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Introduction

In this free course, Management: perspective and practice, you will be studying different ways to think about understanding organisations and approaches to managing the people who work within them. 
The theories and models in this course look at the organisational context (the ‘organisation’, the ‘context’ and the ‘wider environment’ of) and helps you to begin to answer the question: 

How does my organisation context and environment affect my management practice?

This course is comprised of:

· Exploring ideas, Understanding organisations and Organisational culture
· discussing ways that organisational theorists have characterised organisational structures and cultures, and the impact of different national cultures on organisational practice and ways in which managers might make sense of these 

· a short pre-reading activity asking you to think about a problem/opportunity situation in your own context, to see how these theories and models are both relevant and irrelevant to your own management practice. 

· Creative problem solving
· developing your skills in creative problem solving by learning some techniques based on systems theory

· learning how to use case studies and their analysis to better understand and apply the ideas you are studying.

· Making connections
· thinking more closely about your organisation’s culture and how you can use metaphors to better understand the way organisations work. 

Start of Box
Enrol to get a record of achievement

By enrolling on this course and setting up a free Open University account you can track your progress in My OpenLearn. When you’ve finished you can print off the free activity record to demonstrate your learning. 
End of Box
This course is an adapted extract of the course B716 Management: perspective and practice (MBA Stage 1). 

Learning outcomes

After studying this course, you should be able to:
· appreciate how organisational structure and culture contribute to management control in organisations

· think about how to analyse an organisation in this respect

· understand an organisation’s characteristics and how they might impact on management practices.

1 Exploring ideas

Sections 2 and 3 will help you to make sense of the effects of organisational structure and culture and of the impact of national culture on the way people manage and are managed. They are prefaced by sets of questions that pull together some of the major themes from the readings and points to consider. These questions may be helpful in developing your critical and analytical skills regarding the use of theory in relation to your practice. 
If you think for a moment about your experiences of management, you could find instances where your organisation’s size, structure, culture, sector, environment or national/international context was very much a factor in how you responded to management issues. 

In this section, you will learn some additional ways that theorists have approached the study of organisations, using metaphors that seem to get to the heart of the problem. In fact, later in this course, we’ll ask you to think about a metaphor for your own organisation. 

To reflect on how potential organisational/people issues affect organisations, click on the outer edges of the onion diagram displayed below in order to learn more about context, culture and environment. 

Start of Media Content
Interactive content is not available in this format.

Figure 1 Onion diagram

View description - Figure 1 Onion diagram
End of Media Content
1.1 Your organisational problem or opportunity

Consider an issue related to how people work or are managed in your organisation. This problem/opportunity need not be related to one you are facing currently. 
The following task should be done briefly. However, it will give you a chance to do some more thinking about some of the organisational and people-related issues. 

Start of Activity
Activity 1 Brief thoughts about your problem or opportunity in relation to organisational and management issues

Start of Question
Write a brief description of a problem/opportunity situation outlining the following:

· what the problem/opportunity situation is and its main characteristics

· the main causes and how people are involved

· the effects of the situation on the work of your organisation and how you do your work

· the effects of the organisation on the issue.

There is no feedback for this activity.
End of Question
Provide your answer... 

End of Activity
1.2 The organisational context

Managers employ staff to achieve a set of objectives, but how do we ensure these objectives are pursued? It is the role of managers to establish the conditions, structures and processes required to ensure their employees’ efforts are directed towards the achievement of objectives, at all levels and in all departments. 
There is a wide range of options available that managers might choose from in seeking to ensure that work is coordinated and directed towards the appropriate aims. These range from the policy of selecting and employing the most appropriate kinds of individuals and then giving them autonomy and trusting them to deliver, through to command and control systems that remove all worker autonomy and specify all tasks and actions, continuously monitoring compliance and performance. Most of us work in organisations that lie somewhere between these extremes. 

At the beginning of the 20th century Henry Ford transformed manufacturing by reorganising work. His methods, which have become known as Fordism,removed virtually all autonomy from the workers on the production lines. Henry Ford and his colleagues devised not only a system of flowline mass productionthat revolutionised productivity, but also a system of command and control that revolutionised work and its management. 

Start of Activity
Activity 2 The Fordist approach

Start of Question
Using the embedded video or link below, watch the following clip to get a sense of one extreme end of the control paradigm. 

As you watch, ask yourself the question:

· Is Fordism merely of historical interest, or does it have relevance and even parallels today?

If you are reading this course as an ebook, you can access this video here: Ford and Taylor Scientific Management (Edited) (YouTube, 2010)
Start of Dialogue
Transcript of Fordism Video

Narrator

In 1908, one man’s vision would change manufacturing and create a new market. Henry Ford set out to make the simplest car ever: a car for rural America, a 20th century equivalent of the horse and buggy. To produce the Model T cheaply, Ford knew he had to change the way cars were built. That meant changing the way his workers worked. 

As he reorganised his factory to turn out Model Ts, he was influenced by the efficiency expert, Frederick Taylor. Taylor complained that, ‘hardly a workman can be found who doesn’t devote his time to studying just how slowly he can work’. And then he devoted his life to speeding them up. 

When Taylor was brought in, he first timed the workers with stopwatches and noted their every movement. In a famous experiment at an ironworks, he reorganised a worker named Schmidt. Previously, Schmidt had hand-carried 12 tons of pig iron a day up from a wagon. After Taylor rearranged things, the tolerant Mr Schmidt found himself carrying 47 tons, and production had been raised 300 per cent. 

Called into an office, Taylor helped the world’s fastest typist type even faster. The new world record of 150 words a minute was achieved by Margaret Owen, and Taylor claimed much of the credit. 

At Ford’s factory, Taylorism meant dividing automobile production into simple, repetitive steps. There would be no need for skilled craftsman with years of apprenticeship. Men could learn to do any job quickly. A trained wheel-right no longer made each wheel in its entirety. Wheel-making was broken down into almost 100 steps, done by different men at different machines. It was much faster, but workers could still complete only 200 cars a day, so in 1913, Ford introduced his most revolutionary change yet. 

Ford film narrator

In those days, each car was built from the frame up on stationary, wooden horses.

Narrator

The Ford Motor Company filmed a re-enactment of how Henry Ford first tried out his new idea.

Ford film narrator

Henry Ford watched them for a while, then he had an inspiration. Instead of moving the men past the cars, why not move the cars past the men? So on one hot August morning, they tried it that way. A husky young fella put a rope over his shoulder, and Henry Ford called, ‘Let’s go’. And at that very moment, as the workmen began to fasten the parts onto the slowly moving car, the assembly line was born. 

Narrator

Soon assembly lines were up and running in Ford’s factory. The lines became the key to mass production, a system that would remain virtually unchanged for most of the century. A network of tiny conveyors was used to deliver parts to an exact point on the line. The workers became an integral part of a great machine and management set the pace without discussion or negotiation, for unions were forbidden. 

The men faced new pressure as the final assembly line beat out the rhythm for the whole factory. There was no way that they could stop or slow it down. Few stood the pace and din for long. Men tried it for a few weeks, then quit. But Ford had an answer. The company was making record profits. The time taken to build each car had dropped to 1½ hours, so he could afford to raise pay. When he announced he was doubling wages to the unheard level of $5 a day, the factory was besieged with applicants. 

Other car makers adopted the Ford method. Ford’s recipe: mass production, low costs, high wages, was creating not only cheap cars but well paid workers. Above all, it was the constant supply of new men arriving in Detroit that made it possible. 

The company set the terms. If they worked fast and obeyed orders, they got the wages. It was a game for which Ford made the rules simple but strict – high pay for hard work. 

Former Ford worker (unnamed in YouTube clip)

Well, what Mr Ford wanted from his workers was a good day’s work on the shift. Go home, eat and go to bed, and you would save your strength and get up and give him a good day the next day. That was, that just pops in my mind, and it is the truth. 

Narrator

Ford’s private security force, the Plant Protection Service, kept discipline. Anyone who recruited for the unions was fired. Company spies kept a lookout for those considered to be troublemakers. Workers on the ‘rouge lines’ had never had job security. Now those lucky enough still to have jobs became increasingly powerless. 

David Moore, Ford foundry worker, 1932

You couldn’t even talk to guys on the job. Not to let the foreman see you, there’d be whispering going on and whatnot. My friend of mine was fired three times, a guy by the name of John Gallo, for smiling. If you went to the bathroom, you had to get permission from your supervisor. And if you was in there for three or four minutes, you would have one of the Service guys, if you had to use the bathroom to relieve your bowels, he would come up and put his foot where you flush, and he would say ‘Stand up!’ And if when you stand up there was wasn’t something in that toilet, out you go! 

End of Dialogue
End of Question
Provide your answer... 

View feedback - Activity 2 The Fordist approach
End of Activity
2 Understanding organisations

In this section you are going to be introduced to studying organisational context and organisational culture. We start with organisational context, exploring the make up of organisations and how organisations have tried to set themselves up through dividing work into specific tasks and allocating roles and functions to enable the achievement of organisational goals. The constant search to find the right organisational arrangement has been an active area of study for organisation and management research. The section on organisational culture will try to encapsulate what an organisation is ‘really like’ through the examination of various frameworks and concepts. This should help you to understand your own and other organisations and also begin to see why organisational culture has become an exciting area of interest for managers. 
2.1 Organisational context

No one can avoid experiencing organisations. From the moment we are born and until we die our lives are governed and constrained by organisations, and almost everyone works in an organisation at some point, albeit some are very small and some very large. However, even if you operate a single person small business, you will still be part of a larger organisational network of suppliers and customers. 
Although we have this all-pervading organisational experience, not very many people think deeply about how the organisational environment of work shapes and constrains the issues managers have to address. The metaphors we adopt in thinking about organisations shape the way we conceptualise the whole managerial endeavour. The dominant metaphor for organisations is of the organisation as a machine. This is a very powerful metaphor that we will explore in this chapter. This metaphor defines the central problem facing managers in organisations as one of control: controlling relationships with the external environments, such as markets or political policies, to ensure that the organisation achieves profits, or internally, ensuring that the people employed work to achieve the organisation’s mission. 

You will discover as you explore the material in the first section that controlling the way the organisation works is not an easily achieved objective. Indeed, the problem of how to get workers to do what managers require is one that has vexed both academics and practitioners ever since the Industrial Revolution in the eighteenth century created factories that separated home from work. It is a problem that still concerns managers today as we talk of performance management and focus on outcomes and rewarding achievement. 

Start of Figure
[image: image2.jpg]



Figure 2 Domestic working
View description - Figure 2 Domestic working
End of Figure
Start of Figure
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Figure 3 Inside a Nokia factory
View description - Figure 3 Inside a Nokia factory
End of Figure
However, this is not the only metaphor to describe organisations, and the first part of this section will also explore alternative metaphors – particularly those of Gareth Morgan, who has written extensively on this topic. You will consider some of Morgan’s ideas about organisations to help you ‘read’ your own organisation more effectively and therefore understand it better. 

During the course of this section you will:

· explore a number of theories and concepts about organisations and relate these to your own experience

· examine issues about how organisations are structured and the consequences of this

· identify and consider the factors that shape organisations and create the ‘uniqueness’ of the organisation.

2.2 What is an organisation?

Let’s begin with a brief exercise.
Start of Activity
Stop and reflect

Start of Question
Think about an organisation with which you are familiar. What are the features that make you call it an organisation? If someone interested in your organisation was visiting it tomorrow – what would you show them? Would someone in a different role than yours show people the same things? 

End of Question
Provide your answer... 

End of Activity
Unless your organisation is very small, we suspect that you would find this quite challenging. If you work in an organisation that has separate departments then perhaps you notice that as a manager you may relate to the other departments but your workers often do not relate to them in the same way. Similarly, if your organisation has operations across the country or internationally, then these problems of what is the organisation become even more pronounced. Where do you stop? Equally, it may be that your organisation is part of a network of organisations seeking to achieve similar ends. This is particularly common in non-profit organisations working with government and inter-governmental organisations, for example. In such cases drawing the boundary between the internal and external environment may be problematic as well. Figure 4 shows some of the key elements of a distance learning university as an organisation (for example, The Open University in the UK), from the perspective of the business school. 

Even with this relatively oversimplified diagram (it does not show the wider aspects of the university, such as other faculties), you can see first of all that the university is complex, and that, depending on where someone sits in this environment, the organisation might look quite different. One feature of organisations is that they mean different things to different people even within the same organisation. The perspective of the individual defines her or his perspective on an organisation’s identity and boundaries, and there are many such perspectives. The point here is that how we conventionally depict and describe the organisations we work for is just that – a convention – but that it has a very powerful and constraining hold on our thinking and stops us constructing our view of the organisation in different ways. 

Start of Figure
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Figure 4 A view of a distance learning university from the perspective of the Business school
View description - Figure 4 A view of a distance learning university from the perspective of the Business ...
End of Figure
Organisations enable objectives to be achieved that could not be achieved by the efforts of individuals on their own. Organisations come in all shapes and sizes but have three factors in common: people, objectives and structure. It is the interaction of people to achieve objectives that forms the basis of an organisation, and some form of structure is needed within which people’s interactions and efforts are focused. The direction and control of the interactions is the role of management. This sounds straightforward: organisations exist to achieve objectives and provide satisfaction to their members. However, we have already identified that those who come together to form organisations, those who work in them and those who manage them may have different objectives and needs, and different understandings of the organisation. There is a delicate balance to strike between coordinating activities in the most rational way and at the same time maintaining employees’ and others’ involvement and commitment to the organisation. 

2.3 Some common features of organisations

Many of you will feel that the place in which you work is special. Yet, experience shows that managers in all sorts of organisations outline a very familiar range of management problems that are common. Thus, there is a paradox – each organisation is unique, but all organisations have much in common. All organisations are seeking to resolve a set of common problems: how to divide up the work and, at the same time, integrate it, and how to create a sense of identity. 
2.3.1 Differentiation and integration

An organisation needs to find ways of dividing up the various tasks it must achieve in order to fulfil its main purposes without losing overall coordination and integration. 
Differentiation is about this ‘dividing up’ in organisations; as a concept it works much as it does in biology. Single-celled species have no differentiation – or specialised organs – to perform particular tasks (although they still need to fulfil many of them, such as digestion and excretion). As animal species become more complex, they have to differentiate their cells to take on some specialist tasks. Some cells specialise and become the brain to deal with control and information, some form the blood to transmit nutrients around the organism, some form eyes to observe the environment and so on. In organisations, a similar process occurs. As an organisation becomes more complex, one person can no longer carry out all the work, so there is a need to divide up tasks among people, and thus specialisms emerge. For example, a fashion manufacturer may require specialised sections to acquire resources, to transform inputs into output and to deliver these to customers, as well as people to manage these specialised sections. 

However, as organisations grow, it becomes harder for people in different specialised sections to keep in contact with one another. This creates pressure for integrative mechanisms, such as a senior management group or interdepartmental meetings to ensure that those in charge of distinct functions are aware of issues for and from other parts of the organisation. However, this in turn adds another layer of complexity to the organisation. 

This theme of ‘differentiation and integration’ was developed by Lawrence and Lorsch (1967). Although their examples draw on manufacturing, similar issues arise in all kinds of organisations. They found that differences in the structures of successful firms in the food and plastics industries were related to the amount of differentiation required by the environments in which they operated. They posed the question: why do people seek to build organisations? The answer they reached was that organisations enable people to find better solutions to the challenges posed by their environment. 

This answer led them to three conclusions about organisational behaviour:

· People have purposes or goals, not organisations.

· People have to come together to coordinate their different activities and thus create an organisation.

· The effectiveness of an organisation depends on how well people’s needs are satisfied by their planned transactions with their particular environment. 

As they grow, organisations develop specialised units to deal with segments of their external environment. This differentiation of function and task within an organisation will be matched by different priorities, values and structures in the different units. For instance, a research and development department may have a long-term horizon and a very informal structure, whereas a production department may be dealing with day-to-day problems in a more formal system. 
These differentiated tasks and sections need to connect with one another. This is the required integration and it too is affected by the nature of the external conditions. 

Lawrence and Lorsch found that the firms they studied differentiated their functions into sub-units which dealt with a market environment (the task of sales), a techno-economic environment (the task of manufacturing) and a scientific environment (the task of research and development). Their findings are described by Pugh and Hickson: 

Start of Box
The greater the degree of uncertainty within each sub-environment and the greater the diversity between them, the greater was the need of the firms to differentiate between their sub-units … in order to be effective in each sub-environment … 

But greater differentiation brings with it potential for increased interdepartmental conflict as the specialist groups develop their own ways of dealing with the particular uncertainties of their particular environment. These differences are not just minor variations in outlook but may involve fundamental ways of thinking and behaving. In the plastics industry a sales manager may be discussing a potential new product in terms of whether it will perform in the customers’ machinery, whether they will pay the cost and whether it can be got on to the market in three months’ time. The research scientist at the same meeting may be thinking about whether the molecular structure of the material could be changed without affecting its stability and whether doing this would open out a line of research for the next two years which would be more interesting than other projects. These two specialists not only think differently, they dress differently, they have different habits of punctuality and so on. It therefore becomes crucial that a highly differentiated firm should have appropriate methods of integration … to perform well in the environment. 

