowledge who has formal decision rights.

What are the informal influences that can make or break a deal? 

It's important to understand that in many countries and cultures, the signing of a deal by the officials doesn't necessarily mean a deal is finalized.
· Many countries have informal webs of influence that are more powerful than the actual 	parties making the deal, even though those webs don't have the formal standing of, say, government.  
· For example – it may be industrial groups which are linked by a web of business ties, lending, and cross-shareholdings. 
· Successful cross-border negotiations begin by discarding home-market presumptions and developing a clear map of the players who are likely to influence the formal and informal decision process.
Adapting your Approach
· When negotiating, negotiators are typically trying to influence the outcome of an organizational process.  The process will look different in in different cultures – depending on the culture, a different course of action will need to be followed.
· The negotiation process can take on 1 of 3 forms: top down, consensus, and multistage coalition building.

Top Down
· Dealing with a real boss, a top down authority who won't delegate in any meaningful way and will ultimately make the decision unilaterally.  
· Good negotiators will avoid making deals with relatively powerless agents, instead they will find ways to interact directly with the boss – or, if that's not possible, to connect with people outside the process who have close ties to or influence the boss.   

Consensus
· Opposite of top-down
· Most popular in Asian countries – the cornerstone of modern Chinese bureaucracy.
· It sometimes requires agreement among the members of the other side's negotiating team; at other times, it requires agreement from the broader enterprise and can include external stakeholders and governments.
· Approval/negotiations must go through more than one unit/channel.  When making a negotiation, each affected organization must bargain to establish compatible goals and common interests.
· The American company that submitted a proposal to one company working on the three gorges dam in China.  Although one company approved, a proposal wasn't sent into the other companies that were also working on the project.  

The need for consensus among players on the other side will affect the negotiating strategy in other ways as well:
1. First, consensus cultures often focus on relationships rather than deals – the parties involved take time to build a relationship before making a deal.
2. Second, consensus processes often go hand-in-hand with near exhaustable demands for information, so the negotiators should be prepared to provide it – in many different forms and in great detail.  
3. Third, to the extent that the negotiator can pinpoint the source of delay – usually the doubts of specific people or units – they should design their approach to help their proponents on the other side convert the doubters, giving them the data they need and supplying them with arguments they can use internally to address specific concerns.  
4. Fourth, focus away from the bargaining table and instead interact extensively and informally with the other side as it tries to reach a decision internally.  For example – the Japanese don't negotiate at the negotiating table – they do it in offices and restaurants – by th time they get to the negotiation table they already have their decision made. 
5. Finally, the negotiator needs to be prepared to adjust their own expectations in regards to how long the deal will take.  Western businesses may be on a fixed schedule, whereas an Eastern may take their time and want to elongate the process.  
Advantages to consensus:
· A slow negotiation process may lead to a decision that has more staying power.
· Actual implementation may occur more quickly than with a top-down agreement.
· People may have more attachment to the deal after spending so much time on it.

Coalition Building
· Instead of using a top-down or consensus approach, sometimes it is best to take a route that doesn't require the agreement of every player but instead the support of a sufficient subset of players.
· A “winning coalition” that can effectively pressure, sidestep, or override dissenters.  
· At other times, a “blocking coalition” that has interests no one can ultimately overrule can bring a proposal to a halt.  



Chapter 7 – Plato’s Psychic Prison



Introduction:

· Explores the idea of organizations as psychic prisons.
· Organizations are created and sustained by conscious and unconscious processes, that people can actually become imprisoned/confined by the images, ideas, thoughts, and actions to which these processes give rise.

· Idea first explored in Plato’s The Republic. 

· Allegory where Socrates is in a cave discussing the relations among appearance, reality and knowledge. 
· Cave has its “mouth” open to a blazing fire. 
· People are chained (they can’t move) in the cave, facing the wall.
· There are shadows of them being chained as a result of the fire.
· The people tied up equate the shadows with reality.
· They name the shadows, talk to them, link outside sounds to them.
· They don’t know any better. 
· However, if one of them leaves the cave, he/she would realize that the perceptions and knowledge of the people still tied up are flawed and distorted. 
· If this person would be tied up again, he would not be able accept the situation again (or have a real hard time to do so).
· If he’d share his knowledge, no one but himself would believe it. 
· Even if he’d succeed, the people still tied up would be scared of the outside world. 
· It may lead to the people tied up, that they’d accept their situation even more.
· They are in a psychic prison…

· This chapter summary will:

· Examine how organizations and their members become trapped by constructions of reality that, at best, give an imperfect grasp on the world. 
· How people in organizations become trapped in favored ways of thinking. 
· How organizations can become trapped by unconscious processes that lend organization a hidden significance.

The Trap of Favored Ways of Thinking

2 Examples of Favored ways of thinking:

1. The US/Japanese automobile industry during the oil crisis in 1973.
a. US Market only knew how to produce large, gas guzzling cars. They did not have the resources, the know-how and skills to think about and realize the potential of fuel-efficient cars. 
b. The Japanese used this to get a grip on the market. 

2. Computer Industry. IBM’s favored way of thinking.
a. Established a dominant position in the 1970s and 1980s. They thought of the computer industry in terms of “hardware” and powerful computers that could solve really difficult mathematical equations. 
b. They blocked out the potential of “software” and “networks of PCs”, which allowed Bill Gates to create a new computer industry.

These companies were/are excellent, but became trapped in their “excellent” way of thinking, that prevented them from thinking in new ways and from thinking about new challenges. 

The Icarus Paradox by Danny Miller discusses that:

· Organizations get caught in vicious circles whereby victories and strengths become weaknesses leading to their downfall.
· Powerful visions of the future lead to blind spots.
· Their vision and shared common values can prevent them from acting in other ways.
· Stuff that we take for granted (e.g. the last thing a fish is likely to discover is the water it is swimming in – idea by: Marhsall McLuhan) we often don’t see at all. We take it for granted.


Disruption the “favored ways of thinking” generally comes from the outside. 

· But the “favored ways of thinking” can be so strong that even the disruption is transformed into a favored view. 
· This leads to groupthink.

Groupthink: A situation where people simply carry along in group illusions, thoughts, ideas and perceptions that fit their ideals as well as the groups. 

We need to question the fundamental premises on which we enact everyday reality!

Organization and the Unconscious

Psychoanalysts interpret the following idea:

Humans live their lives as prisoners or products of their individual and collective psychic history. Any meeting with have with the external world, is simply a meeting with a hidden dimension of ourselves



Organization and Repressed Sexuality

Frederick Taylor, who created “scientific management” had obsessive-compulsive disorder (Yanick’s statement). 

· Everything had to be controlled
· His entire life consisted of concerns, measurements, detail and planning.
· He was ANAL (Freud)

Taylor’s life illustrates how unconscious concerns and preoccupations can have an effect on a person or organization. His theory of scientific management was the product of his inner struggles and neurotic, OCD personality. 