(Source: Pugh and Hickson, 2007, pp. 58–63)

End of Box
Although people often imagine that their organisation would be more effective if only everyone else thought as they did, Lawrence and Lorsch’s analysis suggests that quite the opposite is true. If everyone thought as the production staff (or the administrators, or the sales people) do, organisations would be thoroughly ineffective. They need to incorporate very different perspectives and concerns even if this causes integration problems. Some of the problems of integration in a hospital are illustrated in the following example. 

Start of Box
A case for more integration

After several months in his job as a junior hospital manager, Thomas began to see that how you viewed management processes very much depended on where you were working and for whom you were working. He had a friend who worked in one of the clinical departments looking after patients undergoing surgery. She saw things very differently. Whereas he was forever worrying about balancing the books, she thought much more about how her own department could get a larger slice of the cake. It did not seem to matter to her that others would have to make do with less. All she was concerned about was getting more for her own patients. Thomas felt she was taking the side of the clinicians, who did not seem to accept that they were part of a larger organisation. Then there were departments like Pathology, who just did everything their own way – well, he supposed they were the experts in their own field – but they did not seem to have much of a service ethos. Not like his department, which managed all the facilities – although you would think they never got anything right, judging by some of the complaints from the wards. The trouble was the ward managers had no idea about his own priorities. 
End of Box
Such variety – such differentiation – does not apply only to large organisations (although the problems are usually more obvious in them). In a small project of two or three people trying to work cooperatively, tensions and arguments may arise not so much from poor personal relationships as from the need to cope with conflicting environmental demands and pressures. In larger organisations these tensions would be experienced more impersonally, in interdepartmental or policy arguments, but the origin is the same in both cases. 

The challenge facing organisations, therefore, is how to achieve integration in an increasingly differentiated environment. One response has been the delayering of management and the creation of self-managing teams. For example, in a large organisation catering may be done by a subcontractor who is responsible for ensuring that a quality product is delivered. Thus, the parent organisation is relieved of the need to manage that process. In a manufacturing concern, small teams may be made responsible for producing a whole product rather than having a production line with all its attendant management problems. This approach has the merit of implying that integration in organisations is not simply a matter of structure but in fact a responsibility of everyone in the organisation. 

2.3.2 Purpose and identity

All organisations have a purpose and an identity, and there are stereotypical views of how these differ. Commercial organisations are frequently held up by some as models of efficiency and effectiveness and by others as uncaring and unstable. Public sector organisations may be depicted as hidebound and unwilling to change, or as havens of altruism. Voluntary organisations can be considered amateur – or innovative and more responsive. In truth, there is often as much variation between organisations within each sector as there is between sectors. There are also sectors within sectors. Financial services seem to have an ethos quite different from that of the manufacturing industry. Housing associations are different from counselling organisations. 
Paton (1991) suggests that differences between sectors arise from the logic on which they are based:

· Commercial organisations are based on a logic of profit, which implies notions of competitive positioning, measurable targets, the division of labour, optimisation, performance-related remuneration and so on. 

· Public sector organisations are based on a logic of accountability, which rests on concepts of service, impartiality, strict hierarchical control, universality and the like. 

· The social economy or third sector is based on a logic of commitment, in which people ‘do what needs to be done’ and are strongly influenced by shared values. 

Start of Figure
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Figure 5 Organisations circa 1990, highlighting their diversity
View description - Figure 5 Organisations circa 1990, highlighting their diversity
End of Figure
This traditional view of sectoral differences is illustrated in Figure 5. However, the distinctions between public and private sectors have become blurred. Even organisations that regard themselves as clearly part of the public or voluntary sector will experience a pull towards other parts of the organisational economy. Organisations working in the field of residential care for the elderly, for example, have much in common regardless of whether they are commercial or non-profit providers. Local governments in the UK and elsewhere have lost some of their service provision responsibilities and are frequently purchasers of services from a wide range of commercial and non-profit organisations. In other words, many public bodies have been reconstituted and their goals redefined in more commercial terms. In parallel, many commercial organisations are recognising a range of concerns broader than delivering a profit to shareholders. Environmental and ethical concerns have risen up the business agenda. The whole organisational landscape is becoming more diverse and more complex. This blurring of boundaries is illustrated in Figure 6. 

Start of Figure
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Figure 6 Organisations circa 2010, highlighting movement and overlap between sector boundaries
View description - Figure 6 Organisations circa 2010, highlighting movement and overlap between sector ...
End of Figure
Organisational purposes are achieved by means of the organisation adopting a strategic orientation to the outside world. Organisations may adopt competitive or collaborative strategies, or a mixture of the two. Recently there has been greater stress on collaborative working for many organisations, which is linked to the concept of the network organisation. This type of organisation has taken the process of de-differentiation to its ultimate conclusion. Instead of differentiated functional departments bound together in one organisation, it consists of a partnership of several organisations. Hatch (1997) describes the principles underpinning this approach, and the example that follows illustrates how it has been adopted by Benetton, an Italian clothing company. 

Start of Quote
Networks seem most likely to form when organisations face rapid technological change, shortened product life cycles and fragmented specialised markets. In a network, necessary assets are distributed among several network partners in such a way that it is not a single organisation that produces products or services, but rather the network at large that is the producer or provider. 

A network can be the result of massive outsourcing or collaboration between small firms whose scale of operations would not allow them to compete in international markets by themselves. Outsourcing means that many of the activities of a once complex organisation are moved outside the organisation’s boundary. Sometimes the suppliers will be spin-off units, with the original organisation retaining only those activities for which it has a particular competence. All other necessary activities are purchased from other organisations. When all the task activities are outsourced, you have a virtual organisation. 

(Source: Hatch, 1997, p. 191)

End of Quote
Start of Case Study
The Benetton organisation

Start of Quote
Benetton is rethinking its global network of suppliers and distributors and defying conventional wisdom in the process. Its efforts may prove to be a model for other companies with far-flung operations. 

In the 1980s, while the provocative magazine and billboard advertisements of Italian clothing company Benetton caught the consumer’s eye, the company’s tremendous growth, outstanding financial performance and innovative strategies were captivating the press, scholars and practitioners around the world. For many years, it was the archetypal example of the network organization – that is, an organization based on outsourcing, subcontracting and, more generally, on relationships developed between a large company and several small producers and distributors, or both. 

Several factors contributed – and, to some extent, continue to contribute – to Benetton’s success. First is its innovative operations-management techniques, such as delayed dyeing. Benetton postpones garment dyeing for as long as possible so that decisions about colours can reflect market trends better (the tinto-in-capo strategy). Second is its network organization for manufacturing. A network of subcontractors (mainly small and midsize enterprises, many of which are owned, completely or partly, by former or current Benetton employees) supply Benetton’s factories. That structure has lowered Benetton’s manufacturing and labour costs, has reduced its risk (which shifts to its suppliers) and has given it unbeatable flexibility. Third is the network organization for distribution: Benetton sells and distributes its products through agents, each responsible for developing a given market area. Benetton does not own the stores; its agents set up a contract relationship (a licensing agreement similar to a franchise) with the owners, who then sell Benetton products. Benetton supports the retailers with services such as merchandising. 

But Benetton is not resting on its laurels. It is not waiting for a financial crisis or a performance slump to transform itself. True, overall performance has remained excellent … Benetton's managers believe, however, that if the Treviso-based company is to remain competitive in the new global arena, it must have first-hand contact with the end customer, respond in real time to market changes and find new ways to ensure direct control over the supply chain. 

To that end, the company is retaining its network structure but is changing the nature of the network. Whereas its main competitors have stuck with outsourcing, Benetton is gambling on vertical integration and centralization. It is betting – perhaps counter-intuitively – that it can remain flexible and achieve a high level of performance with a more complex network architecture in which it directly oversees key business processes throughout the supply chain. Benetton also is diversifying into sports – another move not entirely in keeping with conventional wisdom, which suggests companies should focus on their core businesses. The company’s choice shows, however, that an enterprise can adapt its knowledge and competencies to a different, though closely related, industry. Finally, although it has embraced globalization, Benetton believes that sustainable value creation cannot be built merely by exploiting cost differentials between nations. It is committed to maintaining key functions at its base in industrialized northeastern Italy; even in its overseas locations, it has established production practices based on its Italian model. The aim is to achieve overseas profits not just from cheap labour, but from sound systems. 

(Source: Camuffo, Romano, and Vinelli, 2001, pp. 46–52)

End of Quote
End of Case Study
Many organisations work collaboratively without becoming network or virtual organisations. Partnership is in vogue within and between all sectors, making life even more complex for managers. One major problem that emerges from collaborative strategies can be a loss of autonomy for individual organisations. Agreements have to be reached with other organisations about the goals and methods to pursue. These negotiations can add to the complexity of the management task. There can also be tensions about organisational identity if smaller and less powerful organisations feel swamped by larger participants in their network. 

Start of Activity
Stop and reflect

Start of Question
Locate your organisation on Figure 5.

Identify any movements or overlaps between sector boundaries that have affected your organisation.

End of Question
Provide your answer... 

End of Activity
You may have found that your organisation sits clearly in one of the sectors, or, more likely, you may have found that it sits in some kind of intermediate position, operating for commercial purposes, but anxious to satisfy other agendas, such as accountability to a wider public. For example, there has been an increase in ethical investment companies. These have to operate according to the logic of profit (or cease to exist), but they also have pressures arising from their accountability for their investment decisions. Or your organisation may be in the social care sector: keen to provide an excellent service to people in your locality, but also having to operate on commercial principles when managing costs or face the loss of this service to a more cost-effective provider. 

2.3.3 Size and life cycle

Most people would agree that an organisation’s size fundamentally affects how it operates and what it is like as a place of work. In small organisations informality often rules. There is little division of labour and few rules and regulations. There is frequently a sense that procedures for budgeting and managing performance are made up in an ad hoc way, and there is little specialisation at either the professional or the administrative level. Often the manager has a multiplicity of roles and essentially has to do everything that is not in anyone else’s job description (if such a thing exists!). In contrast, larger organisations typically feature an extensive division of labour, large professional staffs, numerous rules, regulations and internal systems for control, rewards and innovation. 
Size is to some extent a function of the age of an organisation. Work by Daft (1994) suggested that there are four stages in an organisational life cycle: birth, youth, midlife and maturity. 

At birth an organisation is entrepreneurial, often having a founder with a strong sense of ownership, who may find it difficult to delegate tasks to others. The organisation will probably be small, with processes of integration depending as much on force of personality as on any formal system. 

In its youth stage the organisation and the number of employees grow. The owner has to delegate some authority to others (although there may be an inner circle of trusted colleagues). Formalisation of systems and procedures starts to emerge and so does the division of labour. 

At midlife the organisation may be quite large, more formal in its systems and division of labour, and have manuals of procedures and agreed policies. There will be more support staff and problems of integration. There may be some loss of flexibility and creative capacity. 

In maturity the organisation may be set in its ways, with large systems and procedures in place, and it may be in danger of stagnation. Decision making may be slow and centralised, and special task forces or teams may be required to overcome any obstacles. There may also be discussions about downsizing. 

Few organisations follow this pattern exactly, but you may be able to identify, for example, restructuring programmes in your organisation that are symptomatic of moves between these stages. 

Start of Activity
Stop and reflect

Start of Question
At what stage in the life cycle is your organisation? What impact does this have on your job?

End of Question
Provide your answer... 

End of Activity
Up to this point, some of the factors that shape organisations have been highlighted, but even though this illustrates quite a lot of complexity and some sources of difference – it is only part of the picture. As indicated at the beginning, even given these factors, people in the same organisation will still argue about what the organisation is like and why it exists. The other key influences that shape thinking about organisations are the ideas we have about organisations and the way we conceptualise them. 

2.3.4 The problem of rationality and control

Start of Quote
One of the most basic problems of modern management is that the mechanical way of thinking is so ingrained in our everyday conceptions of organization that it is often difficult to organize in any other way. 

(Source: Morgan, 1986, p. 14)

End of Quote
So wrote Gareth Morgan in his book Images of organizations. In this book he sought to explain ways of understanding and thinking about organisations. He argued that by exploring different metaphorsfor organisations, managers could learn the art of reading and understanding them. The metaphors opened up new insights into the world of organisations. He developed several different metaphors to describe organisations: machines, organisms, brains, cultures, political systems, psychic prisons, flux and transformation, and instruments of domination. 

The following box sets out the different concepts associated with each of Morgan’s metaphors.

Start of Box
Archetypical metaphors for organisations (and associated concepts)

Machines

Efficiency, waste, maintenance, order, clockwork, cogs in a wheel, programmes, inputs and outputs, standardisation, production, measurement and control, design 
Organisms

Living systems, environmental conditions, adaptation, life cycles, recycling, needs,homeostasis, evolution, survival of the fittest, health, illness 
Brains

Learning, parallel information processing, distributed control, mindsets, intelligence, feedback, requisite variety, knowledge, networks 
Cultures

Society, values, beliefs, laws, ideology, rituals, diversity, traditions, history, service, shared vision and mission, understanding, qualities, families 
Political systems

Interests and rights, power, hidden agendas and backroom deals, authority, alliances, party-line, censorship, gatekeepers, leaders, conflict management 
Psychic prisons

Conscious and unconscious processes, repression and regression, ego, denial, projection, coping and defence mechanisms, pain and pleasure principle, dysfunction, workaholism 
Flux and transformation

Constant change, dynamic equilibrium, flow, self-organisation, systemic wisdom, attractors, chaos, complexity, butterfly effect, emergent properties, dialectics, paradox 
Instruments of domination

Alienation, repression, imposing values, compliance, charisma, maintenance of power, force, exploitation, divide and rule, discrimination, corporate interest 
(Source: Lawley, 2001)

End of Box
We will now explore three of these metaphors and how they have shaped management thinking about organisations. The first and most pervasive is the notion of the organisation as being like a machine. The other two metaphors we explore are ‘psychic prisons’ and ‘political systems’. 

Start of Figure
[image: image7.jpg]



Figure 7 The organisation as a machine
View description - Figure 7 The organisation as a machine
End of Figure
Early thinking on business organisations assumed the economic model of rational persons purposively pursuing their ends or objectives. Max Weber (1864–1920), a German sociologist, described bureaucracy as the ultimate model of efficient organisation. He was concerned with the problem that still vexes managers about why people do as they are told. He saw this as stemming from some individuals having the power and authority to issue commands that are viewed as legitimate and therefore obeyed by others. We do not need at the moment to look at all three types of authority he identified (the others are traditional and charismatic authority), but we want to focus on the kind of authority that he saw as typifying modern society – legal-rational. The organisational form that flows from this is bureaucracy. Pugh and Hickson describe this in the following box. 

Start of Box
Bureaucracy: the ultimate form of organisation

Start of Extract
Weber’s third type of authority system [is] the rational-legal one with its bureaucratic organizational form. This Weber sees as the dominant institution of modern society. The system is called rational because the means are expressly designed to achieve certain specific goals (i.e. the organization is like a well-designed machine with a certain function to perform, and every part of the machine contributes to the attainment of maximum performance of that function). It is legal because authority is exercised by means of a system of rules and procedures through the office which an individual occupies at a particular time. For such an organization Weber uses the name ‘bureaucracy’.In common usage bureaucracy is synonymous with inefficiency, an emphasis on red tape and excessive writing and recording. Specifically it is identified with inefficient public administration. But in terms of his own definition, Weber states that a bureaucratic organization is technically the most efficient form of organization possible. ‘Precision, speed, unambiguity, knowledge of files, continuity, discretion, unity, strict subordination, reduction of friction, and material and personal costs – these are raised to the optimum point in the strictly bureaucratic administration.’ Weber himself uses the machine analogy when he says that the bureaucracy is like a modern machine, while other organizational forms are like non mechanical methods of production. 

The reason for the efficiency of the bureaucracy lies in its organizational form. As the means used are those which will best achieve the stated ends, it is unencumbered by the personal whims of the leader or by traditional procedures which are no longer applicable. This is because bureaucracies represent the final stage in depersonalisation. In such organizations there is a series of officials, whose roles are circumscribed by written definitions of their authority. These offices are arranged in a hierarchy, each successive step embracing all those beneath it. There is a set of rules and procedures within which every possible contingency is theoretically provided for. There is a ‘bureau’ for the safe keeping of all written records and files. It being an important part of the rationality of the system that information is written down. A clear separation is made between personal and business affairs, bolstered by a contractual method of appointment in terms of technical qualification for office.In such an organization authority is based in the office and commands are obeyed because the rules state that it is within the competence of a particular official to issue such commands. Also important is the stress on the appointment of experts. One of the signs of a developing bureaucracy is the growth of professional managers and an increase in the number of specialist experts with their own departments. 

For Weber, this adds up to a highly efficient system of co-ordination and control. The rationality of the organization shows in the ability to ‘calculate’ the consequences of its actions. Because of the hierarchy of authority and the system of rules, control of the actions of individuals in the organization is assured; this is the depersonalization. Because of the employment of experts who have their specific areas of responsibility and the use of files, there is anamalgamation of the best available knowledge and a record of past behaviour of the organization. This enables predictions to be made about future events. The organization has rationality: ‘the methodical attainment of a definitely given and practical end by means of an increasingly precise calculation of means’. 

Source: Pugh and Hickson, 2007, pp. 7-8

End of Extract
End of Box
In the 1880s an engineer called Frederick Taylor carried this rational approach to the logical conclusion and devised a way of analysing and synthesising workflows to achieve, as he saw it, the most effective ways of working. He observed people working, measured how long it took them to do tasks, and sought to devise the most efficient way of doing these tasks. This has sometimes been referred to as a ‘time and motion’ study. 

With the invention of the conveyor belt, Henry Ford in particular carried this thinking forward. This view of control focused on extrinsic factors, using the conveyor belt to control the pace of work and offering high monetary rewards for tolerating this. This clearly increased the efficiency with which the workers produced cars but at a cost to social relations and job satisfaction. Charlie Chaplin’s 1929 masterpiece Modern times viciously satirised this approach to management, as illustrated in the film stills reproduced here. 

Start of Figure
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Figure 8 Still from Modern Times (1929) 
View description - Figure 8 Still from Modern Times (1929)
End of Figure
Start of Figure
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Figure 9 Still from Modern Times (1929) 
View description - Figure 9 Still from Modern Times (1929)
End of Figure
Start of Activity
Stop and reflect

Start of Question
We laugh today at the ludicrous situation Chaplin depicts, but it is worth reflecting on the extent to which these ideas still permeate the approach to modern management. To what extent is control and measurement of work a key feature of your work environment? 

End of Question
Provide your answer... 

End of Activity
2.3.5 Organisations as psychic prisons

Although we emphasised in the introduction to this chapter that we construct our own images of organisations, Morgan argues that ‘human beings have a knack for getting trapped in webs of their own creation’ (Morgan, 2006, p. 207) and that because organisations are held together by people’s ideas (conscious and unconscious) about what the organisation is, people find it hard to think of other ways of conceptualising how they might do things. They become prisoners of their own ideas. This is the second metaphor we explore. 
Start of Box
Flexibility or the new Taylorism?

Call centres have been technology driven. They are the product of a combination of complex computerised systems, which allow the trained call-operator access to every customer’s account and to every relevant element of the company’s operations, and the automated call distribution system (ACD), which does away with the need to for a switchboard and allows management to fully monitor and analyse every call. The technology, however, has produced some of the worst features of mass communication. Simon Roncoroni of L&R reported at a 1997 JPD conference that he has seen ‘offices where individuals sit in tiny pigpens with high screens round them, or in a long line as though they were in a factory’. 
There are call centres which resemble the industrial sweatshops of the past, involving very cramped conditions for staff who work on their computers throughout their shift under very tightly controlled conditions. Those on specialised sales areas even have a script written for them so that it is easy to believe that their individuality is being negated. In many ways this is identical to the assembly line created by Ford engineers from the theories of Fredrick Taylor and parodied by Charlie Chaplin in the film Modern Times. It is as far removed from a flexible environment as you can get. 

Lack of control over working time and methods is a great contributor to stress. It becomes, as Merilyn Armitage (1997) has called it, a ‘psychic prison’ from which inmates are tempted to use any device to escape, including continuing to speak to a caller who has long since hung up so no one else can get through. Absenteeism and sickness levels are notoriously high – one centre experienced a 20 per cent absence rate according to a survey carried out by the Merchants Group. 

A further ratchet of control is secured by tying the pay system to an individual’s performance, measured (so accurately) by the number of successful calls per hour. To complete the picture, the disciplinary system comes into force when a print-out shows that the employee does not appear to be earning his or her keep. There is some evidence of a rapid ‘burn-out’ after only 12 to 20 months’ service (Welch, 1997); Vodafone’s personnel manager is quoted in this article as expecting only a year’s service from the typical applicant. A study of 106 units by the Merchants Group (Personnel Today, 1997) found that absenteeism averaged 4.8 per cent, compared with the CBI average figure of 3.7 for all employees. The report implied that a rate over 4 per cent indicated some kind of problem with stress, morale or integrity. 

(Source: Stredwick and Ellis, 1998, pp. 166–7)

End of Box
Start of Activity
Stop and reflect

Start of Question
To what extent are these practices reflected in your own experience of work today?

End of Question
Provide your answer... 

End of Activity
Morgan argues that this psychic prison metaphor is useful in encouraging people to think outside of the box – a phrase that in itself suggests a trap – and begin to think outside of the ideas that constrain them. Control may, in the call centre, have become counter-productive, but people find it hard to think of ways of involving workers in the organisation other than by increasing control. 

This feature of how the workers are monitored and controlled in both automated factories and call centres was also explored by Michel Foucault (1979), a French philosopher and historian, who argued that surveillance and discipline of this kind was a central feature of the ‘discourse’ or frame of reference of management. By creating a discourse about how the organisation should operate, the powerful – i.e. managers – are able to control the workforce even when the latter think they are making their own choices about how they work. The following excerpt from Pugh and Hickson (2007) illustrates how Foucault saw power operating in the organisation. 

Start of Box
The Foucault project that has had the biggest impact on organization theory is his analysis of power and authority in the organization. The organizations that he considers are those where the exercise of power in their everyday working is very visible (e.g., prisons, armies, hospitals, and schools). In these organizations, the warders, officers, doctors, and schoolmasters legitimately exercise considerable powers of discipline and control over the other members. His major work, Discipline andPunish: The Birth of the Prison, is a historical examination of the treatment of prisoners in the French penal system. …[H]e does not use the word history but rather genealogy to identify his analytical concerns. Genealogy is a ‘form of history which can account for the constitution of knowledges, discourses and domains of objects.’ … 

It is the discourse or frame of reference of those involved that determines the way they think and act, and therefore how the organization and those in it function. The nature of the discourse explains the way in which organizations emerge, develop, and sustain themselves. … 

Discourse, as Foucault formulates it, may be considered as the rules of the game for those in the organization. It is the way of thought that they take for granted. It shows not just in what they say, but also in the arrangements and technological devices that are used for control. 

Here Foucault takes up the notion of the panopticon as designed by the early 19th-century British philosopher, Jeremy Bentham. Bentham developed a theoretical design for a prison building that allowed the warden to continually survey many prisoners, each in own cell, while not being seen himself. Thus, the prisoners could not know whether they were being watched (hence panopticon, or all-seeing machine). The aim, in addition to being a cost-effective, low-staffed prison, was to instill correct behavior into the prisoners. Because they cannot know if they were being watched, they have to act properly all the time and so they internalize the rules. In Foucault’s terms, the physical setting is thus part of the discourse. 

In organizational life, what is considered as true are not objective facts but what is part of the discourse. For example, it may have been established that managerial work is worth more and should be paid more than physical work, and this is accepted without question. But only certain facts are regarded as knowledge, whereas other facts are omitted. In a discussion about the closure of a plant, for example, the profitable operation of the company will be taken to be part of the discourse. But the consequent economic and psychological disruption to redundant long-serving workers may not be included in the discourse, being deemed irrelevant to the company’s performance. Prohibitions on discourse by the powerful serve to order and control it against the resistances of the rest. 

Surveillance and discipline are also crucial parts of the discourse by which the powerful establish their ‘truth’ in organizations. Writing in the 1970s, Foucault presciently focuses on surveillance as the key control process of the powerful, even before modern technological developments such as closed-circuit television (CCTV), email trails, and large-scale computer databases vastly increased the reach of this process. So, ‘Is it surprising that prisons resemble factories, schools, barracks, hospitals, which all resemble prisons?’ 

The aim of the discourse is thus to establish what is taken to be ‘normal’ by all the participants. But Foucault does not regard this argument as meaning that the powerful in organizations can simply impose their domination on the powerless. Power is relational. The discourse is a battlefield in which the powerful fight for their conceptions of truth and the powerless have ways of resisting. It may be established that joining trades unions or going on strike are also normal parts of the discourse. … For the powerful, of course, such resistance is itself a justification of the need for surveillance and discipline. 

So the basic question that Foucauldian analysts ask is, What is the discourse and how is it being formed? Barbara Townley has applied this approach to human resource management. An employment contract must leave much of the relationship between the organization and the individual undetermined. It can specify the system of remuneration to be paid, but can be only very general about the commitment and effort required from an employee. How, then, is the discourse governing these to be established? Managements acquire knowledge about employees by the application of personality and aptitude tests, grading systems, incentive schemes, developmental appraisals, or training programs. The results of these procedures do not constitute objective facts that are value neutral. What they also do is give more information about the employee and thus increase the opportunities for classification, evaluation, and control by top management – while at the same time establishing in the discourse that this is a normal, acceptable way to proceed. 

Similarly, the establishment of bureaucracies … or the introduction of scientific management … are not only, or primarily, for efficiency, as their proponents argue. Their aim is to obtain knowledge to enable the organizationally powerful to establish the discourse that normalizes their control. … Foucault coined the term governmentality to mean the strategies both of the organizational governance of those at the top and the self-governance of those below. The aims of modern accounting and IT systems are, likewise, to establish governmentality by obtaining knowledge to make the managers in the organization more open to both higher control and self-control. 

(Source: Pugh and Hickson, 2007, pp. 112–14)

End of Box
Foucault’s point about the ‘panoptic prison’ is that surveillance is covert and the fact that the prisoners do not know whether they are being watched is what imposes ‘self discipline’. Although nowadays many management thinkers argue that the approach to controlling what people do is more people-centred, whether through the human relations school and the Hawthorne effect or by attempts to manage organisational culture, others, such as Grey (2005), argue that surveillance still lies at the heart of the matter. 

Start of Activity
Stop and reflect

Start of Question
To what extent are modern techniques of surveillance used in workplaces today? What issues does this raise for you as a manager?

End of Question
Provide your answer... 

End of Activity
Pugh and Hickson mention the pervasiveness now of CCTV, email trails, databases and, in many organisations such as supermarkets, the use of mystery shoppers. Nowadays, if you are on an organisation’s website, feedback will often be solicited to establish how happy you are with the service received. How often does your call to a supplier start with ‘calls may be monitored for training purposes’? This raises ethical issues in the workplace – where does the boundary between what someone does at work and in their leisure time end for the employer. Many employees set up groups on Facebook or other social networking sites, and the downside is that some people have lost their jobs over comments made there about their employers. Some employers have CCTV in the office to deter minor thefts. There are no right answers to these questions, but they merit thought to understand what is ethical for you. 

2.3.6 Organisations as political systems
This is the third of Morgan’s metaphors that we will explore. It is concerned with issues of power, authority and superior/subordinate relationships, and here Morgan’s metaphor is that of the ruler and ruled. Morgan sees that organisations are intensely political, with people plotting for advantage; however, this politicking at the same time is paradoxically ‘undiscussable’. The very ideas presented earlier about organisations being rational entities work against openly acknowledging a conception of organisations as political arenas. Morgan argues that the organisation may be viewed as a mini-state with three potential sets of relationships between the individual and the organisation: unitary, pluralist and radical. 
The unitary, pluralist and radical views of organisation can be characterised in the terms shown in Table 1.

Start of Table
Table 1 Unitary, pluralist and radical frames of reference

	
	Unitary
	Pluralist
	Radical

	Interests
	Places emphasis on the achievement of common objectives. The organisation is viewed as being united under the umbrella of common goals and striving toward their achievement in the manner of a well-integrated team. 
	Places emphasis on the diversity of individual and group interests. The organisation is regarded as a loose coalition that has just a passing interest in the formal goals of the organisation. 
	Places emphasis on the oppositional nature of contradictory ‘class’ interests. Organisation is viewed as a battleground where rival forces (e.g. management and unions) strive for the achievement of largely incompatible ends. 

	Conflict
	Regards conflict as a rare and transient phenomenon that can be removed through appropriate managerial action. Where it does arise it is usually attributed to the activities of deviants and troublemakers. 
	Regards conflict as an inherent and ineradicable characteristic of organisational affairs and stresses its potentially positive or functional aspects. 
	Regards organisational conflict as inevitable and as part of a wider class conflict that will eventually change the whole structure of society. It is recognised that conflict may be suppressed and thus often exists as a latent rather than a manifest characteristic of both organisations and society. 

	Power
	Largely ignores the role of power in organisational life. Concepts such as authority, leadership and control tend to be preferred means of describing the managerial prerogative of guiding the organisation towards the achievement of common interests. 
	Regards power as a crucial variable. Power is the medium through which conflicts of interest are alleviated and resolved. The organisation is viewed as a plurality of power holders drawing their power from a plurality of sources. 
	Regards power as a key feature of organisation, but a phenomenon that is unequally distributed and follows class divisions. Power relations in organisations are viewed as reflections of power relations in society at large, and as closely linked to wider processes of social control, e.g. control of economic power, the legal system and education. 


(Source: Based on Burrell and Morgan, 1979, 204–388)
End of Table
According to Morgan, a political take on organisations generally reflects a ‘pluralist’ frame of reference that emphasises competition between different interests and sources of power. This contrasts with a unitary view where the interests of the individual and the whole are synonymous, or the radical view ‘class war’ between deeply differentiated interests – a ‘them’ and ‘us’ approach. He suggests that some organisations can encompass all three approaches in different sections of the organisation. 

Start of Activity
Stop and reflect

Start of Question
Which frame of reference applies to your organisation? Use the material in the table to work out the features that you observe.

End of Question
Provide your answer... 

End of Activity
2.3.7 Dealing with complexity

What all of this means is that the world of organisations is very complex, and it is difficult, if not impossible, to create a coherent picture at any one time of what is happening within and externally to the organisation. Karl Weick, an American psychologist, sees organisations as sense-making systems that socially construct their realities by making sense of what is going on both within and outside the organisation. Members explore issues and hold conversations that allow them to create a ‘reality’ that they can understand. The following extract sets out some of Weick’s key ideas. 
Start of Box
Sense making is rolling hindsight. It is a continual weaving of sense from beliefs, from implicit assumptions, from tales from the past, from unspoken premises for decision and action, and from ideas about what will happen as a result of what can be done. Once put into words it is constrained and framed by those same words because they are only approximately what they refer to. Often words have multiple meanings, so all the time people are working with puns. Further, words are inclined to convey discrete categories: they are not equal to depicting the unbroken, complex flow of life in organizations. 

The sense that is made is shaped also by selective perception, that is, by noticing some things and not others. Commitments that have been made then have to be justified retrospectively. There is a constant process of putting together reasoned arguments and arguing about them, most obviously in meetings which have a value as sense making occasions. However, the sense that is made has its limits. People with time to spend on a problem at a meeting make sense of it in away most understandable to themselves, so others become less able to follow what is afoot. Showing up at meetings therefore produces a situation that is manageable only by those who have been showing up. 

The whole sense making process gives ostensible orderliness to what is going on, and has gone on. The development of a ‘generic sense making’, within which individuals differ yet sufficiently concur, maintains a sense of organization … 

Whatever the form of organization, it will have to work with ambiguous, uncertain, equivocal and changing information. Despite their facade of numbers and objectivity and accountability, organizations and those who manage them wade amidst guesswork, subjectivity and arbitrariness. Weick feels that language could better reflect this constant ambiguous flux by making more use of verbs and less of nouns. Indeed, he urges people to ‘stamp out nouns’: to think of managing rather than management, of organizing rather than organization … 

He offers managers and others in organizations ten further ‘pieces of advice’:

1. Don’t panic in the face of disorder. Some degree of disorder is necessary so that disorderly, ambiguous information can be taken in and coped with, rather than tidily screened out. 

2. You never do one thing all at once. Whatever you do has many ramifications, not just the one you have in mind. And whilst some consequences happen right away, others show up indirectly and much later. 

3. Chaotic action is preferable to orderly inaction. When someone asks ‘What shall I do?’ and is told ‘I don't know, just do something’, that is probably good advice. Since sense is made of events retrospectively, an action, any action, provides something to make sense of. Inaction is more senseless. 