Freudian Theory:

· Character traits in adult life emerge from childhood experience. 
· His view of sexuality was that different experiences would lead to various forms of repression later on in life. 
· Much of Taylor’s life reflects his anal personality when he was a child. 

Taylor’s analness worked out perfectly with the situation in the global industry, at that time. His theory of scientific management fit the organizations of that day, making him a hero. 

There has always been a highly visible connection between the rise of formal organization and the control of sexuality. 

· In the Middle Ages, open displays of sexuality were normal
· Misconduct would lead to sexual punishment. 

This leads to another Freudian point:

“To promote social order and “civilized” behavior, the libido has to be brought under control”

· Mastery and control of the human body is fundamental for control over social and political life. 
· There are parallels between the rise of formal organization and the routinization of the human body. 

Bureaucracies and Sexuality

· Bureaucracies are anal.
· Close regulation, supervision of human activity, planning, scheduling, obedience etc… 
· A mechanistic, controlling and anal organization.
· Repressed sexuality has formed this organization. 

Flamboyant Organizations and Sexuality

· Innovative firms are loose
· More sexual
· The driving ambition behind boardroom conquests, acquistions and mergers. 
· People want attention, become aggressive and narcissistic. 
· Satisfaction is gained by being adored and by being the “alpha” male.


Organizations are shaped by the unconscious concerns of their members.


Organizations and the Patriarchal Family

Try and understand the organization as an expression of patriarchy. 

Patriarchy operates as a kind of conceptual prison, producing and reproducing organizational structures that give dominance to males and traditional male values. 

Evidence for this type of organization:

· Formal organizations tend to be built upon Western male values
· Typically dominated by males
· Males tend to dominate organizational roles
· Women tend to accept subordinate positions in order to adhere to male narcissism.
· It’s a “man’s world”

This serves as an authoritarian ideology. 

In many formal organizations one person defers to the authority of another, kind of like how a child defers to his/her parents. 
This leads to prolonged dependency of the child and may lead to people looking to others when something bad happens. 

In a patriarchal family, fortitude, courage and heroism, flavored by narcissim, self-admiration are valued qualities. 

In contrast to Matriarchal Values

· Matriarchal values emphasize:
· Love, optimism, trust, compassion and a capacity for intuition, creativity, and happiness. 
· Whilst the male dominated values create a feeling of:
· Fear and dependence on authority. 


Organizations may change along with contemporary changes in family structure and parenting relations. 

As long as we live in a patriarchal society, women will always be played out on “male” terms. 


Organization, Death, and Immortality

Humans spend most of their lives repressing death. They/we push our mortal fears deep into the recesses of their unconscious. 

We therefore try to do as much as we can during the lifetime that we have got. 

· Many of our symbolic acts and constructions happen because of our understanding of mortality. 
· We look at the world in different light. 
· We create a world that can be perceived as real, and we believe in our own existence as a result of that. 

This causes us to believe that we are bigger than we really are. We start to believe so heavily in something, that these patterns go way beyond the boundaries of our own life. 

· This causes people to go to war and confront death, so they can preserve the myth of immortality. 

The meaning of all this “FLUFF” for Organizations:

· Much of the behavior within organizations is simply a quest for immortality. 
· Organizations want to survive for generations. 
· In believing in an organization, we find meaning and permanence. 
· In doing so, we also subsconsiously try to manage and find meaning ourselves. 

Much of the knowledge through which we organize our world can be seen as protecting us from the idea that, ultimately, we understand and control very little of the world. 

Arrogance hides weakness and we don’t show our vulnerability. 

Jokes in Threatening Situations

Jokes in difficult and harsh working situations often make life easier for people. It allows people to deal and exert a certain amount of control, in an otherwise uncontrollable situation. 

	e.g. scaring someone in a dark tunnel in a mine. 

Other ideas

· Goal setting, planning and ritual activities perform similar functions to that of jokes. This allows us to reassert confidence in our future. 
· In doing something useful, we convert the flight of time into something concrete and enduring. 

ALL OF THIS STUFF WE DO IS SIMPLY AN ATTEMPT TO PRESERVE AND TIE DOWN LIFE IN THE FACE OF DEATH.

Keeps us busy…


Organization and Anxiety

Based on work by Klein.

Builds on the premise that from the beginning of life, the human child experiences unease associated with the death instinct and fear of annihilation. This fear becomes internalized.

To cope with this fear and anxiety, the child develops defense mechanisms such as:
· Splitting (figuring out what is good and bad)
· Introjection 
· Projection (anxieties are projected onto whatever the child thinks is bad)

Adult experience reproduces defenses against anxiety originally formed in early childhood, with the techniques of splitting, projection, introjection, idealization, and denial shaping the way we forge relations with the outside world. 




Example:

When a group is engaged with a task and a challenge arise, the group tends to withdraw its energies from the task in order to defend itself against the challenge. People lose sight of the task they were supposed to do in the first place. 

Stuff that may happen within a group when the ABOVE happens:

According to Bion.

Dependency:

· In some groups a dependency mode is adopted.
· A group needs some form of leadership to resolve the problem.
· The groups attention is split from the from the problem at hand and projected onto a particular individual.
· The leader is often chosen as a result of group members simply acting ‘helpless’
· The existence of the leader will excuse any inaction of the others.
· The leader will often fail to live up to the expectations and will in the end be replaced by another person. 
· This other person will then also fail, leading to further fragmentation of the group.
· Group function tends to become immobilized. 

Pairing:

· Involves a fantasy whereby members of the group believe that a messiah figure will emerge.
· The dependence on the emergence of this figure paralyzes the groups ability to take effective action. 

Fight-Flight

· The group will tend to project its fears on an enemy of some sort. 
· This enemy embodies the unconscious anxiety experienced by the group. 
· This may be a competitor, a government regulation, public attitude or a particular person. 
· Anything that appears to be “out to get us”.
· Increases group synch and leadership.
· But, tends to distort the group’s appreciation of reality and its ability to cope.
· Time and energy are devoted to fighting rather than to take a look a the problems within the situation. 
· E.g. the North American car manufacturers used fight-flight against Japanese car manufactures when they first hit shores. 

Organizational Structure also relieves anxiety.

· Certain positions tend to be the “scapegoat” positions within an organization.
· Whoever is in a particular role is held responsible for everyone else’s actions.
· E.g. the first officer on a ship. 
· This becomes the protective figure that everyone can confide in. 
· They provide a focus for unconscious anger, relieving tension in the wider organization and binding it together. 

Interorganizational Relations

· Relations between organizations and governments.
· “Regulatory Sadism”
· Regulators inflict burdensome requirements on regulatees.
· An attempt to control and punish rivals or other organizations.
· E.g. in an economic recession, many parts of an organization like to tighten up and control stuff.