4. The most important decisions are often the least apparent. Decisions about what is to be retained in files, in databases, in memories indeed, provide the basis for future action. Such decisions may not be conspicuous, yet they sustain the past from which the future is begun. 

5. There is no solution. As there are no simple answers, and rarely is anything right or wrong, learn to live with improvisation and just a tolerable level of reasonableness. 

6. Stamp out utility. Good adaptation now rules out some options for the future. Concentrating overmuch on utility now can rule out sources of future utility. Resources and choices are used up. Better to retain some noise and variability in the system, even at a cost to present efficiency, so that fresh future repertoires of action may be opened up. 

7. The map is the territory. When the managers’ map of what causes what, drawn from past experience, is superimposed on the future, it becomes for them the territory that it maps. Simplification though it is, such a map has been worked over more than any other product has, and is as good a guide as can be had. 

8. Rechart the organizational chart. Do not be boxed in by its conventional form. See things as they work out and people as they are to you. See the chart in the way that it functions. For example, in the box on the chart for chairman write ‘hesitancy’, in the box for general manager write ‘assertiveness’, and so on, in the way people come over to you. 

9. Visualize organizations as evolutionary systems. See what is evolving, and what you can and should change. Likewise, recognize what is not, and you cannot. 

10. Complicate yourself! Consider different causes, other solutions, new situations, more complex alternatives, and take pleasure in the process of doing so. 

(Source: Pugh and Hickman, 2007, pp. 124–9)
End of Box
This means that organisations are complex dynamic systems that are difficult to describe except via snapshots of their reality at particular moments in time. ‘The organisation is in a continuous state of becoming’ (Zeitz, 1980, pp. 72–88). 

Start of Activity
Stop and reflect

Start of Question
To what extent do Weick’s ideas assist you in understanding the reality of your organisational world?

End of Question
Provide your answer... 

End of Activity
Start of Activity
Activity 3 The organisational context
Start of Question
Throughout section 2 you were asked at various points to consider certain questions and ideas you read about. You may like to use your Learning Journal as you look back through the text in order to answer the following questions: 

1. Max Weber thought that bureaucracies were the most efficient and rational forms of organisation, but today the word ‘bureaucratic’ has negative associations. Drawing together your thoughts on control, surveillance and organisational politics, how far would you say your organisation succeeds in efficiently coordinating its activities? 

2. Managers today operate in challenging times. Do you think there may be greater organisational benefits to either: 

a. a renewed emphasis on rational bureaucratic systems and processes or

b. taking on-board the advice offered by Karl Weick about how to cope with complexity.

Are these two approaches reconcilable? 

End of Question
View feedback - Activity 3 The organisational context
End of Activity
Start of Activity
Activity 4 Organisational and national culture

Start of Question
Organisational culture and intra-cultural working environments are as important a part of organisational life and management as how an organisation is structured. In fact, structure and culture can be seen as inextricably linked to one another when thinking about how an organisation and its managers respond to problems and opportunities. National and regional or even global monocultures (Madsen, 1993) will influence management practices and organisational cultures, making skills in cross-cultural communication a high priority for organisations. 

The next section helps you to make sense of the cultural context in which you work, manage others and are yourself managed. That is to say: 

· How does culture (organisational or otherwise) impact on management practices?

First, watch a short video of an advert by a multinational corporation, HSBC bank, which speaks to some of the national customs that could impact on how business is conducted in different regions of the world. 
As you watch the following video clip, an advertisement from HSBC, think about your own experiences of different national or regional cultures: 

· How might the different examples of business practices work in your own organisation?

· Some examples in the video are clearly related to leisure travel rather than business practices. How might these translate to customs you might want to consider in business relationships? 

If you are reading this course as an ebook, you can access this video here: YouTube link: HSBC Ad (YouTube, 2010)
Start of Dialogue
Transcript of HSBC advertisement video

Some American management consultants recommend having meetings standing up to save time, which wouldn’t suit this Japanese chairman, who likes to take the time to contemplate what is being discussed. 
It’s fine to get some shut eye in Thailand, but not like this: showing the soles of your feet is one of the rudest things you can do. And this hand gesture [raising an open palm] in parts of Greece would also be frowned upon. 

At HSBC, we never underestimate the importance of local knowledge, particularly when it comes to your money. Because what we learn in one country, can directly benefit our customers in another. 

HSBC – the world’s local bank.

End of Dialogue
End of Question
Provide your answer... 

View feedback - Activity 4 Organisational and national culture
End of Activity
As you read the following section make notes on the following: you may like to use your Learning Journal to record your notes.

1. Choose one of the frameworks discussed for example, Deal and Kennedy or Handy’s four types of organisational culture – and think about where your own organisation would fit. Note your thoughts about whether it is a good fit or perhaps you can see more than one cultural type or can identify where the framework itself is lacking. 

2. Choose either Hofstede or Trompenaars and Hampden-Turner’s framework and consider whether the dimensions they identify resonate with your own experiences. Note your thoughts about how helpful these frameworks are in alerting you to differences in cultures. How might these understandings help your practice of management? 

3. Reflect on how the use of these frameworks helps you think about organisations in new ways.

3 Organisational culture

An understanding of organisational culture is indispensable for managers and organisations. Managers need to be sensitive to various cultural dispositions of members and customers, whether managing locally or abroad. Alvesson suggests that insights into and reflections on organisational culture: 
Start of Quote
… may be useful in [relation] … to getting people to do the ‘right’ things in terms of effectiveness, but also for promoting more autonomous standpoints in relationship to dominant ideologies, myths, fashions, etc. To encourage and facilitate the thinking through of various aspects of values, beliefs and assumptions in industry, occupations and organisations seem to me a worthwhile task. 

(Source: Alvesson, 2002, p. 2)

End of Quote
Understanding an organisation means understanding its culture.

The culture or climate of an organisation is made up of traditions, habits, ways of organising and patterns of relationships at work. If you think of organisations such as a school, hotel, airport, a church or a variety of other work organisations, you will notice how the ‘atmosphere’ differs between them; the different ways in which things are done; differing levels of energy and individual freedom; and of course, different kinds of people (Molander, 1986, p. 14). For Clegg et al. (2005, p. 265) the concept of culture in organisations encompasses the following questions: 

· How are things done in particular organisations?

· What is acceptable behaviour?

· What norms are members expected to use to solve problems of external adaptation and internal integration, and which ones do they actually use? 

The word ‘culture’, as a concept in organisation and management studies, has its main roots in social anthropology, where it was used to refer to a community’s shared way of life. It embraces the symbols, myths, stories and so on, that are the manifestations and transmitters of that culture. In this view a culture is very much homogenous – reflecting the extreme patterns that shape organisational realities. Anthropologists have stressed how beliefs and values influence attitudes and behaviour. Classic anthropological research studied rituals, symbols, myths and stories as the most obvious manifestations of beliefs and values of other societies in other parts of the world. The concept of culture in organisational behaviour has become widely accepted in contributing to the understanding of and in influencing behaviour in organisations. However, like many concepts, it has been widely contested, too, as you will see in this section. The study of culture proves to be more problematic when applied to complex things such as organisations, as it is not always easy to observe and understand culture, for it tends to permeate subtly most aspects of organisational life (Bloisi et al., 2006). 
Here we focus mainly on ‘organisational culture’. This is a simple term describing a very complex concept. A simple starting definition was offered by Deal and Kennedy (1982) as ‘the way we do things around here’ – which is at once appealing and straightforward. But would it, if posed as a question about your own or any other organisation, be an easy one to answer? For one thing, an organisation’s culture has, for all its members except newcomers, a taken-for-granted quality that can make it hard to recognise, except by contrasting it with a different culture. 

Different cultures exist in different countries, in different organisations or even within a single organisation. Managers increasingly work across different cultures –whether in multinational organisations, or where organisations have merged or are collaborating, or in interdisciplinary or interdepartmental teams. Over the last few decades in countries such as the UK, Germany, Spain and France, for example, there has been a significant influx of immigrants from all over the world, bringing with them imported values, beliefs and norms about what is important and their perspectives about how things should be done in organisational settings. In such cases it is crucial to understand the effects that cultures can have. Managers have to recognise and build on cultural particularities, adapting organisational products and policies to local cultures and managing employees in a manner appropriate to their culture (Gabriel, 1999, p. 168). 

This understanding and managing of these cultural differences has over the years become a vital ingredient of organisational success. Working with people from different ethnic and cultural backgrounds is a challenge and a source of opportunity for managers and organisational cultures (Bloisi et al., 2006, p. 684). However, ‘organisational culture’ usually refers to the less tangible aspects of an organisation’s way of doing things and, in particular, to the shared cognitive, interpersonal and value orientations of its members. If we are using the term in this sense – referring to a shared ‘mental programming’ – then it is reasonable to distinguish between structure and culture. However, these two aspects of organisations are bound to be closely related: cultures are expressed in behaviour and artefacts, and different sorts of procedures and arrangements tend to generate or require different attitudes and outlooks. All of this demonstrates that, even if the terms seem simple, the ideas (not to mention the realities) are complex and subtle. 

The aims of this section are to explore what is meant by organisational culture and to establish the importance of understanding your cultural context. This section will help you to develop this understanding by using some established frameworks for classifying cultures and by exploring the strengths and weaknesses of different types of cultures. These types tend to be referred to as: dominant culture, sub-culture, strong culture and weak culture. The distinctions of culture might seem subtle, but they matter to managers because, for example, managers are often charged with delivery of ‘culture change’(usually to improve performance). Concepts such as dominant culture, sub-culture and strong and weak cultures can help you to ‘read’situations and also help reflective managers to understand what impact they might have. These concepts also sometimes point directly to the managerial action you may have to take in certain circumstances. 

Before you proceed, it is probably worth breaking the concept down a little. Consider a list of definitions of culture found in the academic literature. 

Start of Box
Definitions of organisational culture

1. Culture is the set of important understandings (often unstated) that members of a community share in common’ (Sathe, 1985, p. 6). 

2. [Culture is] a set of understandings or meanings shared by a group of people. The meanings are largely tacit among the members, are clearly relevant to a particular group, and are distinctive to the group’ (Louis, 1985, p. 74). 

3. ‘A standard definition of culture would include the system of values, symbols, and shared meanings of a group including the embodiment of these values, symbols, and meanings into material objects and ritualized practices. … The “stuff” of culture includes customs and traditions, historical accounts be they mythical or actual, tacit understandings, habits, norms and expectations, common meanings associated with fixed objects and established rites, shared assumptions, and intersubjective meanings’ (Sergiovanni and Corbally, 1984, p. vii). 

4. ‘[Culture is] the pattern of shared beliefs and values that give members of an institution meaning, and provide them with the rules for behaviour in their organisation’ (Davis, 1984, p. 1). 

5. ‘To analyze why members behave the way they do, we often look for the values that govern behaviour… But as the values are hard to observe directly, it is often necessary to infer them by interviewing key members of the organisation or to content analyze artefacts such as documents and charters. However, in identifying such values, we usually note that they represent accurately only the manifest or espoused values of a culture. That is, they focus on what people say is the reason for their behaviour, what they ideally would like those reasons to be, and what are often their rationalizations for their behaviour. Yet, the underlying reasons for their behaviour remain concealed or unconscious. To really understand a culture and to ascertain more completely the group’s values and overt behaviour, it is imperative to delve into the underlying assumptions, which are typically unconscious but which actually determine how group members perceive, think, and feel’ (Schein, 1985, p. 3). 

6. ‘In a particular situation the set of meanings that evolves gives a group its own ethos, or distinctive character, which is expressed in patterns of belief (ideology), activity (norms and rituals), language and other symbolic forms through which organisation members both create and sustain their view of the world and image of themselves in the world. The development of a worldview with its shared understanding of group identity, purpose, and direction are products of the unique history, personal interactions, and environmental circumstances of the group’ (Smircich, 1983a, p. 56). 

7. ‘Culture does not necessarily imply a uniformity of values. Indeed quite different values may be displayed by people of the same culture. In such an instance, what is it that holds together the members of the organisation? I suggest that we look to the existence of a common frame of reference or a shared recognition. There may not be agreement about whether these issues should be relevant or about whether they are positively or negatively valued … They may array themselves differently with respect to that issue, but whether positively or negatively, they are all oriented to it’ (Feldman, 1991, p. 154). 

8. ‘When organisations are examined from a cultural viewpoint, attention is drawn to aspects of organisational life that historically have often been ignored or understudied, such as the stories people tell to newcomers to explain “how things are done around here”,the ways in which offices are arranged and personal items are or are not displayed, jokes people tell, the working atmosphere (hushed and luxurious or dirty and noisy), the relations among people (affectionate in some areas of an office and obviously angry and perhaps competitive in another place), and so on. Cultural observers also often attend to aspects of working life that other researchers study, such as the organisation’sofficial policies, the amounts of money different employees earn, reporting relationships, and so on. A cultural observer is interested in the surfaces of these cultural manifestations because details can be informative, but he or she also seeks an in-depth understanding of the patterns of meanings that link these manifestations together, sometimes in harmony, sometimes in bitter conflicts between groups, and sometimes in webs of ambiguity, paradox, and contradiction’ (Martin, 2002, p. 3). 

End of Box
These quotations reflect some of the ways that ‘culture’ has been used by academics and practitioners. The most common feature throughout the various definitions is ‘the use of the word “shared” and the reference to culture as that which is distinctive or unique to a particular context’ (Martin, 2002, p. 58). Still, not all academics and practitioners agree on this representation of culture as shared and unique, and this will become more evident as the concept is explored in this section. The critical element is for these collections of fundamental assumptions to be shared and accepted by organisational members. 

Now consider the following extract from a fictional story by Daniel Orozco (1995) called ‘Orientation’.

Start of Box
Extract from ‘Orientation’ by Daniel Orozco

Those are the offices and these are the cubicles. That’s my cubicle there, and this is your cubicle. This is your phone. Never answer your phone. Let the Voicemail System answer it. This is your Voicemail System Manual. There are no personal phone calls allowed. We do, however, allow for emergencies. If you must make an emergency phone call, ask your supervisor first. If you can’t find your supervisor, ask Phillip Spiers, who sits over there. He’ll check with Clarissa Nicks, who sits over there. If you make an emergency phone call without asking, you may be let go. 
These are your IN and OUT boxes. All the forms in your IN box must be logged in by the date shown in the upper left-hand corner, initialed by you in the upper right-hand corner, and distributed to the Processing Analyst whose name is numerically coded in the lower left-hand corner. The lower right-hand corner is left blank. Here’s your Processing Analyst Numerical Code Index. And here’s your Forms Processing Procedures Manual. 

You must pace your work. What do I mean? I’m glad you asked that. We pace our work according to the eight-hour workday. If you have twelve hours of work in your IN box, for example, you must compress that work into the eight-hour day. If you have one hour of work in your IN box, you must expand that work to fill the eight-hour day. That was a good question. Feel free to ask questions. Ask too many questions, however, and you may be let go. 

(Source: The best American short stories, 1995, p. 1)

End of Box
The definitions of culture above probably alerted you to some underpinnings of what culture is, even though they emphasise and focus on different things. Keeping those definitions in mind, what does Orozco’s fictional story begin to reveal about the culture of this organisation? Through the orientation of a person entering a new job you learn about ‘the way things are done round here’–the unwritten rules, beliefs, norms, rituals, myths and language. The new person learns about what is acceptable behaviour in the office. The newcomer must quickly learn the rules of the game in order to become an accepted member. Orozco’s ‘Orientation’ illustrates how organisations develop patterns of cultural assumptions that get passed onto new members. 

Start of Activity
Stop and reflect

Start of Question
How does your organisation (or one that you know well) relate to its environment? How do you communicate? What do you expect of people and relationships within the organisation? What constitutes successful results? 

End of Question
Provide your answer... 

End of Activity
Orozco’s story conveys some of the shared and accepted assumptions in the office. A picture of how things are done in this organisation begins to emerge. But how can you recognise and characterise an organisation’s culture? Cultural models can provide you with interesting insights of organisations and can be used to illuminate and organise the information and impressions about organisations, helping you to understand some of the many complexities of managing in organisations. One such model is the use of metaphors, as suggested by Morgan, which provides an alternative approach to the concept of organisational culture and is illustrated below. 

Start of Box
Metaphors of organisational culture

One of the easiest ways to grasp and ‘see’ the nature of an organization’s culture is to try to view it as if you are a visitor from a foreign land. As one tries to look at the organization with fresh eyes, one can see the intangible ‘social glue’ that holds everything together: how the language, norms, values, rituals, myths, stories and daily routines form part of a coherent ‘reality’ that lends shape to how and what people do as they go about their work. 
In understanding this ‘social glue’ (which like all glue sometimes does not stick as well as it might, producing a fragmented or divided ‘culture’) other ways of thinking about culture may be appropriate. 