Unconscious Anxiety and Political Organizations

(Harvard Business School -  Zaleznik)

· Leaders may be unable to develop close relations with colleagues because of unconscious fears that leads them to resent that person.
· This may lead them to dividing and ruling subordinates so that they are “kept in place”.
· Prevents the leader from taking any ‘real’ advice.
· This may be interpreted as rivalry
· Leads to isolation

Conclusion of Organization and Anxiety

· Splitting often takes place
· Idealize the qualities of a team and project fear, anger, resentment onto people who are not part of the team. 
· Organizations with “internal strife”
· Creates cultures that thrive on sadism.
· Deep-seated envy may lead to people blocking the success of colleagues because they fear they will be unable to match that success.
· Undermines team cooperation. 

· Unresolved anxiety will inhibit learning and prevent people from accepting criticism. People will stay defensive. 

Organization, Dolls and Teddy Bears

Theory of Transitional Phenomena

· Kleinian theory:
· Object relation theory for human development
· Soft toys, blankets etc… are “transitional objects” that define the “me” and the “not me”, in developing a relationship with the outside world. 
· An “area of illusion”
· These objects provide a bridge between the internal and the external world.
· If the Teddy is washed, then the child may feel that his/her own existence is being threatened.
· This relationship continuous throughout life, with the teddy slowly being replaced by another object.
· A valued possession, collection of letters, skills may substitute the teddy. 
· They symbolize what we stand for.
· HOWEVER, these objects may also link us and cause us to acquire a fixation, whereby our development becomes stuck and distorted. 
· This makes it difficult for us to move on and deal with change in our surroundings.
· We become overly committed to the comfort and security provided by these objects, teddy bears and skills! 

· The theory in organizations:
· Many organizational arrangements can serve as “transitional” phenomena. 
· They play a critical role in defining the nature and identity of organizations and their members in shaping attitudes that can block creativity, innovation, and change.
· E.g. a family firm may want to keep its original mission statement even if it is thoroughly outdated and no longer relevant.
· They do this reaffirm their sense of identity. 
· The fear of losing this “object” is a fear of losing your “identity”, which is difficult for a lot of people. 
· It is often pulled out of proportion 
· Leads to lots of organizations being unable to cope with the changing demands of their environment.
· It is unconscious, but it is there. 

· Change will occur spontaneously only when people are prepared to relinquish what they hold dear for the purpose of acquiring something new or if they can find ways of carrying what they hold dear in the old into the new.

· The Change Agent:
· A person (consultant, mom/dad) who helps his or her target to relinquish what they held dear so they can move on. 
· The person doing the changing must be in charge.
· The change hinges on the question of identity.
· People need to reflect, think, feel and look at whether the change they are about to take upon themselves is going to work in the long run. 
· Then they might choose to change.
· If the change agent doesn’t allow this and tries to suppress what is valued, it won’t work.


Organization, Shadow, and Archetype

CARL JUNG THEORY. IT IS VERY VAGUE AND I DON’T REALLY GET IT STILL. 

· Archetype: the most basic definition is that they are patterns that structure thought and hence give order to the world. 
· They are structures of thought and experience, perhaps embodied in the structure of the psyche or inherited experience, that lead us to mold our understanding of our world in a patterned way. 

· Two Ways People Enact Organizational Reality:
· How Jung encourages us to understand the general relations between internal and external life
· The role that archetypes play in shaping our understanding of the external world. 

· How Jung encourages us to understand the general relations between internal and external life
· Organizations have a repressed “shadow” of tensions and ego strives whereby people cry for recognition.
· We tend to repress this shadow and they end up being a reservoir for the unwanted forces but also of forces that have been repressed, lost or undervalued. 
· It’s very vague and weird. If he asks us about this in the exam, he’s really mean. 

· The role that archetypes play in shaping our understanding of the external world. 
· Archetypes are recurring themes of thought and experience that seem to have universal significance
· For example, mythology and literature are dominated by a small number of basic themes – apocalyptic, demonic, romantic, tragic, comic, and ironic. The characters, situations and actions may change, but the stories remain the same. 
· These structures give people a sense of who and where they are. 
Archetypes in Organizations

· If Jung is correct, we would expect:
· The pattern of organizational life to be created and re-created.

This Part uses the diagram on p. 233
· Jung suggests that people tend to process data about the world in terms of sense or intuition, and to make judgments, in terms of thought or feeling. 
· There are four ways of dealing with the world and shaping reality:
· ST individuals tend to be empiricists who sense and think their way through life, making judgments and interpretations on the basis of “hard facts” and logical analysis.
· SF individuals tend to pay a great deal of attention to data derived from the senses, but arrive at judgments in term of “what feels right” rather than in terms of analysis.
· IT individuals tend to work their way through life by thinking about the possibilities inherent in a situation. They tend to be guided by a combination of insight and feeling that pays more attention to values than to facts. 


The Unconscious: A Creative And Destructive Force

The previously discussed topics lead us to see how:
· Aggression, envy, anger, resentment and numerous other dimensions of our hidden life may be built into work and organization
· These hidden concerns influence whether we attempt to design work to avoid or to deal with problematic aspects of our reality and how we enact our organizational world. 

· We should understand the role of the unconscious in organizational life as a kind of “black hole”
· The “invisible” dimension of organizations that have been discussed (the unconscious) swallows and traps the rich energies of people involved in the organizing process. 
· But it is also possible to release this trapped energy to promote creative transformation and change amongst individuals and groups.
· This works well with the metaphor of a psychic prison, as a confined vision is always accompanied by a vision of freedom. 


Strengths and Limitations of the Psychic Prison Metaphor

Strengths

· It contributes to our understanding of the dynamics and challenges of organizational change. 
· Structures, rules, behaviors, beliefs, and the patterns of culture that define an organization are not just corporate phenomena. They are personal. 
· Structures and rules create boundaries that help symbolize a manager’s sense of who he or she really is. 
· In understanding the hidden dimensions, managers and change agents can open the way to modes of practice that respect and cope with organizational challenges in a new way. 

Also,

· It draws attention to the ethical dimensions of an organization.
· There is nothing neutral about the way we organize. 
· It guides us on the management of change, but also warns us that we may be walking on dangerous ethical ground. 


Also,

· It encourages us to understand the polarity involved in finding ways of better achieving integration and balance. 
· It helps form emergent, self-organizing forms. 

Furthermore

· Highlights our awareness of the relationship between the “rational” and the “irrational”, and the dangers of dismissing the significance of the irrational. 
· The irrational, kinda like the OCD Frederick Taylor, can have an inevitable effect on the organization. 

Moreover,

· It shows us we have overrationalized our understanding of the organization
· Aggression, hate, and fear, have no official status. 
· People may be pressured, emotional and not under control. 
· There is always a human side to an organization, and not everything is rational. 
· It has shown that if we don’t pay attention to the underlying preoccupations and concerns, the process of creating a “new organization” is surely going to fail. 




Limitations

· Doesn’t take into account the ideological factors that control and shape organizational life.
· People are often locked into cognitive traps because it is in the interests of certain individuals and groups to sustain one pattern of belief rather than another. 
· In the future, the psychic prison metaphor should embrace the ideological process. 

Also,

· It places too much emphasis on the role of cognitive processes in creating, sustaining, and changing organizations and society. 
· It may seem more appropriate to talk about organizations as prisons rather than psychic prisons. 
· A change in consciousness or an appreciation of the role of the unconscious may not itself be enough to effect major change in the basic structure of organization and society. 

Furthermore,

· Its limited in its promise of liberation from undesirable psychological and cognitive restraints, as it encourages utopian speculation and critique. 
· It ignores the realities of power and the force of vested interests in sustaining the status quo. 


Finally

· It raises the specter of an Orwellian world, whereby we manage each other’s minds. 
· There is a danger that many will now want to find ways of managing the unconscious as well. 
· This is impossible, because it is uncontrollable by nature. 

Chapter 8: Unfolding Logics of Change

Introduction:

The universe is in a constant state of flux, with both permanence and change affecting us. 

This chapter looks at four “logics of change”. 

1. The theory of “autopoiesis”
a. A new perspective that puts the relationship between systems and their environments in a new light. 
2. The insights of the chaos and complexity theory
a. How ordered patterns of activity can emerge from spontaneous self-organization.
3. Cybernetic ideas.
a. Change is enfolded in the strains and tensions found in circular relations. 
4. Change is the product of tensions between opposites.

Autopoiesis: Rethinking Relations With the Environment

Maturana and Verela have developed a new approach to how people/organizations are affected by systems (external or internal)

· All living systems are organizationally closed, autonomous systems of interaction that make reference only to themselves
· The idea that living systems are open to an environment is the product of an attempt to make sense of such systems from the standpoint of an external observer. 

· According to them, living systems are characterized by three principal features:
· Autonomy
· Circularity
· Self-Reference
· These lend living creatures the ability to self-create or self-renew
· They coined the term autopoiesis to refer to the capacity for self-production through a closed system. 
· The aim of systems is to produce themselves; their own organization and their own identity. 


How is it possible for living systems, such as organisms, to be autonomous, closed systems?

Because (Maturana and Varela):

· All living systems strive to maintain an identity by subordinating all changes to the maintenance of their own organization.
· This is done via a circular pattern of interaction whereby change in one element of the system is coupled with changes elsewhere, causing a continuous pattern of interaction. 
· They are like this because:
· Systems cannot enter into interactions that are not specified in the pattern of relations that define its organization. 
· A systems interaction with its “environment” is a reflection of its own organization. 
· But SYSTEMS ARE NOT FULLY ISOLATED
· Living systems close in on themselves to maintain stable patterns of relations. It is this closure or self-reference that distinguishes a “system” from a “system”. 

Where does the system begin and where does it end?

· There is no beginning and no end to the system because it is a closed loop of interaction.
· EXAMPLE:
· The Honeybee
· The bee as an organism constitutes a chain of self-referring physiological processes with their own circular organization and lives.
· The bee lives in a society of bees where relationships are also circular
· The relationship between the society of bees and the wider ecology is also circular.
· Eliminate the bees and the whole ecology will change
· The bee system is linked with the botanical system.
· A change in one system will transform all others.

IT is important that we understand how each element simultaneously combines the maintenance of itself with the maintenance of others.

· Changes do not arise as a result of external influences. 
· They are produced by variations within the overall system that modify the basic mode of organization. 


Another Example whereby an object or organization is closed, autonomous, circular, and self-referential:

· The Brain.
· The brain does not process information from an environment in memory. 
· It establishes and assigns patterns of variation and points of reference as expressions of its own mode of organization. 
· The brain organizes its environment as an extension of itself. 


Brain Reality Parodox

· The idea that the brain can make true representations of its environment presumes some external point of reference from which it is possible to judge the degree of correspondence between the representation and reality. 
· This implies that the brain must be able to see and understand the world from a point outside itself.
· This is impossible. 
· The idea therefore that the brain represents reality is questionable. 
· Maturana and Varela suggest that the brain creates images of reality as expressions or descriptions of its own organization and interacts with these images in the light of actual experience. 

Enactment As a Form of Narcissism: Organizations Interact With Projections of Themselves

Several different interpretations of their theory:

· It helps us see that organizations are always attempting to achieve a form of self-referential closure in relation to their environments, enacting their environments as extension of their own identity
· The perspective also helps us understand that many of the problems that organizations encounter in dealing with their environments are connected with the identity they try to maintain. 
· It also helps us see that explanations of the evolution, change, and development of organizations must give primary attention to the factors that shape the patterns embracing both organizations and environment. 

In Organizations

· This view enables us to view organizational acts as part of the self-referential process, through which organizations attempt to tie down and reproduce itself. 
· To help answer questions such as:
· Where do we stand?
· Is this the right business?
· What’s happening in the environment?
· Being able to ask these questions to yourself allows the ability to make representations of yourself, the organization, and the environment to orient and enable action to create or maintain a desirable identity!
· Allows the organization to see themselves within the context of their ongoing activity
· The reflect their own understanding.
· Through this process of self-reference, members can intervene in their own functioning and participate in creating new meaning whilst maintaining their own identity


Identity and Closure: Egocentrism Versus Systemic Wisdom

If one really wants to understand one’s environment, one must begin by understanding oneself. 

· Many organizations don’t know how to deal with the wider world because they don’t realize how they are a part of the environment.
· They see themselves as organizations that have to survive against the outside world
· A world of threat and opportunity

· Egocentric Organizations: Organizations that have a fixed notion of who they are and are determined to impose or sustain that identity at all costs. They often overemphasize the importance of themselves while underplaying the significance of the wider system in which they exist. 

· Many organizations end up trying to sustain unrealistic identities that ultimately destroy important elements of the contexts of which they are a part. 
· E.g.: 
· Watchmakers
· Failed to take into account the development in digital technology
· They saw themselves as “watchmakers”
· They continued to make watches without realizing that their identity was no longer relevant
· As a result, they were obliterated by the competition
· (I don’t fully endorse this, as there are plenty of watch making firms out there that DONT make digital watches.)

· Many organizations still see themselves as “separate” and also sees the environment as “separate”. This is very egocentric and individualist. 

· Egocentric organizations see survival as hinging on the preservation of their own fixed and narrowly defined identity, rather than on the evolution of a more fluid and open identity in the system to which they belong.

· Part of the problem lies in the fact that many organizations find it difficult to let go of their own identity and strategy
· Their identity may give them short-term success, but it often leads to a dead end. 
· In the long run, survival can only involve the environment or context in which one is operating. 