For example, try thinking about the corporate culture as an iceberg. Recognize that what you see on the surface is based on a much deeper reality. Recognize that the visible elements of the culture may be sustained by all kinds of hidden values, beliefs, ideologies and assumptions – questioned and unquestioned, conscious and unconscious. As a manager, recognize that it may not be possible to change the surface without changing what lies below. 

Or try thinking about the corporate culture as an onion. Recognize that it has different layers. Recognize that one can penetrate beneath the rituals, ceremonies and symbolic routines to discover inner layers of mythology, folklore, hopes and dreams that eventually lead to the innermost values and assumptions that lend meaning to the outward aspects of the culture. Recognize that to impact or change the culture in any significant way it is necessary to address and perhaps change the values that lie at the core. 

Or try thinking about the corporate culture as an umbrella. Look for the overarching values and visions that unite, or are capable of uniting, the individuals and groups working under the umbrella. Recognize that one’s ability to mobilize or change any organization may depend on finding the umbrella that can unite potentially divergent individuals, groups and subcultures in pursuit of a shared vision of reality. 

(Source: Morgan, 1989, pp. 157–8)

End of Box
Whether working from the ideas outlined above or your preferred metaphor, you can see the difficulty here in studying culture –but the benefits of getting to grips with culture are that it can play a powerful role in supporting missions and strategies. There are several threads running through the concept. One concerns integration –‘social glue’, ‘overarching values and visions that unite’ people in an organisation to work together in coordinated ways. Another thread, exemplified by the ‘iceberg’, is more about the hidden nature of culture (see Figure 1.4). Like an iceberg, some values and assumptions are ‘invisible’ and can only be deduced from more tangible aspects or manifestations of culture. 

Start of Figure
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Figure 10 Schein’s iceberg model of culture
View description - Figure 10 Schein’s iceberg model of culture
End of Figure
Schein’s iceberg model is useful in that it illustrates that there are visible cultural aspects of an organisation but that there are also elements of culture that are hidden and difficult to interpret. What is visible, for example, are things such as written documents – strategic plans, job descriptions and disciplinary procedures. But if organisational culture, as we have indicated so far, consists of values, beliefs and norms, Schein argues that these exist in people’s heads, which raises the challenge of how actually to identify and interpret them. The key to Schein’s idea is that these three levels of analysis can create a better understanding of the different components of culture in organisations. 

3.1 Artefacts

These are the most tangible aspects that embody organisational culture, such as the type of people employed (personalities, levels of education, etc.), traditions and rituals, technology, architecture, logos, heroes, stories, myths and so on. In the iceberg model, this is what is visible to everybody but which does not necessarily reveal everything about an organisation’s culture. We can take architecture as an example here, how the rich and powerful often build the most impressive buildings as signs of success or artefacts of power – such as in the Canary Wharf business district in the City of London where successful investment banks have set up their headquarters and the Petronas Twin Towers, KLCC, Malaysia (shown in Figure 11). 
Start of Activity
Stop and reflect

Start of Question
Can you think of other examples from around the world that illustrate this point?

End of Question
Provide your answer... 

End of Activity
Start of Figure
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Figure 11 The Petronas Twin Towers, KLCC, Malaysia
View description - Figure 11 The Petronas Twin Towers, KLCC, Malaysia
End of Figure
3.2 Values

Start of Figure
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Figure 12 Oxfam logos
View description - Figure 12 Oxfam logos
End of Figure
These represent the invisible facets of organisational culture and include the norms and beliefs that employees express when discussing organisational issues, such as the value placed on (and rewards offered for) honesty, trust and effort. Values can also be represented in mission statements, such as Oxfam’s, as shown above. You can see how these values can become visible or be brought to light through careful and directed questioning. And in the Oxfam example above, you are left in no doubt about what the organisational commitment is. 

3.3 Basic assumptions

These are almost impossible to see on the surface and are hidden beneath artefacts and expressed values – yet these are the most important. They include basic assumptions that shape members’ worldviews, beliefs and norms, which guide behaviour but are not explicitly expressed, making it harder to observe them. This is also a challenge for managers because it is quite a challenge to change something that you cannot see, but what is certain is that basic assumptions profoundly influence a person’s actions. Another issue to consider is that if some of these assumptions are taken for granted, how are they created? Do they change over time as personnel change? These questions might also explain why organisations try to select only people who will not challenge established beliefs when they are recruiting. 
In Schein’s examination of these issues, he goes on to provide a list of seven dimensions that he argued provided the basic cultural assumptions that construct different societies and organisations. See Table 2. 

Start of Table
Table 2 Schein’s dimensions of organisational culture

	Dimension
	Questions to be answered

	1 The organisation’s relation to its environment
	Does the organisation perceive itself to be dominant, submissive, harmonising, searching out a niche?

	2 The nature of human activity
	Is the ‘correct’ way for humans to behave to be dominant/pro-active, harmonising, or passive/ fatalistic?

	3 The nature of reality/truth
	How do we define what is true and what is not true, and how is truth ultimately determined both in the physical and social world? By pragmatic test, reliance on wisdom or social consensus? 

	4 The nature of time
	What is our basic orientation in terms of past, present and future, and what kinds of time units are most relevant for the conduct of daily affairs? 

	5 The nature of human nature
	Are human beings basically good, neutral or evil, and is human nature perfectible or fixed?

	6 The nature of human relationships
	What is the ‘correct’ way for people to relate to each other, to distribute power and affection? Is life competitive or cooperative? Is the best way to organise society on the basis of individualism or groupism? Is the best authority system autocratic/paternalistic or collegial/participative? 

	7 Homogeneity versus diversity
	Is the group better off if it is highly diverse or if it highly homogeneous, and should individuals in a group be encouraged to innovate or conform? 


End of Table
Asking the same questions posed by Schein in relation to your own organisation or one that you know well could allow you to gain some insights into its overall culture. It should be noted, however, that this model has led to various disputes about the number and type of dimensions. 

3.4 Culture as symbols

Another way to look at culture is through the symbols in which culture is manifest. Some symbols are obvious, some less so. The obvious or ‘high-profile’ symbols are those designed to create an external image: the mission statement, the logo, the annual report, the corporate dress code, the head office architecture. 
The ‘low-profile’ symbols are those less tangible manifestations of what actually goes on inside an organisation in order to get work done. The two do not always match up. For example, at the height of its safety problems in early 2010, Toyota, the world’s largest car manufacturer, was severely criticised: ‘This system of quality control that Toyota represents to be at the heart of their corporation, doesn’t reflect reality’; the source of the trouble was blamed on a ‘Toyota culture which teaches that these are issues that should not be aired in public’ with the company being ‘at times more concerned with profit than with customer safety’ (The Independent, 25 February 2010). These comments point to a case where the low-profile symbols had became visible to the public and conflicted with the high-profile symbols to disastrous effect. 

Low-profile symbols were studied by Trice and Beyer (1984), who suggest that they can be divided into four categories: practices, communications, physical forms and a common language. 

· Practices – These are the rites, rituals and ceremonies of the organisation, and they take many forms – rituals for making tea or coffee; department or work group outings for meals or drinks; the annual office party; the doctor’s ‘rounds’ in a hospital ward; the award night for ‘salesperson of the year’; the visit of the director to a regional office; long-service award ceremonies, etc. Does your organisation or one that you know well carry out some of these practices? 

· Communications – These are the stories, myths, sagas, legends, folk tales, symbols and slogans that are circulated in organisations. These stories are told and retold by members of the organisation and come to influence behaviour. These myths and legends illustrate the preferred way of performing and become goals to aim for. 

· Physical forms – Low-profile symbols of an organisation’s culture manifest themselves in many physical ways. Examples include the appearance and location of the building; open plan or individual offices; posters or art work on walls; a single restaurant or an office canteen for most employees, with a separate dining room for managers; suits or casual attire; provision and distribution of flipcharts or whiteboards; the furniture (and again whether the type/luxuriousness of the furniture depends on a person’s grade). 

· A common language – Jargon is common to many organisations. It is a convenient shorthand form of communication, but it also affects behaviour. McDonald’s refers to its restaurant staff as ‘crew members’ and Disney employees are ‘cast members’. These terms give added meaning to working at these places. The emphasis is on being part of a team – recruits may feel ‘outsiders’ until they have learned the language. However, this language is intended to affect the way the people respond to their work. 

Here are some examples of organisational symbols:
Start of Figure
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Figure 13 The famous ‘golden arches’ logo at a McDonald’s restaurant
View description - Figure 13 The famous ‘golden arches’ logo at a McDonald’s restaurant
End of Figure
Start of Figure
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Figure 14 Inside Google’s China office
View description - Figure 14 Inside Google’s China office
End of Figure
Start of Figure
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Figure 15 Arsenal Football Club’s stadium in London, UK
View description - Figure 15 Arsenal Football Club’s stadium in London, UK
End of Figure
From a consideration of Schein’s levels of culture and the definitions, metaphors and symbols examined above, you should now be gaining a clearer idea of what tends to be encompassed by the idea of ‘culture’. 

3.5 Types of organisational culture

Over the last few decades there have been numerous attempts made by researchers to identify predominant types of organisational culture. The idea of culture, as the discussion thus far shows, is extremely complex, but this has not deterred writers from offering their perspectives. Looking at these models offers another way of understanding culture by distinguishing it according to recurring types. You must remember that all models are simplifications, and many of the more popular models of culture are extreme simplifications designed to be neatly placed within a particular type. Some focus on one or more dimensions of the idea of culture, others identify a small number of differing cultures and label and describe these. Two ways of categorising organisational cultures, and one approach to categorising national cultures, will be examined below. Before proceeding to these models, however, it is perhaps worth considering some of the perceived benefits of classifying cultures. For Gabriel (1999): 
Start of Quote
The first of these is that by being able to classify culture, a relationship or connection to other crucial organizational variables such as leadership style, structure and performance could be found which could be beneficial to you as a manager. Secondly, this might enable you to make a number of generalizations about the work experiences of those working in each type of culture, such as job satisfaction, career prospects or prevalent emotions. 

(Source: Gabriel, 1999, p. 203)

End of Quote
3.5.1 Deal and Kennedy model of organisational culture

Deal and Kennedy’s (1982) model, based on two dimensions, suggested that the biggest single influence on a company’s culture was the business environment in which it operated. They called this ‘corporate culture’,which they asserted embodied what was required to succeed in that environment. The two key dimensions were the degree of risk associated with the company’s activities, and the speed at which companies – and their employees – get feedback on whether decisions or strategies are successful. By ‘feedback’ Deal and Kennedy do not mean just bonuses, promotions and pats on the back. They use the term much more broadly to refer to knowledge of results. In this sense, a goalkeeper gets instant feedback from making a great save, but a surgeon may not know for several days whether an operation is successful, and it may take months or even years to discover whether a decision about a new product is correct. Deal and Kennedy distinguish between quick and slow feedback. Also, by splitting each dimension into high and low they came up with four ‘generic’ cultures, as shown in the Figure 16. 
Start of Figure
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Figure 16 Deal and Kennedy’s model of organisational culture
View description - Figure 16 Deal and Kennedy’s model of organisational culture
End of Figure
The tough guy, macho culture

Start of Quote
A world of individualists who regularly take high risks and get quick feedback on whether their actions were right or wrong.

(Source: Deal and Kennedy, 1982, p. 107)

End of Quote
This type of culture is commonly thought to be prevalent in organisations in which feedback comes in the form of financial rewards. You can think here of commodity brokers and sales-orientated organisations, such as those that sell water purifiers or financial services. Feedback, however, can come in many other ways. Police officers, sports people and entertainers all receive rapid feedback on the effectiveness of their work, and they could all be classified as belonging to a ‘tough guy’ culture, even though their feedback is not simply financial. Similarly, all these occupations have a degree of inherent risk, and the line between success and failure can be very fine indeed. For example, a football manager’s career could rest on one refereeing decision, and a comedian’s success depends on the mixture of people in the audience. 

Managers in this type of culture need to be able to make decisions quickly and to accept risk. To survive when things go wrong, they need to be resilient. These cultures are characterised by aggressive internal competition. Employees in such organisations believe that to get on they must be as tough as the ‘movers and shakers’ at the top. These activities tend to produce a lot of internal politics and conflict. In addition, these cultures tend to nurture short-term views, and here you might recall some of the reasons that are believed to have led to the fall of organisations such as Enron (auditing failures in picking up billions in debt from failed deals and projects) and Lehman Brothers Bank (bad debts led to its eventual collapse). Despite the label ‘tough guy’, Deal and Kennedy suggest that this culture is the least discriminatory of the four because it is, in their view, a meritocracy in which success is what is acknowledged and rewarded. 

The work hard/play hard culture

Start of Quote
Fun and action are the rule here, and employees take few risks, all with quick feedback; to succeed, the culture encourages them to maintain a high level of relatively low-risk activity 

(Source: Deal and Kennedy, 1982, p. 108)

End of Quote
This type of culture is characterised by high levels of activity, and each employee has to take few risks. Instead, success is measured by persistence. Typically, the primary cultural value is to supply customers with a quality product or service. These cultures spawn meetings, conventions, teamworking, office parties, jargon, buzzwords and so on. They are typical of large organisations such as the motor industry, IT and telecoms because in smaller organisations there are often increased levels of risk as ‘every decision is a big one’. The high levels of energy create two main problems for a manager: ensuring that the energy is being directed at the right tasks, and ensuring that quality accompanies the high levels of activity. For these reasons, IBM put up ‘Think’ signs all around the company. 

Start of Figure
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Figure 17 IBM ‘Think’ signs
View description - Figure 17 IBM ‘Think’ signs
End of Figure
The bet-your-company culture

Start of Quote
Cultures with big-stakes decisions, where years pass before employees know whether decisions have paid off. A high-risk, slow-feedback environment. 

(Source: Deal and Kennedy, 1982, p. 108)

End of Quote
This type of culture is found in organisations involved in projects that consume large amounts of resources and take a long time to be realised. Examples include an aerospace organisation deciding to develop a new aircraft, such as Airbus, which has spent many years developing its new A380. Other examples would include a construction company building a skyscraper or an oil company that starts drilling in a new region. Each of these projects is very risky and the organisation does everything it can to ensure it makes the right decisions initially. Meetings become very important and experts are drawn in to give their opinions. 

The process culture

Start of Quote
A world of little or no feedback where employees find it hard to measure what they do; instead they concentrate on how it’s done. We have another name for this culture when the processes get out of control – bureaucracy! 

(Source: Deal and Kennedy, 1982, p. 108)

End of Quote
Process cultures get a bad press from nearly all quarters. They are the bureaucracies, awash with red tape and memos. Their low-risk, slow feedback environment means that employees become more concerned with how work is done – the process – than with what the work is. There is a danger that artificial environments develop, detached from the real world. Employees in these cultures may be very defensive. They fear and assume that they will be attacked when they have done things incorrectly. To protect themselves they engage in behaviour such as circulating emails copied to everyone remotely concerned with the issue. 

Deal and Kennedy admit that this four-culture model is simplistic, but it can be a useful starting point for looking at your own organisation. A mix of all four cultures may be found within a single organisation. Furthermore, they suggest that companies with very strong cultures will skilfully blend the best elements of all four types in a way that allows them to remain responsive to a changing environment. Although these cultures have been criticised, for example, because customers fear the high-risk attitudes of those in a tough guy culture or the thoughtless energy of those in a work hard/play hard culture, they exist because they bring order to organisations and ensure that certain procedures are followed. Yet few organisations fall neatly into one of these four types, and it is very hard to relate these types to psychological personalities. 

Start of Activity
Stop and reflect

Start of Question
What sort of culture would you want in your organisation or, for example, looking after your life savings?

End of Question
Provide your answer... 

End of Activity
Think also about equity. Bureaucracy in public service undoubtedly makes services unresponsive, but it also ensures greater consistency, equity and impartiality of service – all of which rightly command high priority in public service organisations. 

3.5.2 Handy’s four types of organisational cultures
Another model of culture, popularised by Charles Handy (1999) – and following work by Harrison (1972) – also presents organisational cultures as classified into four major types: the power culture, the role culture, the task culture, and the person or support culture. Handy’s approach may help you understand why you have been more comfortable in some organisations than others. Interestingly, although Handy chooses to talk about culture, he shows the structures associated with his culture types. This may be because of the difficulty of drawing something as diffuse as culture, but it also reinforces the fact that culture and structure are interrelated. 
Power culture

Start of Figure
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Figure 18 Power culture
View description - Figure 18 Power culture
End of Figure
Handy illustrates the power culture as a spider’s web (see Figure 18), with the all-important spider sitting in the centre ‘… because the key to the whole organisation sits in the centre, surrounded by ever-widening circles of intimates and influence. The closer you are to the spider, the more influence you have’ (1999, p. 86). Organisations with this type of culture can respond quickly to events, but they are heavily dependent for their continued success on the abilities of the people at the centre; succession is a critical issue. They will tend to attract people who are power orientated and politically minded, who take risks and do not rate security highly. Control of resources is the main power base in this culture, with some elements of personal power at the centre. 