· The theory of autopoiesis is there to help us understand how organizations change and transform themselves along with their environments. 
· To develop approaches that can foster open-ended evolution.
· Reflecting on your identity may help sustain it.
· Learning to see “themselves” and the way they enact their relations with the broader "environment” can create new potentials for transformation. 

Shifting “Attractors”: The Logic of Chaos and Complexity

Managing in the Midst of Complexity

Five key ideas for guiding the management of change:

1. Rethink what we mean by organization, especially the nature of hierarchy and control
2. Learn the art of managing and changing contexts
3. Learn how to use small changes to create large effects
4. Live with continuous transformation and emergent order as a natural state of affairs
5. Be open to new metaphors that can facilitate processes of self-organization

Rethinking Organization

· New order emerges in any complex system that, because of internal and external fluctuations, is pushed into “edge of chaos” situations. 
· The message of chaos and complexity theory is that some kind of ordering is always likely to be a feature of a complex system, but structure and hierarchy have no fixed form, and can therefore not be predetermined modes of control.
· In an organization, patterns of people within a hierarchal situation change constantly. The pattern evolves and finds its own form.
· They are temporary outcomes. Snapshot points in self-organization
· Managers need to allow this process to occur, and flow with the change, rather than pre-design it and control it in a traditional way. 


The art of managing and changing “context”:

· The fundamental role of managers is to shape and create “contexts” in which appropriate forms of self-organization can occur.
· Managers need to help shape emergent processes of self-organization, while avoiding the trap of imposing too much control. 

· A manager acting on the insights of chaos and complexity theory cannot be in control of the change. 
· The manager only helps to create the conditions for which the new context can emerge. 

· The art of creating new contexts helps:
· Organizations transform themselves
· Power is established in its old context, and because of this they try to do new stuff in old ways, which doesn’t work. 
· To shift the balance of old “resistance” and changes it on allowing new emergent “attractors” to take their place. 

· Introduce new understandings
· Expose the system to new information about itself or its environment.
· The system can begin to challenge and change its operating norms, paradigms, and assumptions. 
· To free itself from its cognitive trap

· Introduce new actions
· Experiments, prototypes, changes in rewards, changes in personnel, fiscal crisis, staff layoffs, and other actions can embody powerful messages that can catalyze change in the context as the system adjusts itself.

Using small changes to create large effects:

Small but critical changes at critical times can trigger major transforming effects.
· E.g. the “butterfly effect”

Any person wishing to change the context in which he or she is operating should search for “doable” initiatives that can trigger a transition from one attractor to another.

· Chaos theory gives clear indications of where you should look for these “initiatives”
· E.g. if people are opposed to a new idea, a successful manager must create a context whereby he/she can convince the status quo otherwise
· Getting a successful prototype, key opinion leaders for support, the people may be convinced and this can change the whole organization. 
· Simply focus on HIGH LEVERAGE initiatives within YOUR sphere of influence, and you will have the capacity to shift the context, potential and add major change to an organization!
· Small changes may catalyze a major change.
· E.g. a new, successful prototype may be crucial to a change in society.
· Small changes can also create a critical mass effect. Though small and insignificant themselves, changes together can build an overwhelming force.

Living with emergence as a natural state of affairs

At best, managers can only be content and nudge and push a system in a certain direction. They can’t control or design it.

· They can use the principles of “holographic self-organization” (chapter 4) to focus on limits and minimum specs in order to create a succesfull space for an organization. 
· Managers may also look at the world as a learning opportunity
· A manager also needs to build boundaries. 
· Enforcing them when a prototype is still in its early stages (otherwise it will get bashed by everyone, and it will never get off the ground) and letting them go when the product is ready. 


Being open to new metaphors that can facilitate self-organization

· We always need to find new metaphors that can help us conceptualize the task. 
· We look at it in terms of natural terms, such as beehives or colonies. 
· They provide and illustrate the nature of self-organizing systems


Loops, Not Lines: The Logic of Mutual Causality

The theories of autopoiesis, chaos and complexity encourage us to understand how change unfolds through circular patterns of interaction, and how organizations evolve or disappear along with changes in the environment. 

· This causes managers to think more systematically about this context and the evolving patterns of organizations. 
· This requires us to think about patterns and change in terms of loops rather than lines. 
· If A causes B, the theory of loops and mutual causality indicate that they belong to the same set of circular relations. 

System of Positive Loops

· Processes characterized by positive feedback, where more leads to more and less leads to less, are important in accounting for escalating patterns of change. 
· They explain why systems gain or preserve a given form and how this is transformed over time. 
· E.g. A farmer finds a perfect piece of ground to start farming. 
· This results in more farmers wanting to farm here too
· A farmers market is started
· A village forms
· This encourages industry
· Industry encourages a city to form
· Etc…
· A continuous positive feedback loop that indicates “process” and “progress”. 
· The positive feedback causes changes that are quite out of proportion from the initial “kick”


· The effects of this on Organizations
· For example, the pattern and loops of relations that create and sustain inflation
· Or, Industry and energy companies are also tied into loops. 
· Or Mad Cow Disease
· Mad cow disease starts
· People are told the disease is not dangerous
· Disease does end up dangerous
· Media is all over it
· People are scared by possible forecasts of mortality rates
· Government still believes (backed up by scientific communities) the beef is safe
· Public remained unconvinced
· Beef sales plummeted
· AN embargo was placed on British Beef
· No in or exports
· The British beef market collapsed
· The Government had to comply, and ordered the killing of the cattle to save the beef industry

· The positive feedback loop ran completely out of control. 

Analyzing these Loops

· You have to detect a distinct system of archetypes that help create strategies in systems management,

· Delayed Feedback and Response: People responded too little too late in the mad cow example
· If a faster response would’ve occurred, it could have saved the lives of the cows and the people
· In other situations, a delayed response may have helped the situation. 

· Hit constraints: High production levels may hit manufacturing or resource constraints; causing production levels and team spirit to decline. 

· Escalating Positive Feedback Loops: May drive the system into a destructive state. 
· Competitive team members outperform each other, hurting each others success. 
· May need to create new loops to help create a win-win situation. 

· Tragedy of the Commons: 
· Whereby individuals feed off a common resource without regard for the well-being of the whole system
· Where the resource ends up being completely destroyed. 
· E.g. animals grazing a field to destruction
· The fishing industry
· The logging and rainforest industry
· Solutions involve thinking about system dynamics and sustainability.

We have to watch out for these vicious circles

Contradiction and Crisis: The Logic of Dialectical Change

Here we move from the study of “loops” to the study of “opposites”

· Good/Bad
· Day/Night
· Hot/Cold
· Etc…

The Ying/Yang Example, Of the Toaist philosophy 


Dialectical Analysis: How Opposing Forces Drive Change

Marxian Method: The interplay of opposites fuels social change and that societies have a tendency to transform and destroy themselves because of inner contradictions that cannot be contained. 

· Westerns Society is in this situation

Three Principles of Dialectical Change


1. The Mutual Struggle, or unity of opposites
a. Phenomena change themselves as a result of tension with their opposite. 
b. There will always be resistance of another
2. The negation of the negation
a. Each negation rejects its previous form, but retains some of that form as well. There may be an act of control, and we counter it, and this causes another act of control to form, which has some aspects of the previous one (and so on… and so on…)
3. The transformation of quantity into quality
a. There may be control and countercontrol until control is no longer possible (e.g. the rope snaps when it carries too much weight, and there is no longer a rope)


Then there is also the fight between the sellers and the customers. This is the opposition in “capital”

· Profits are reduced through increased competition
· This leads to constant innovation and searches for new customers

This whole part of the chapter discusess how bad capitalism is. It’s full of bullcrap. Please read it yourself (its around p. 279). 	


The Dialectics of Management

Managing Paradox: Successful management of change requires skill in dealing with contradictory tensions in organizations. 

· This isn’t easy.
· Potential new future ideas and “new attractor patterns” always creates opposites, and problems with the status quo. People don’t like change, and they always look at the conflict and opposite of the idea.
· You can either collaborate or compete
· You can either be flexible or you can respect the rules
· We can reduce staff, or improve teamwork 
· Etc…


1. The First successful step to managing such a paradox is to:
a. Recognize that both dimensions of the contradictions that accompany change have merit
i. Don’t build your ideas around one sided ideas
ii. Incorporate both ideas, or more
iii. Manage with as little resistance as possible
iv. Take all things into account
v. Empower AND control staff
1. Don’t simply empower them
vi. Integrate competing elements so that there is nothing left to compete about anymore

2. Find ways of creating contexts that can mobilize and retain desirable qualities on both sides, while minimizing the negative dimensions
a. Keep things positive
b. Find small changes that can have big effects
c. Are people feeling left out?
i. Put them in new teams for a prototype where they get the roles they require while also being able to keep an extra eye of control over them

Innovation as “creative destruction”

· New innovations tend to displace old innovations. 
· In turn, they define the frontier for the next phase of innovation
· This sets a basis for new problems
· Leads to new solutions
· Etc…

!Innovations CREATE the basis for their own downfall!



Whenever an organization succeeds in creating a breakthrough, this begins to define the frontier for new competition

· Apple Computer
· Awesome when it came out, and it became an immediate target for competitors as well as for themselves


All organizations need to realize how their successes are going to become weaknesses. To retain their competitive advantage, they must be prepared to innovate in ways that will undermine their current success. 


This is “negation of the negation”

· It’s a powerful drive for constant innovation
· It helps avert a companies downfall, in allowing constant innovation


Nonetheless, it CAN lead to a destructive spiral

· Destructive potentials can get overemphasized.
· Evolution involves destruction
· It is a consequence, and not the aim, but it can damage the organization or other organizations

Strengths and Limitations of the Flux and Transformation Metaphor

· They seek to explain the nature and source of change so that we can understand its logic.
· If there is an inner logic to the changes that shape our world, it may be possible to understand and manage change at a new and higher level.


Autopoiesis:

· Suggests that the way we see and manage change is ultimately a product of how we see and think about ourselves, hence how we enact relationships with the environment. Much of the turbulence of the social world is a product of this enactment process. 

· Relationships between the environment and organizations are very egocentric. There is a poor appreciation of how they are part of the same pattern. 

· Organizations, because of their ability to self-reflect, have opportunities to enact new, more systematic identities, that open the way to more systematic patterns of evolution.

· Survival can only be survival with the environment, not against the environment. 

· Organizations have to appreciate that they are always more than themselves. 



· Organizations and their relationships with the “environment” are part of an “attractor pattern”. 

· Key organizing rules –embedded in culture, mind-sets, beliefs- hold organizational-environment relations in a certain configuration. 

· When pushed into the “edge of chaos” these situations can flip into new forms. 



Mutual Causality


· Encourages us t o understand these “attractor patterns” and the processes of change in terms of the positive and negative feedback loops that define complete fields of relations. 



Paradoxes and Tensions

· Happens whenever elements of a system try to push in a particular direction. 
· The whole idea is that change is an emergent phenomenon that offers a powerful mind-set for managing change. 
· We can change stuff but we can never be in “control”
· We have to cope with this paradox
· Eve though we cannot exert unilateral power or control over any complex system, we can act through the power and control that we actually do have. 

The strength of this idea is also a major weakness

· The whole history of organization and management theory is based on the idea that it is possible to organize, predict and control. The insights of this chapter suggest that given the reality of complex systems this is not possible. 
· All perspectives on change explored suggest that change is rule-bound. 
· There is order in chaos