Size is a problem for power cultures. They find it difficult to link too many activities and retain control; they tend to succeed when they create new organisations with a lot of independence, although they usually retain central financial control. 

This type of culture relies heavily on individuals rather than on committees. In organisations with this culture, performance is judged on results, and such organisations tend to be tolerant of means. They can appear tough and abrasive and their successes can be accompanied by low morale and high turnover as individuals fail or opt out of the competitive atmosphere. Working in such organisations requires that employees correctly anticipate what is expected of them from the power holders and perform accordingly. If managers get this culture right, it can result in a happy, satisfied organisation that in turn can breed quite intense commitment to corporate goals. Anticipating wrongly can lead to intense dissatisfaction and sometimes lead to a high labour turnover as well as a general lack of effort and enthusiasm. 

In extreme cases, a power culture is a dictatorship, but it does not have to be.

Start of Activity
Stop and reflect

Start of Question
What kind of manager do you think would be happy in a power culture?

End of Question
Provide your answer... 

End of Activity
Role culture

Start of Figure
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Figure 19 Role culture
View description - Figure 19 Role culture
End of Figure
The role culture can be illustrated as a building supported by columns and beams: each column and beam has a specific role to playing keeping up the building; individuals are role occupants but the role continues even if the individual leaves. This culture shares a number of factors in common with Weber’s description of the ‘ideal-type’ bureaucracy. 

This type of organisation is characterised by strong functional or specialised areas coordinated by a narrow band of senior management at the top and a high degree of formalisation and standardisation; the work of the functional areas and the interactions between them are controlled by rules and procedures defining the job, the authority that goes with it, the mode of communication and the settlement of disputes. 

Position is the main power source in the role culture. People are selected to perform roles satisfactorily; personal power is frowned upon and expert power is tolerated only in its proper place. Rules and procedures are the chief methods of influence. The efficiency of this culture depends on the rationality of the allocation of work and responsibility rather than on individual personalities. This type of organisation is likely to be successful in a stable environment, where the market is steady, predictable or controllable, or where the product’s life cycle is long, as used to be the case with many UK public sector bodies. Conversely, the role culture finds it difficult to adapt to change; it is usually slow to perceive the need for it and to respond appropriately. Such an organisation will be found where economies of scale are more important than flexibility or where technical expertise and depth of specialisation are more important than product innovation or service cost – for example, in many public service organisations. 

For employees, the role culture offers security and the opportunity to acquire specialist expertise; performance up to a required standard is rewarded on the appropriate pay scale, and possibly by promotion within the functional area. However, this culture is frustrating for ambitious people who are power orientated, want control over their work or are more interested in results than method. Such people will be content in this culture only as senior managers. The importance of Handy’s role culture is that it suggests that bureaucracy itself is not culture-free. 

Start of Activity
Stop and reflect

Start of Question
What kind of manager do you think would be happy in a role culture?

End of Question
Provide your answer... 

End of Activity
Task culture

Start of Figure
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Figure 20 Task culture
View description - Figure 20 Task culture
End of Figure
Task culture is job-or project-oriented, and its accompanying structure can be best represented as a net (see Figure 20). Some of the strands of the net are thicker or stronger than others, and much of the power and influence is located at the interstices of the net, at the knots. Task cultures are often associated with organisations that adopt matrix or project-based structural designs. 

The emphasis is on getting the job done, and the culture seeks to bring together the appropriate resources and the right people at the right level in order to assemble the relevant resources for the completion of a particular project. A task culture depends on the unifying power of the group to improve efficiency and to help the individual identify with the objectives of the organisation. So it is a team culture, where the outcome of the team’s work takes precedence over individual objectives and most status and style differences. Influence is based more on expert power than on position or personal power, and influence is more widely dispersed than in other cultures. 

Task culture depends on teamwork to produce results. Groups, project teams or task forces are formed for a specific purpose and can be re-formed, abandoned or continued. The organisation can respond rapidly since each group ideally contains all the decision-making powers required. One example of a task culture is NASA, the US space agency, which in the 1960s had the specific task of putting a man on the moon before the end of the decade and bringing him back safely. Individuals find that this culture offers a high degree of autonomy, judgment by results, easy working relationships within groups and mutual respect based on ability rather than on age or status. 

The task culture is therefore appropriate when flexibility and sensitivity to the market or environment are important, where the market is competitive, where the life of a product is short and/or where the speed of reaction is critical. Against this must be set the difficulty of managing a large organisation as a flexible group, and of producing economies of scale or great depth of expertise. 

Control in these organisations can be difficult. Essential control is retained by senior managers, who concentrate on the allocation of projects, people and resources, but they exert little day-to-day control over methods of working or procedures, without violating the norms of the culture. This works well in favourable circumstances and when resources are available for those who can justify using them. However, when resources are not freely available, senior managers begin to feel the need to control methods as well as results, and team leaders may begin to compete for resources, using political influence. Morale in the work groups tends to decline and the job becomes less satisfying in itself, so that employees begin to reveal their own objectives. This necessitates the introduction of rules and procedures, the use of position or the control of resources by managers to get the work done. So the task culture has a tendency to change to a role or power culture when resources are limited or when the whole organisation is unsuccessful. 

Most managers, certainly at the middle and junior levels, prefer to work in the task culture, with its emphasis on groups, expert power, rewards for results and a merging of individual and group objectives. It is most in tune with the current trends of change and adaptation, individual freedom and low status differentials – but it may not be an appropriate culture for all circumstances. 

Start of Activity
Stop and reflect

Start of Question
What kind of manager do you think would be happy in a task culture?

End of Question
Provide your answer... 

End of Activity
Person culture

Start of Figure
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Figure 21 Person culture
View description - Figure 21 Person culture
End of Figure
Person culture is an unusual culture. It is not found in many organisations, yet many people espouse some of its values. This type of culture is illustrated by a loose cluster or a constellation of stars (see Figure 1.10). In this culture the individual is the focal point; if there is a structure or an organisation, it exists only to serve and assist the individuals within it, to further their own interests without any overriding objective. 

Clearly, not many organisations can exist with this sort of culture, or produce it, since organisations tend to have some form of corporate objective over and above the personal objectives of those who comprise them. Furthermore, control mechanisms, and even management hierarchies, are impossible in these cultures except by mutual consent. An individual can leave the organisation, but the organisation seldom has the power to evict an individual. Influence is shared and the power base, if needed, is usually expert; that is, people do what they are good at and are listened to for their expertise. 

Consultants – both within organisations and freelance workers – and architects’ partnerships often have this person-orientation. So do some universities. A cooperative may strive for the person culture in organisational form, but as it develops it often becomes, at best, a task culture, or often a power or role culture. 

Although it would be rare to find an organisation in which the person culture predominated, you will often encounter people whose personal preferences are for this type of culture, but who find themselves operating in more orthodox organisations. Specialists in organisations, such as computer people in a business organisation, consultants in a hospital, architects in local government and university teachers benefit from the power of their professions. Such people are not easy to manage. Being specialists, alternative employment is often easy to obtain, and they may not acknowledge anyone as being in a position to exercise expert power greater than their own. Position power not backed up by resource power means nothing to such people, and coercive power is not usually available. They may not be influenced by group norms or relationships with colleagues, which might be expected to moderate their personal preferences. This leaves only personal power – and such people are often not easily impressed by personality. 

Start of Activity
Stop and reflect

Start of Question
· What kind of manager do you think would be suited to a person culture?

· Which of Handy’s categories is closest to your own organisation or department?

· Identify a successful colleague and consider how they got ahead.

· To what extent does this colleague display the attributes Handy suggests are best suited to the culture of your organisation?

· To what extent do you display those attributes? How useful do you find Handy’s model?

End of Question
Provide your answer... 

End of Activity
There are limitations to Handy’s approach. There is a tendency to take Handy’s four cultures as fixed or ‘given’ styles – something an organisation has, rather than something that is created, negotiated and shared by everyone involved in the organisation and which may evolve over time. None of the four types can claim to be better or superior; they are each suited to different types of circumstances. Most real-life organisations tend to involve a mixture of cultures, and in Handy’s view each is suited to different types of circumstances, including different types of personalities. 

Theories of types of culture offer caricatures and simplifications of complex phenomena; the real world is always richer and more subtle. One way of gaining an insight into these complexities has been to explore the link between national culture and organisational culture. Before you consider this approach, you may find it helpful to reflect upon the two models you have considered so far. 

Start of Activity
Stop and reflect

Start of Question
· How does Deal and Kennedy’s model compare with Handy’s?

· What do their different approaches have in common?

· Within which cultures, identified by the different authors, would you prefer to be a manager – and to be managed?

End of Question
Provide your answer... 

End of Activity
3.6 National cultures and organisational culture
In this subsection you will explore the nation as a ‘source’ of culture. ‘You are undoubtedly aware of the cultural differences among countries, whether you have travelled outside your home country or simply read and watched TV and movies. For instance Arab cultures differ from Asian, Mediterranean, African and western European cultures’ (Bloisi et al. 2006, p. 685). The idea that a nation has particular set of beliefs and values, a shared set of practices or a way of behaving has alerted practitioners to the need to understand other cultures in order to conduct business effectively (Holden, 2002). It has been argued that when organisations move into foreign countries or when many of their new employee recruits are from other countries, this has created many challenges for management practices, as some of the common values that might be shared begin to differ across national cultures (such as, for example, ‘providing excellent services to customers’) (Halsall, 2008). 
This section therefore highlights the ways in which national cultural differences affect and are reflected in organisations, as well as drawing your attention to some of the bases on which sub-cultures can emerge within organisations. 

In order to gain an understanding of national culture and its interaction with organisational culture, summaries of the seminal research on this subject of Hofstede (1994, 2001) and Trompenaars and Hampden-Turner (2003) are offered below. Others working in this field (e.g. Jacob, 2005) believe that national cultures are too complex to be explained in terms of following a consistent path of progression dimensions, as used by Hofstede and Trompenaars. As a possible solution, Rarick and Nickerson (2008, p. 9) propose ‘that a better understanding of national culture can be developed through a combination of approaches in which weaknesses of one model can be supplemented by the qualities of another’. 

3.6.1 The Hofstede framework

Hofstede’s landmark research has typically formed the basis for identifying differences in national cultures in university management courses. His research looking at well over 100,000 IBM employees in 53 subsidiaries covering 50 countries provides an insightful look at the similarities and differences in cultural values. The essence of national culture for Hofstede is what he terms ‘national mental programming’, which is that part of our collective learning ‘that we share with other members of our nation, region, or group but not with members of other nations, regions, or groups’ (Hofstede, 1983, p. 76). He suggests that four dimensions discriminate between national cultures in the workplace. 
Start of Box
Hofstede’s four dimensions

Power distance – This is the extent to which a society expects a high degree of power difference between levels in an organisation. A high score reflects a belief in an established hierarchy, while a low score reflects a belief in equal rights. 
Uncertainty avoidance – This is the extent to which society willingly accepts ambiguity and risk. High score societies are risk averse. 

Individualism (as opposed to collectivism) – Societies high on this emphasise the role of the individual and expect people to take care of themselves and their immediate family. Low score societies are more concerned with the greater good of the group. 

Masculinity – A high score here reflects a society that holds values that in the West were traditionally male – competitiveness, assertiveness, ambition and concern for material possessions. A low score society would reflect a more nurturing orientation, emphasising consideration of others. 

End of Box
When Hofstede looked at how societies scored on these dimensions he found four major clusters within Europe:

1. A Germanic group (Germany, Austria, Switzerland), tending towards high masculinity and low power distance.

2. A mainly Scandinavian group (Sweden, Finland, Norway, Denmark but also the Netherlands) tending towards high individualism, low masculinity and low power distance. 

3. An Anglo-Saxon group (Britain and Ireland) with high individualism and masculinity and low power distance and uncertainty avoidance. 

4. A mainly Latin group (France, Spain, Italy, Portugal, Greece, but also Belgium) with high uncertainty avoidance and high power distance. 

By comparison outside Europe, Japan scored highly on masculinity and uncertainty avoidance, while the USA scored highly on individualism but low on uncertainty avoidance. 
While this is again a highly simplified approach to a complex issue, you may find it a useful starting point for thinking about your experience of working with colleagues from different national backgrounds. Hofstede’s work has, however, attracted a number of critics. For instance, McSweeney (2002) and Smith (2002) have expressed concern about the generalisability of the samples, the levels of analysis, the comparison of political boundaries (countries) to culture and the validity of the instruments of measurement. The links between the dimensions as measured and actual behaviour to be found in organisations are also not made explicit. Hofstede’s assumptions of the homogeneity of each studied culture have also been challenged by Sivakumar and Nakata (2001). Hofstede’s use of masculinity/femininity as the label for his fourth dimension was unfortunate as this is an outdated way of describing what are really just two distinct approaches to interpersonal relationships at work. However, Hofstede’s model, despite the criticism, has represented the most popular approach to cultural assessment (Rarick and Nickerson, 2008). 

Start of Activity
Stop and reflect

Start of Question
From your own experience, to what extent do you agree with Hofstede’s descriptions?

End of Question
Provide your answer... 

End of Activity
3.6.2 The Trompenaars and Hampden-Turner framework

This framework built on the work of Hofstede by broadening the definition of national cultures in recognising that wider historical, political and social factors in a country may affect ‘business values’. Their model is therefore a useful tool for understanding and dealing with cultural differences. Trompenaars and Hampden-Turner suggest that national cultures vary in how their members solve problems by identifying three major types: 
1. The relationships with people – five major cultural differences were identified (see Table 3 below).

2. Attitudes toward time – suggests that societies view time differently, as well as how the past, present and future interrelate.

3. Attitude towards the environment – relates to whether individuals are considered either a part of nature or separate from it; also how much individuals are a master of their fate. 

The Trompenaars and Hampden-Turner framework further identify five major cultural differences in how relationships with other people are handled, and these are expressed as pairs of binary opposites (see Table 3). 
Start of Table
Table 3 Trompenaars and Hampden-Turner cultural dimensions

	1 Universalism versus the particular
	A culture’s application of principles. Universal: emphasis is on rules and regulations regardless of individual circumstances. Particular: emphasis on relationships and flexibility. 

	2 Individual versus collective
	A culture’s focus on either the group or the individual. An individual focus is on the needs of the individual, freedom and responsibility. A collective focus relates to group emphasis and consensus. 

	3 Neutral versus affective
	Neutral: emphasises objectivity and detachment. Affective: emphasises displays of emotion.

	4 Specific versus diffuse
	A culture’s blending of work and personal life. Specific: emphasises separation of the two. Diffuse: blends them.

	5 Achievement versus prescription
	A culture’s way of assigning status. Achievement: emphasises performance. Prescription: emphasises that status comes from age, education, gender and personal characteristics. 


End of Table
This framework is useful in helping you link the dimensions of culture to other aspects of organisational behaviour. Two very important points that this framework brings up are, first, that increasingly, operating in a global environment where people and goods move to and fro one needs to be aware of cultural differences in order to avoid potential problems. Second, this framework also suggests that there is no single formula for reconciling cultural differences and it encourages viewing each culture on its own merit with no culture superior to another. 

Whatever your experience of different cultural contexts, even the simple models considered in this section should have made you aware of the extent of cultural variation around you. Cultures can vary at the level of the individual workgroup, the department or the organisation. Overlaying this will be the influence of national cultures, whether because an organisation is operating multi-nationally or because it draws on a multi-cultural workforce. 

3.6.3 Distinguishing corporate and organisational culture

The term ‘culture’ has been used in two different ways in reference to organisations. Smircich (1983) put the issue neatly when she asked whether culture is something an organisation is or something an organisation has. This points up the different ways in which the notion of culture can be viewed by theorists and practitioners. 
If culture is something an organisation has, it can be treated as another variable to be manipulated or another contingency that affects structures and processes. As such, it could be seen to be ‘owned’ management who disseminate it downwards throughout the organisation. With this perspective, culture can therefore be changed to improve efficiency or effectiveness in what has been referred to as ‘cultural engineering’ (Jackson and Carter, 2000, pp. 27–8) – creating the ‘right’ kind of organisational culture such that management imposed values rule out particular courses of action or narrow the range of options for a decision. So what might cultural engineering look like in practice? You will look at a case study shortly – Nokia Siemens Networks at the beginning of tackling this process. 