Chapter 9
Organization as domination
The “ugly face” of organizational life: organizations often have a large negative impact on our world.
Organizations are often used as instruments of domination that further the interests of elites at the expense of others, there is an element of domination in all organisations.
Asymmetrical power relations result in the majority working in the interests of a few.
Weber was interested in patterns of formal authority in which ruler see themselves as having the right to rule, and those subject to this rule see it as their duty to obey. 
Charismatic domination personal qualities
Traditional domination tradition and past, inherited status, monarchy, family succession
Rational-legal domination laws, rules, regulations, procedures
The three types of domination are rarely found in their pure form. 
Weber saw bureaucracy  as a power instrument that is practically unshatterable.
How organisations use and exploit their employees
Organizations class and control
The industrial revolution lead to the development of factory production which transformed the structure of the workforce and intensified the growth of urban areas.
Slavery remained important in agriculture in the 19th century. 
In manufacturing due to capitalist production systems of wage labour replaced cottage industry and small businesses because it was difficult to find alternative sources of livelihood growth of capitalist organisations was accompanied with a decline of self employed people and a rise in number of wage and salary earners.
Factory system relied on profit emphasis on efficiency of labour time and control over process production
Establishment of wage system implications for organisation of labour process and institutionalised class divisions in workplace
Labour market segmented into 2 categories:
1. Primary labour market career type jobs, skill, detailed knowledge, corporation-specific nature. Members regarded as corporate assets and human capital, however due to outsourcing these days have limited contracts. This labour market increases predictability of internal operations.
2. Secondary labour market lower skilled, low paid workers who are easily replaced. Little capital investment required  (training + education), workers are hired and fired easily buffer for good/bad times.  People employed on subcontracting basis. This labour market facilitates ability to adapt.
The business cycle has the harshest effects on poorer sections of society (guest workers, immigrants are overrepresented in secondary labour market)
In creating and reinforcing the market system for labour, organizations continue to favour and reinforce a power structure that encourages people with certain attributes while disadvantaging others.
Work hazards, occupational disease, and industrial accidents
In his book Karl Marx gives detailed attention how many employers of his day were working their employees to death in horrific conditions.
Although working conditions of the majority of organisations are much better these days,  many basic problems remain. 
In America every year work related accidents and illnesses cost +/- 56,000 lives.
Occupational illness and disease are more difficult to tie down than accidents  because links are harder to document. However estimates suggest 100.000 people die a year of occupational disease.
Cost usually wins over safety in corporate decisions  maintenance/ no safety equipment is cheaper/built into structure of plant
Work hazards pervasive problem. Industry create/uses +/- 25,000 toxic chemicals with unknown long term effects. 
Employers are often reluctant to admit to hazards, even when there is evidence and early warning signs (asbestos)  organisational cover up of ill effects
Corporations in the third world 50 years behind on standard practice
Since passing the Occupational Safety and Health Act in the U.S.A (and similar measures elsewhere) the situation has improved. However it is still cheaper to accident compensation than to eliminate accidents or diseases, penalties on firms that continue to operate high risk plants are not stiff enough to close them down. Also issues of liability and threat of class-action make organisations adopt a defensive posture. 
Legislation often requires the appointment of safety officers in high risk organisation paid by organisation, so end up performing a role designed to make their employer look good to government inspectors.
Organisations work hard to look good in official records reducing number/severity of potential hazards through various kinds of window dressing influence the way accidents or  hazards are classified/ reduce number of days lost to injury by encouraging worker to do easy assignments.
Work hazards, occupational disease, and industrial accidents mainly secondary labour market
Workaholism and social and mental stress
Mainly affects workers in Primary labour market. Stress can lead to coronary disease the “management killer”. 
High stress also correlates with increasing physical violence in workplace. Homocide ranks as second leading cause of workplace death overall and first for woman.
The hypercompetition in the global economic environment with a constant drive toward continuous improvement and creative destruction is reflected in hyper-stress in the workplace.
Flattening of organisations and resource reductions no more cushion to moderate organisational pressures
Information technology expectation of instantaneous action and surveillance
Executives/newcomers may demonstrate complete identification workaholic work addiction
Organisational politics and the radicalised organisation
Disadvantaged group of people (especially secondary labour market) to see what gains and benefits can be extracted from employer labour unions organisations become divided worlds reflecting and entrenching class divisions found in society, when these divisions become sharp create “radicalised organisations” (mining, heavy manufacturing industries)
Sharp contrast between blue and white collar workers. 
These days however white-collar bureaucracies have become radicalised through strikes, lockouts, and battles over job security.
The shift to automated manufacturing and relocation of operations to cheap third world countries has undermined power of western trade unions.
Lower demand for labour and increasing structural unemployment opened way for management to dictate terms of labour-management  negotiations and to obtain a reversal in basic conditions of employment.
New brutalism the ruthless drive for efficiency and bottom line profits at the expense of human concerns  is shifting capitalism back into 19th and 20th centuries
Multinationals and the world economy
The operations of the world economy is dominated by the activities of multinationals and transnationals account for 70% of world trade.
Postcapitalist society the locis of accumulating capital still drives the system, but with rewards accruing to a new detached group of owners.
Triad multinationals with headquarters in U.S.S, Europe and Japan

Multinationals as world powers
Multinationals are often not accountable to anyone but themselves. Activities of many multinationals are highly centralised, foreign subsidiaries are tightly controlled through policies, rules and regulations set by the headquarters central concerns will override local ones
The “visible hand” of management has replaced the invisible hand” of competitive market economies.
Multinationals also have cultural and political power (Disney’s alliance with McDonalds) crate global force that has massive socialising impact on youth throughout the world
Triad power a simultaneous penetration and presence in Japan, Europe and USA introduce differentiated goods that tap regional markets to an optimum degree. This calls for joint ventures.
Hunting ground agreements establish exclusive territories that competitors will avoid or content themselves with existing market shares dominant firm has no competition and local firms are left outside cartel.
Agreements in relation to the exchange of technology and patent rights have also reduced competition
Big corporations often use their immense lobbying power to shape the political agenda, and create political outcomes favourable to themselves but they have no political accountability. 
Multinationals: a record of exploitation?
the policies that serve the interests of a multinational firm may not be in the best interest of the community or nation in which the firm is located.
If a multinational decides to replace it’s organisations to a cheaper country the place it leaves behind is also affected (people out of jobs)
Communities and nations often find themselves wishing to attract multinationals but at the same time fearing the consequences. The more a host country attempts to control the practices of multinationals, the less attractive their investment in that country becomes end up in dominance and dependency relationship or as rival power blocks.
For multinationals in third world countries there are 3 points of concern
1. The effect on economies of host nations is exploitative. Traditionally the extraction of raw materials and foodstuffs, now manufacturing. 3rd world countries are becoming more dependant. In relation to agriculture producing for export to the west has made local populations completely dependent on foreign employers and foreign markets.  The way the populations of 3rd world countries has become dependent  on wage labour as a source of livelihood parallels what  occurred in the industrial revolution.
2. They exploit local populations, using them as wage slaves, often to substitute  for unionized western labour. People work under horrible conditions (especially woman and children). 
3. While multinationals claim to be taking capital and technology to underdeveloped countries, they do in fact extract a net of outflow of capital to ensure that they always retain control of the technology they introduce. Often aid (world bank etc) is tied in ways that promote links with multinational enterprises, and in the long run contribute to the net outflow of capital. 
4. Similar criticisms apply to the export of technology (valuable expertise). Only bring what they want and ensure they retain control, technology not appropriate to local conditions, no longer cutting edge, make 3rd world dependant on western supplier of spare parts.
5. They disguise excess profits to avoid paying appropriate taxes in their host nations through creative “transfer pricing”.
6. Multinationals drive unduly hard bargains with their host nations and communities, often playing one group or country against another to achieve exceptional concessions. 
For all these reasons critics of multinationals  tend to stress that these organisations can create economic, political and social havoc.  They also place heavy measures of blame on the ruling classes within the countries for participating in the domination and exploitation of their nations human and material resources.     



Chapter 10
The challenge of metaphor
The main invitation and challenge of this book: to recognise and cope with the that all theories of organisation and management are based on implicit images or metaphors that persuade us to see, understand, and imagine situations in partial ways. 
Metaphors create ways of seeing and shaping organisational life
Different metaphors have the capacity to tap different dimensions of a situation, showing how different qualities can coexist. 
Seeing thinking and acting in new ways
Metaphors extend horizons of insight and create new possibilities. The images of organisation explored in this book offer a range of competing  insights that encourage us to see the world of organisation and management from a variety of perspectives. Insights of different metaphors can contribute to a rich understanding of the situations with which we are trying to deal, suggesting the their own favoured methods of tackling the issues at hand.  As we gain comfort in using the implications of different metaphors in this way, we quickly learn that the insights of one metaphor can often help us overcome the limitations of another

Chapter 11 Reading and Reshaping Organizational Life

Case Study in brief: Multicom

Walsh, Bridges decide to leave their old firm to create their own firm with the idea that they knew what public relations firm could and should be. Along with Beaumont and Rossi (junior partners), they create Multicom. The first few years the firm grows and is highly successful, thriving on the creative chaos created from the encouragement of Walsh and Bridges for staff to become good “all rounders”, able to do most aspects of every job. By year four, Walsh and Bridges, looking to be able to work less and spend time with their family, wished to reorganize the firm so that they can maintain control while out of the office through the implementation of more formalized procedures and clearer job descriptions. They did so, without full agreement of Beaumont and Rossi, and staff were mixed in their reception. Not too long after Beaumont and Rossi left, along with staff who enjoyed the old way of working, and set up Media 2000, employing the old fun and chaotic working style of Multicom. While Multicom stayed in the business they were never able to regain their reputation as a leading-edge agency, this was now Media 2000.