However, if culture is something an organisation is, it describes the negotiated and shared meanings that emerge from social interactions. Culture in this sense is created and re-created by its participants in a continuous process, which senior managers are part of and can influence but which they cannot determine or control. Clearly, used in this sense, those aspects of an organisation’s culture that senior managers can shape and control are less than the whole of the culture. The distinction between the approaches to culture by management and practitioners was captured by Linstead and Grafton-Small (1992) who in their research contrasted ‘corporate culture’ and ‘organisational culture’. They suggested that corporate culture was ‘devised by management and transmitted, marketed, sold or imposed on the rest of the organisation … the rites, rituals, stories and values which are offered to organisational members … gaining their commitment’ (p. 333). In contrast, ‘organisational culture’, they asserted ‘grows or emerges within the organisation and emphasises the creativity of organisational members as culture makers’, which appears to be a lot more realistic as it seems to acknowledge the presence of sub-cultures within the organisation. 

The shaping and controlling of culture has attracted management and practitioners who have believed that strong cultures could be created to produce commitment, dedication, enthusiasm and even passion in workers. These ideas were put forward by Deal and Kennedy (1988), Peters and Waterman (1982) and Kanter (1984) who argued that a strong culture was crucial in organisational success as it enabled employees to be certain about what they thought and felt, making them more dedicated to the organisation. However, this view of culture has attracted a lot of criticism too. Robbins (2001) has suggested that this emphasis on a strong culture contributed to the demise of some of the biggest corporations (for example, Barings Bank, Enron, WorldCom, Lehman Brothers). Willmott (2002) has also criticised strong cultures as privileging the views of managers of the organisation as a means of subordinating and incorporating other members, thus enforcing a uniformity of culture within the organisation. 

So how might proponents of a strong culture reply to these objections? If they are wise, they will welcome them as clarifying the nature and scope of the culture-building that is being proposed. To this end it is helpful to distinguish between broad and narrow versions of culture, between culture in an all-encompassing sense and those aspects of an organisation’s culture that senior managers can more or less control. 

Having examined the arguments about strong culture, we now move on to look more closely at what is involved in promoting a corporate culture in which diverse perspectives on organisational problems and issues can be productively harnessed in organisational processes. 

3.7 Managing cultural differences
Start of Case Study
Creating culture

Start of Quote
Nokia Siemens Networks’ birth involved more than merging product lines and operations. Soft issues rather than hard ones can kill a merger in its infancy, and considering the might and history of NSN’s parents, unifying two distinct corporate cultures in to one would prove to be one of the venture’s biggest challenges
End of Quote
Start of Quote
In November 2006, 250 executives from Nokia Networks and Siemens Communications got together in a room in Munich, tasked with hashing out the details of their impending merger. Nokia and Siemens already had a good idea of what the company would look like on paper: They would create a huge global company with strengths in both wireless and wireline telecommunications, leverage a massive international sales force and achieve economies of scale unavailable to either company so long as they remained network divisions of their parent companies. But NSN also would be the merger of two distinct corporate cultures. Bastions of engineering in their own countries, Germany and Finland, each had their own deeply ingrained identities and, yes, pride. The numbers aside, how would the new NSN function? 

End of Quote
Start of Quote
Attending that meeting was Bosco Novak, who would become the head of human resources for the new joint venture. The president of Nokia Networks and future CEO of NSN, Simon Beresford-Wylie, had asked Novak to take over the role in July, two days before the merger agreement was publicly announced. At the time, Novak headed Nokia's global services division and supervised a huge multinational organization – and also had an inherent cultural asset: He was a German who had worked for Nokia since 2000. But Novak had not a lick of HR experience and was puzzled by his boss' choice. But Beresford-Wylie explained that his role wouldn’t be that of an ordinary HR manager. Novak would be responsible for crafting and implementing an entirely new culture at NSN. Novak accepted and five months later he and 249 other executives, managers and engineers were trying to figure out what exactly that new NSN culture would be. 

End of Quote
Start of Quote
The group managed to find several fundamentals that the two companies had in common: They both were Western European; they both had an ingrained engineering culture; and their employees also had a deep pride in being on technology’s cutting edge and a feeling of making a difference in the world. But those cram sessions also revealed some profound differences, not just in their surface organizations but in how their employees related to one another and management and in their approach to problems. Most striking of those differences was a sense of formality and structure in Siemens’ culture, as opposed to a looser set of relationships and emphasis on flexibility at Nokia. 

(Source: Kevin Fitchard, 2009)

End of Quote
End of Case Study
The NSN case illustrates how senior managers begin to promote the adoption of a new corporate culture. Managing the differences that arise, whatever their origins, can present considerable challenges for a manager. You can see that managers from these two organisations coming together from different cultures may perceive requirements for meeting their commitment to customer service, for example, in different ways. These influences can and do lead to differences in preferred methods of pursuing goals, as illustrated by NSN. National cultural influences may colour perceptions of what is important as well, as informed by the works of Hofstede and Trompenaars and Hampden-Turner. 

The NSN case illustrates the distinction between organisational and corporate culture and shows how proponents of a strong culture argue for promoting a homogeneous and consistent corporate culture (which is realistic and important) rather than a homogeneous and consistent organisational culture (which they accept is unrealistic and unnecessary). So, for example, a company such as NSN can and should share a distinctive corporate culture across Europe, even though its managers will represent many different culture areas and have different functional backgrounds. Managers and staff can behave and respond similarly in some respects, yet differ (perhaps considerably) in many other respects. 

Many organisations, whether multinational or not, try to promote strongly shared guiding values such as customer service. Multinationals seek to embed such values to ensure that managers and workforce, irrespective of their diverse cultural backgrounds, pull in the same direction as they strive to achieve the same broad corporate aims and goals. Novak’s task at NSN would be to arrive at new shared values and describe how these values are going to operate in the company. At the organisational level, the intention is not to suppress diversity of opinion about how best to achieve these aims and goals. It is stated that NSN has two very distinct differences, which imply a ‘culture clash’ and a challenge about whose culture will be adopted – which also has the potential to alienate the other group. 

Start of Activity
Stop and reflect

Start of Question
An organisation’s culture, once established, rarely fades away – so how would Novak at NSN create a new organisational culture? Do differences between the cultures at NSN generate problems? What might reinforce and sustain this new culture once in place? How do new employees learn their organisation’s culture? 

End of Question
Provide your answer... 

End of Activity
The models that you have looked at thus far are useful tools for cultural analysis. Cultures may involve conflict as well as agreement, and divide just as much as they integrate. The new corporate values that managers attempt to promote through such methods may or may not become embedded in the organisation’s culture in time. However, by creating behavioural expectations that accord with these values, managers help to generate the parameters within which initiative is exercised by those at lower organisational levels. They can perpetuate exclusions and inequalities just as much as a sense of belonging and identity. Attempts to force one culture on a group with very different values are fairly common, but may be counter-productive. A better understanding of why cultures differ, and of the value of such differences, may make such initiatives less likely, and remove much of the friction associated with working across cultural boundaries. 

Start of Activity
Stop and reflect

Start of Question
What problems have you observed or associated with working with different national or organisational cultures in your organisation or one that you know well? How have these been handled? Were there any tensions between dominant and subordinate cultures? What is your role in this? 

End of Question
Provide your answer... 

End of Activity
Start of Activity
Activity 5 Looking back on section 3

Start of Question
After reading section 3, you may wish to use your Learning Journal to record your notes on the following questions:

1. Choose one of the frameworks discussed in section 3.5 – for example, Deal and Kennedy or Handy’s four types of organisational culture – and think about where your own organisation would fit. Note your thoughts about whether it is a good fit or perhaps you can see more than one cultural type or can identify where the framework itself is lacking. 

2. Choose either Hofstede or Trompenaars and Hampden-Turner’s framework and consider whether the dimensions they identify resonate with your own experiences. Note your thoughts about how helpful these frameworks are in alerting you to differences in cultures. How might these understandings help your practice of management? 

3. Reflect on how the use of these frameworks helps you think about organisations in new ways.

End of Question
Provide your answer... 

View feedback - Activity 5 Looking back on section 3
End of Activity
4 Creative problem solving

The next cluster of activities will give you some tools and techniques for untangling the complexity of this subject. Organisations and management present complex issues and, despite the usefulness of models and frameworks, the number of different perspectives one can use to view them can make them seem insurmountable. In this section, you will learn about two techniques for creative problem solving (CPS) and develop some skills in using cases for analysis. 
Case study analysis skills

This section provides some initial guidance in reading and analysing case studies. In Activity 3.6 you will do some basic case analysis. 
Most importantly, the activities in this section are meant to be fun and engaging, and it is hoped that you will find them enjoyable and helpful. 

4.1 Creative problem solving

Here’s a summary of what you’ve covered so far:
· Management is a complex endeavour, and it can be difficult to make sense of the problems and challenges you encounter.

· Different organisational structures and cultures will impact on management approaches used. 

· Rational approaches to management, while making sense on paper, can fail miserably when put into practice – especially when confronting complex management issues. 

· Management practice is also considered a creative art.

· A successful manager goes beyond mere mechanical application of a formula in response to a situation. Successful management calls for shifts in thinking, as well as in doing. 

One of the aims of this course is to encourage you to think creatively as a way of improving both how you manage in practice, and how you learn and develop as a student of management. Put more directly, creative thinking can help you to: 
· do your job better

· support others in doing their jobs better

· build positively on your experience.

You will now learn how ‘creative problem solving’ (CPS) can help you to look at these challenges differently. The two CPS techniques you will learn about are related to systems thinking. Systems thinking is particularly useful when you are analysing a complex problem, and systems diagrams can be helpful to illustrate messy relationships and issues in management. 
4.2 Introduction to creative problem solving
Before we get into this subject, let’s get your initial thoughts going in.
Start of Activity
Creative problem solving activity 1: What do managers do?

Start of Question
Make a list of the sorts of things that managers spend their time doing (or should do!). You can start with what you do, in your own managerial role, then think about what other managers do, both in your organisation and in other types of organisations. Think specifically about generic activities or categories of action that managers carry out. 

End of Question
Provide your answer... 

View feedback - Creative problem solving activity 1: What do managers do?
End of Activity
Looking back at your list, how many of these activities involve some kind of problem to be solved, e.g., issue to be addressed, situation to be diagnosed, challenge to be met, opportunity to be explored or context to be understood? Often, the same kinds of techniques can be used for all of these. In many respects, tackling challenges or making informed decisions is not so different to ‘solving problems’. 

4.3 What is a problem?
There are various ways of defining what is meant by the term ‘problem’. Typically, such definitions highlight the existence of a mismatch between how things actually are and some other, desired (or desirable) state of affairs. Van Gundy (1988, p. 4) goes further, and identifies preconditions that are necessary if you want to start problem solving: 
1. the existence of a gap between what is and what should be

2. an awareness that a gap exists

3. the motivation to decrease the gap

4. an ability to measure the size of the gap

5. the abilities and resources required to close the gap.

Put another way (one that sounds a bit more personal or informal):
1. Things aren’t right.

2. I know that things aren’t right.

3. I want to make things better.

4. I can tell if the situation gets better or worse.

5. I can influence this situation for the better.

The language used to define ‘problem solving’ carries certain implications which (in the spirit of creative deconstruction) are worth bringing into awareness and examining. 
· What ‘things’ aren’t right? These could be relationships, as well as objects and people. Where shall I draw the boundary? 

· What do I mean by ‘… aren’t right’? Could this include decisions that need making, opportunities and possibilities that might be explored, creating something new that hadn’t previously existed, and improving something that’s already ‘right’ (but could be even better)? 

In practice, ‘problem-solving’ techniques often help in situations that we perceive in more positive, or neutral, terms. So, for our purposes, we can conveniently use the term ‘problem’ as a shorthand to include issues, opportunities, challenges, concerns, difficulties, messes and the like. 
Start of Activity
Activity 6 Is this a problem for solving?
Start of Question
Think of a challenging situation, a difficult decision, an opportunity for change, or some issue that could be considered problematic. Then, use either of the five-point lists preceding, in combination with some ‘5Ws and an H’ questions to run a quick check on whether this is a problem amenable to an attempt at solving it. 

End of Question
Provide your answer... 

View feedback - Activity 6 Is this a problem for solving?
End of Activity
4.4 Solving a problem

As a manager, you will have to tackle many problematic issues, especially if you and/or your team are dealing with change. Sometimes you will address the issues yourself. Sometimes you will get others to do it, and your role will be to create the conditions for them to do so effectively. Either way, you will do it better if you have a good feel for what problem solving involves. 
You will also be faced with ‘problems’ in the course of your management learning – both the tasks you are set explicitly, as part of assignments and study activities, and the more individual challenges that you personally encounter in the course of your learning journey. 

The term ‘problem solving’ is widely used by managers and in the literature. But there are many other terms (e.g., ‘opportunity finding’) that convey very different shades of meaning, some of which may well be much more suitable for your purposes. For instance, often: 

· What you are tackling is not a ‘problem’ in the ‘something-has-gone-wrong’ sense, but a concern, an opportunity, a new direction or an improvement. It may be about ‘pursuing good things’ rather than ‘fixing bad things’ 

· The main activity is not ‘solving’ but exploring, defining, resolving, bypassing, reframing, managing, etc.

· It is not a single, discrete problem, but a densely interconnected part of a huge web of issues and concerns that change and develop over time and may transform in appearance depending on your viewpoint. 

When you find yourself in a situation that calls for some kind of analysis or action, see which terms provides the best and most helpful frame for your thinking. For instance, some people find it helpful to reframe ‘problems’ as ‘opportunities’ or ‘challenges’ – for them these more open frames may feel exciting and optimistic – while others may find the neutral language of ‘issues’ and ‘concerns’ more helpful. Each of the many different terms for this area creates its own metaphor for what is involved, and suggests its own, slightly different, ways of working. 
4.5 Creativity for messy problems 
Many problems have tried and tested solutions, or standard ways of working out a solution, and they do not need a particularly ‘creative’ approach. For example, if I find I have no food in my kitchen, I don’t usually have to be creative about solving that problem – I can just go the shops or order a home delivery. It’s only in less usual circumstances (I’ve got people coming to a dinner party, or I’m living miles from the nearest town) that I might need a creative solution to that situation. 
While many challenges in organisational life are straightforward and routine, management situations often turn out to conceal what academics involved in writing about systems theory have named variously as ‘messes’ (e.g., Ackoff, 1979), ‘soft’ problems (Checkland, 1972, 1981), or ‘wicked’ problems (Rittel, 1972). These are complex systems of sub-problems in which many different potential issues are woven together in an interdependent way. These sub-problems are closely linked to the differing values, perceptions and world views of the many people who have vested interests in various aspects of the situation; after all, problems are as much to do with the problem-owner’s needs and motives as with the external situation. 

The table below is an adaptation of Mason and Mitroff’s version of Rittel’s concept of ‘wicked problems’.

Start of Table
Table 5 Rittel’s characteristics of ‘wicked problems’
	Characteristic
	How it appears in tame problems
	How it appears in wicked problems

	Problem formulation
	Can be exhaustively formulated and written down
	Has no definitive formulation

	Problem/solution relationship
	Can be formulated separately from any notion of what its solution might be
	Every formulation of it corresponds to a statement of solution and vice versa

	
	
	Understanding it is synonymous with solving it

	Testability
	The solution can be tested
	There is no single rule or system of criteria that determines whether the solution is correct or false

	
	Either it is correct or it is false
	Solutions can only be good or bad relative to one another

	
	Mistakes and errors can be pinpointed
	

	Finality
	Problems have closure – a clear solution and ending point
	There is no rule for when to stop

	
	The end can be determined by means of a test
	There is always room for improvement

	
	
	Since there is neither an immediate nor ultimate test for the solution to the problem, one never knows when one’s work is done, and the potential consequences of the problem are played out indefinitely 

	Tractability
	There is an exhaustive list of permissible operations that can be used to solve it
	There is no definitive list of permissible operations to be used for solving it

	Explanatory characteristics
	The problem may be stated as a ‘gap’ between what ‘is’ and what ‘ought’ to be and there is a clear explanation for every gap
	Many possible explanations may exist for the same discrepancy

	
	
	Depending on which explanation one chooses, the solution takes on a different form

	Level of analysis
	It has an identifiable form
	Every problem can be considered as a symptom of another problem

	
	A level of generality can be found for bounding it and identifying its root cause
	It has no identifiable root cause; since curing symptoms does not cure problems, one is never sure the problem is being attacked at the proper level 

	
	There is no need to argue about problem level
	

	Reproducibility
	It can be abstracted from the real world, and attempts can be made to solve it over and over again until the correct solution is found 
	Each problem is a one-shot operation

	
	
	Once a solution is attempted, you can never undo what you have already done

	
	
	There is no trial and error

	Replicability
	It may repeat itself many times
	Every problem is essentially unique

	Responsibility
	No one can be blamed for failing to solve it, although solving it may bring someone acclaim
	Since there is no way of knowing when it is solved, few people are praised for grappling with it

	
	
	The problem solver has ‘no right to be wrong’, is morally responsible for what happens and must share the blame if things go wrong 


(Source: adapted from Mason and Mitroff, 1981, pp. 10–12)
End of Table
Mason and Mitroff continue:

Most policy planning and strategy problems are wicked problems of organized complexity. These complex wicked problems also exhibit the following characteristics. 