· There are many different ways to interpret what happened and all have a measure of validity. Hence the need to stay open minded and conduct a diagnostic reading as well as a critical evaluation in trying to understand the situation
· A Diagnostic reading helps to gain a comprehensive understanding, and a critical evaluation provides key insights. The key to a good diagnostic reading is the ability to stay open minded, and recognize that there are multiple interpretations which all can help lead to a broader range of insight and action opportunities.
· A good diagnostic reading also seeks to generate a comprehensive range of insights that allows us to discern the unfolding tendencies and character of a situation: - What is happening at Multicom, and in the emergence of MEDIA 2000?
· What understandings or lessons can we take away from the experience?
· How can we use the knowledge gained? - * The answers to these questions depends on the point of view and set of interests that we bring to the task of understanding in the first place
· The critical evaluation can be described as a kind of storyline that can advance our ends - whereas the diagnostic phase generate a range of insights that can open avenues for creative interpretation, the “storyline” seeks to bring them together in a meaningful way. As we “read” through various metaphors, we find ourselves being pulled in the direction of one or the other. Certain aspects will be regarded as more meaningful than others, and it is those that we will investigate further. In doing so, we may choose to perform a contingency analysis (see chapter 3- exhibit 3.6) and in doing so map the relationships between internal and external characteristics. Through the creation of a storyline, a plan of action is formed.
· Critical evaluation also relies on the ability to stay open minded. In doing so we will be better able to “read” the situation and so connect with the truly significant dimensions of a situation. It is not meant to generalize problems, but to produce insights and actions that were not there before
Chapter 12 Postscript

Four remaining points of general relevance when trying to understand this book: 

1. Because the world is every changing as far as theories and practices of organization, we need to understand the assumptions and theories, as well as strengths and limitations that guide these theories so that in practice we are able to use and change them to best suite our goals.

2. Managers at all levels need to be comfortable dealing with the different insights and implications of diverse perspectives. Remember the “law of requisite variety” (chapters 3 &4), which states that the adaptive capacity of any system depends on its ability to embrace the complexity of the environment being faced. Managers need to be open to the insights and different metaphors, and in doing so are better able to handle challenges.

3. It is important to be able to “read” and understand the complexity of organizational life. We need to be active observers, and realize that we shape the interpretations and so the way that events unfold.

4. Organization is a creative process of imaginization. It is always possible to imaginize in new ways, and knowing this we stand open for multiple possibilities and an ability to face challenges.
















Summary  Foote & Tang

Introduction
This study investigates the extent to which team commitment moderates the relationship between job satisfaction and organizational citizenship behavior (OCB) among members of self-directed teams in an organization.  Organizational citizenship behavior “represents individual behavior that is discretionary, not directly or explicitly recognized by the formal reward system, and in the aggregate promotes the efﬁcient and effective functioning of the organization”. These behaviors “lubricate the social machinery of the organization”, “provide the ﬂexibility needed to work through many unforeseen contingencies”, and help employees in an organization “cope with the otherwise awesome condition of interdependence on each other” .
Many researchers examine ﬁve categories of contextual performance: volunteering for activities beyond a person’s formal job expectations; persistence of enthusiasm; assistance to others; following rules and procedures; and openly espousing and defending organization objectives as related to personality variables, motivational basis, organizational support), social exchange, job satisfaction, and social capital. Concurrently, the use of work teams has evolved over time as a popular strategy for improving employee productivity and efﬁciency, as well as for enhancing product quality in the USA and around the world.
Theory and hypotheses
Due to the reciprocal relationship between job satisfaction and OCB, it is unlikely that researchers will be able to conclusively determine the direction of causality between job satisfaction and OCB in the near future. Directional causality remains uncertain, but ample evidence indicates that such a relationship does exist, and we can at least conclude that job satisfaction is likely to be highest in organizations where OCB is prevalent. 
H1. Job satisfaction of self-directed team members will be signiﬁcantly related to organizational citizenship behavior.
we believe that self-directed teams, in which members work closely together on an ongoing basis, thereby developing meaningful and positive interrelationships, offer a commitment target that is more salient to employees than is the global organization. Consequently, commitment should be higher among team members, as should the number of organizational citizenship behaviors being demonstrated.
H2. Team commitment in self-directed teams will be positively related to organizational citizenship behavior.
Social capital in organizations derives from social relations, a dimension of social structure in which favors and gifts are exchanged among organizational members. We argue that inherent in the social capital accruing from greater functional participation and stronger relationships is an increased propensity to engage in organizational citizenship behaviours
H3. The positive relationship between job satisfaction and OCB in self-directed teams will be moderated by team commitment, such that the relationship will be stronger when team commitment is high.
Methods
Survey questionnaires were administered to full-time employees of three geographically diverse (urban Pennsylvania, rural Kentucky, and coastal Mississippi) manufacturing plants of an international organization that produces activated carbon ﬁltration products. A ﬁeld experiment was conducted among the three facilities: a coastal Mississippi plant had been using self-directed teams for several years and two urban plants in which the implementation of self-directed teams was relatively recent.
Discussion
Results suggest that team commitment does moderate the relationship between job satisfaction and organizational citizenship behavior for members of self-directed work teams
We ﬁrst hypothesized a signiﬁcant relationship between job satisfaction and organizational citizenship behavior, based on theory and extant literature that supports such a relationship. The relationship was shown to be signiﬁcant, and H1 was supported
Our second hypothesis predicted that team commitment would be positively related to organizational citizenship behavior, based on earlier studies suggesting that team members are more likely to develop strong personal relationships than are non-team members, which may then lead those team members to engage in more socially supportive activities. H2 was also supported.
The primary hypothesis of this study, H3, predicted that the relationship between job satisfaction and organizational citizenship behavior would be moderated by team commitment, such that the relationship would be stronger when team commitment was high. Figure 2 shows that for employees with high team commitment, job satisfaction was signiﬁcantly and positively related to OCB. That is, employees with higher job satisfaction who also have a high level of team commitment will display higher levels


¢ '.;"imy.fmk:?‘.:'pm.m,mmwmmmmm,‘mm