· Interconnectedness: Strong connections link each problem to other problems. As a result, these connections sometimes circle back to form feedback loops. ‘Solutions’ aimed at the problem seem inevitably to have important opportunity costs and side effects. How they work out depends on events beyond the scope of any one problem. 

· Complicatedness: Wicked problems have numerous important elements with relationships among them, including important ‘feedback loops’ through which a change tends to multiply itself or perhaps even cancel itself out. Generally, there are various leverage points where analysis and ideas for intervention might focus, as well as many possible approaches and plausible programs of action. There is also a likelihood that different programs should be combined to deal with a given problem. 

· Uncertainty: Wicked problems exist in a dynamic and largely uncertain environment, which creates a need to accept risk, perhaps incalculable risk. Contingency planning and also the flexibility to respond to unimagined and perhaps unimaginable contingencies are both necessary. 

· Ambiguity: The problem can be seen in quite different ways, depending on the viewer’s personal characteristics, loyalties, past experiences, and even on accidental circumstances of involvement. There is no single ‘correct view’ of the problem. 

· Conflict: Because of competing claims, there is often need to trade-off ‘goods’ against ‘bads’ within the same value system. Conflicts of interest among persons or organizations with different or even antagonistic value systems are to be expected. How things will work out may depend on interaction among powerful interests that are unlikely to enter into fully co-operative arrangements. 

· Societal Constraints: Social, organizational, and political constraints and capabilities, as well as technological ones, are central both to the feasibility and the desirability of solutions. 

The wicked problems of organized complexity that policy makers face have two major implications for designing processes for marking policy: 
· There must be broad participation of affected parties, directly and indirectly, in the policy-making process.

· Policy making must be based on a wide spectrum of information gathered from a large number of diverse sources.

(Mason and Mitroff, 1981, pp. 11–13)
Start of Activity
Activity 7 Tame or wicked?
Start of Question
Identify some issue that concerns you at the moment.

Write down a list of stakeholders in this issue – people who can affect it or are affected by it. In your mind, try to step into each stakeholder’s shoes so that you get some feel for how that party sees your issue. Write a sentence or two about the problem from the point of view of each of these stakeholders. Perhaps make a few notes about some of the more marked differences that emerge from this exercise. 

Work through the tame/wicked characteristics (Table 5 above) and see how they apply to your issue. If ‘1’ means ‘very tame’ and ‘10’ means ‘very wicked’, what score would you give your issue? 

End of Question
Provide your answer... 

End of Activity
Managing messes or wicked problems usually needs a lot of creative exploration of the issue, backed up with ways of ‘mapping’ the situation so that you can see how all the bits fit together, and get to understand how the complex whole is likely to react to any particular intervention. Indeed, wicked problems may have no neat and tidy ‘solution’ at all, or no single or unequivocal solution. Often they boil down to finding acceptable ways of coping. But finding ways of coping, collectively and personally, can itself be a highly creative business – not in the spectacular ‘new invention’ sense of creativity, but in the subtler, moment-by-moment, incremental sense that helps good things to flower out of the most unpromising material. 

Problem articulation in these areas can easily become very ‘political’, raising issues such as trust, respect, role and communication, so discussion, debate and negotiation are often critically important if you are to make good progress. In practice, the complexity of many problem situations often means that it may be better to think of continuous, ongoing ‘problem management’ rather than one-off ‘problem solving’ with a clear beginning and end. For a manager, the individual episode is usually just one issue in a continuing portfolio of issues. The resolution of one issue often results in a changed environment that raises new issues – so creative problem-solving skills are vital for managers. 

Messy or wicked problems do not respond readily to conventional approaches to problem solving, almost by definition – if it were that straightforward to solve the problem, it wouldn’t be a messy one. Messy issues call for new approaches, different from what has been tried before, and are likely to need solutions that are tailored to that particular situation, rather than something ‘off the shelf’. In other words, messy problems are prime candidates for creative problem-solving approaches. 

4.6 What makes problem solving ‘creative’? 
There are many ways of problem solving creatively; it is an approach that entails addressing the issue in a way that is somehow new or different, yet still appropriate – or seeking a solution that is creative, innovative or unexpected. 
Creative problem solving tends to be characterised by a mental orientation that

· questions and challenges

· investigates deeply, widely and from a range of perspectives

· is prepared to generate many ideas, or ones that are not obvious or usual.

This creative orientation may be manifest in part or all of the process of problem solving, and does not preclude a rational, analytic approach. Indeed, rigorous analysis or a structured method is central in much creative problem solving. However, there is great variety, from quick and easy techniques, to long and complicated multi-staged methods, and approaches that are more like philosophies or personal development tools. 
Creative problem solving is normally a continuous enquiry and learning process, in which understanding evolves on several fronts in parallel, to the point where you finally know what to do about the situation that faces you. Different techniques may be more or less useful at different phases of the process. For instance, in the early stages it is usually more helpful to focus on exploring the situation, and less on generating ideas or negotiating with stakeholders, though this may happen too. 

The notion of problem solving taking place in identifiable stages is a common one. Creative problem solving often works by splitting the thinking about an issue into a series of stages. Many authorities talk in terms of three main stages: 

· an initial exploratory phase where one identifies the problem to work on and considers it from different angles

· a second phase where one considers alternative ways of dealing with the problem

· a third phase where one works out the detailed implementation of a chosen way forward.

Within each of these three phases it is common to encourage a divergent, imaginative phase where different acts and possibilities are considered, followed by a more convergent, evaluative phase where these possibilities are considered and a way forward is chosen. Since the whole process is itself an expansive opening out of new actions, it needs its own overall evaluation phase as well – in effect a fourth stage. 
So you can think of the problem-solving process as follows.

Start of Table
Table Stages of creative problem solving

	Stage
	Open up (diverge)
	Close down (converge)

	Stage 1: Explore problem
	Explore different actions
	Select key problem

	Stage 2: Generate ideas and plans
	Consider alternative ideas
	Select preferred option

	Stage 3: Implement plan
	Plan supporting action
	Undertake action

	Stage 4: Evaluate
	Monitor progress
	Adapt action


End of Table
How much time you spend on each phase depends on the nature of the problem; a problem you were unclear about probably warrants more time in the exploration stage, whereas something more straightforward may merit more time in the idea generation stage. If the issue is likely to generate conflict, then the implementation stage is likely to be worth considerable attention. 

Set out this way, the procedure seems very rigid; in practice it is much more relaxed and iterative. If, for example, during the idea generation stage you suddenly realise that some other problem is really the one you should be addressing, go back to an earlier stage for another round of clarifying and exploring the nature of this problem; then return to generate and consider possible courses of action for this reformulated problem. 

Problem solving should be very practical and end up with a plan that feels appropriate and that the problem owner is willing to implement. If, after selecting a plan of action, you realise that in fact you are not prepared to implement it, then treat that as a useful insight and go back and consider other plans until you find the best one, which you are willing to implement. 

One reason for problems is that people often think too narrowly, in ‘mental tramlines’ (habits worn into the brain’s patterns of thought over time). If you attempt to consider the problem, solution or plan of action from various different perspectives before a convergent (narrowing thinking, closing down) phase, you force the mind to go beyond its usual habits and assumptions. From these different vantage points it may jump to a new and more appropriate response to the problem. The divergent (opening up) phase in each stage may help people who evaluate possibilities too quickly. 

People inclined to the opposite tendency of ‘castles in the air’ thinking or those who find it hard to make choices, may benefit from the discipline of the convergent (closing down) phases. The action-planning phase often helps the vague-minded to commit themselves to a concrete action. 

As you get more practised with creative problem-solving techniques, you will speed up and become better able to judge which techniques to use in different circumstances. The different stages and phases may blur into each other, but a skilful problem solver will remain aware of where they are in the process, and whether convergent or divergent thinking is being emphasised, even if the procedure appears less tightly structured. Even without using particular creative techniques, awareness of these stages can provide a useful model for applying to many problem situations. 

Start of Activity
Activity 8 Converge, diverge
Start of Question
Select some problematic issue (it could be the same one as you used for Creative problem solving activity 2 or 3, or it could be a different one). 

Diverge: Make some notes or sketches about different aspects of the issue. Aim to open up your thinking as widely as possible while doing this, rather than being focused on what might be most important. Explore the edges of the issue, break it down into sub-parts, or get ideas from the previous exercise on stakeholders’ perspectives. Spend 5–10 minutes on this. 

Converge: Even if you realise that your divergent investigation is incomplete, close down your thinking now, and – based on your divergent exploration – jump to a conclusion about what you think the main or key problem is in this issue. What’s the core of the matter, the most important question to answer, or the factor that’s causing the most difficulty? Formulate this key problem in a short sentence. Spend 2–5 minutes selecting the key problem, and a similar time composing your sentence. 

End of Question
Provide your answer... 

View feedback - Activity 8 Converge, diverge
End of Activity
4.7 Choosing a technique or approach to problem solving

It is rarely the case that there is just ‘one right way’ in selecting a creative approach to problem solving, but there are various factors that it is worth considering when you are deciding how you are going to approach an issue. For instance: 
· Is the importance of the problem, or the need for novelty, great enough to warrant the time and resource cost of a formal method, or one involving other people? 

· What resources do you have, and what does the approach you are thinking of need?

· Are people with suitable skills (e.g., facilitation) and motivation available if you want to use group techniques?

· Is the local or organisational culture supportive of this kind of activity, or is this something you have to do ‘invisibly’?

· What sort of problem is it? Or what phase of the problem-solving process do you need to use creative techniques for?

· How ‘messy’ is the issue? Are many different stakeholders involved, for example?

There are also many possible personal reasons why someone may prefer one technique to another. People often like to use a technique they have used before and feel confident about; a slightly inappropriate technique used skilfully can often be more effective than a ‘better’ technique used inexpertly. Conversely, you may choose a technique because you want a change or to learn something new. Also, people with different cognitive styles may well bring different needs and preferences to the problem-solving arena. You may choose techniques that help you in aspects of problem management that you need to develop. For example, you may choose a convergent technique to help you structure your thoughts, or a technique that supports divergent thinking to help you to generate more ideas. 
Activities 9 and 10 cover the CPS process and two systems thinking techniques for identifying and analysing problems.

In Activity 11, you will use one or more of these methods to do some more thinking about your problem or opportunity situation at work. 

Start of Activity
Activity 9 The creative problem solving process

Start of Question
The following sections explore the CPS approach and two different techniques for starting to think creatively about problems and their solutions: CATWOE and rich pictures. 

While reading, think about ways that you have approached problems or opportunities in the past.

· Have you used any of these techniques before? Which ones?

· How did your approach assist you in identifying or analysing the problem?

End of Question
Provide your answer... 

View feedback - Activity 9 The creative problem solving process
End of Activity
4.8 The Verdasys rich picture

This example of a rich picture comes from Emeric Miszti, Vice President of Enterprise Information Protection at a computer security software company based in the USA, with offices and clients across the world. The company works with large, often multinational, organisations to help them to improve their computer security processes. 
Start of Activity
Activity 10 The Verdasys rich picture

Start of Question
Miszti drew a rich picture of how he is able to capitalise on an opportunity presented by clients he meets with every day. His rich picture depicts the complex work that Chief Information Security Officers (CISOs) manage and how he helps these clients to improve their data security systems (right click on the image below and then click Play to watch the slideshow with audio). 

End of Question
Start of Media Content
Interactive content is not available in this format.

The complex web of relationships for a CISO, a rich picture by Emeric Miszti

View transcript - The complex web of relationships for a CISO, a rich picture by Emeric Miszti
End of Media Content
Provide your answer... 

View feedback - Activity 10 The Verdasys rich picture
End of Activity
Drawing rich pictures is very much tailored to individual situations. The Further reading section of this course also provides links to a YouTube video of someone describing their rich picture and other information for using visual illustrations to develop and depict organisational issues and solutions. 

Throughout this section, you will discover different methods for thinking creatively about your work and associated management issues. In the next task, you are asked to try out one of the methods discussed in the CPS material. 

4.8.1 Drawing a rich picture

This course helps you to begin to think about your problem or opportunity in different ways. For this activity, try out the rich picture approach by applying it to your work context. 
Start of Activity
Activity 11 Drawing a rich picture

Start of Question
Choose an issue, this does not need to be a current issue – it may be something you dealt with some time ago or in a different organisation – but you should be able to remember key aspects of the problem, including: 

· who was involved (including yourself)

· how organisational issues, such as structure and culture, impacted on the problem

· the organisational context.

The information in activities 9 and 10 provided some examples of what a rich picture might look like, but in reality it is simply a pictorial representation of the issue. 
You will need:

· a regular A4-sized paper (although you might find a large piece of paper easier)

· multiple coloured pens or one colour (don’t worry about drawing skills – the ideas behind the drawings are what are important)

While the point is to use images instead of words to communicate your ideas, do identify the important elements of the drawing with labels and give the picture a title. 
You may feel more comfortable starting with the CATWOE approach to describe the situation – this is fine. If possible, do try the rich picture technique as well. 

Regardless of the method or methods you decide to use, be sure to write an accompanying short description to help you remember the following related issues in relation to your chosen situation (or problem or opportunity): 

1. How do some of the issues relate to the structural and cultural context?

2. What are some of the stakeholder relationships involved?

3. How did it relate to your own work or position in the organisation?

You will do some reflection on this process in the next activity.
End of Question
Provide your answer... 

View feedback - Activity 11 Drawing a rich picture
End of Activity
4.9 Is creative problem solving useful?

In the last activity, you developed an analysis of a problem or opportunity in your work using some ideas from the CPS process.
The next task will help you think about how you found the CPS process helpful and unhelpful.

Start of Activity
Task: Reflection on thinking creatively

Start of Question
Spend a few moments reflecting on what you found worked and didn’t work with the CPS process in completing activities 9, 10 and 11. Use the following questions as a guide: 

1. What parts of the process did you find helpful?

2. Did the process help you to uncover areas or issues about your work situation that you might not have thought about otherwise? If so, what were they? 

3. What might you suggest to a colleague or peer interested in using this process?

4. What parts of the process were challenging or not useful? What might you want to change or tweak to make the process more helpful? 

There is no feedback for this activity.
End of Question
Provide your answer... 

End of Activity
4.10 Using case studies

In section 3.7, you read about some of the challenges encountered in merging Siemens Communications and Nokia. This is an excerpt of a longer case study. 
Case studies are another important way for you to develop analytical skills for studying organisational problems. By applying what you are learning to cases, you can also draw out parallels and differences to your own situation. 

For the next activity, you will first develop a better understanding of how to use case studies and then will return to the Siemens case study to do a bit more work on organisational culture. 

Read the following brief resource on how to read case studies.

4.10.1 Case study analysis

What is a case study analysis in the context of a business course?
A case study is an account of an activity, event or problem that contains a real or hypothetical situation and includes the complexities you would encounter in the workplace (Mort, Cross and Downey, 2002). Case studies are usually written as a narrative, i.e., like a story, using the contexts of real-life organisations. When you analyse a case study it helps you to practise applying knowledge, and your thinking, reasoning and decision-making skills, to a real-life situation. Case studies in business courses are generally centred around a problem and a case study analysis will require you to: 

· identify the issues or problems within the case

· identify and draw on particular theories to support your analysis

· make recommendations or suggest some solutions to the problems.

There are two main kinds of case study analyses set for assessment tasks.
1. First, you may be required to answer a series of specific questions about a case.

2. Second, you may be asked to respond to a more general assignment topic or question.

Answering a series of specific questions about the case
The questions that are asked at the end of the case study are designed to guide your analysis of the case. To complete this kind of analysis, work through the following steps. 

Read the case study and the set questions
· Read the case, highlight or underline the main points and think about the main issues.

· Read the questions, break the questions down into key words and phrases and summarise what each question is asking you to do. 

· Read the case again and make notes about the information that is relevant to the key words and phrases in each question.

Identify the issues
· Identify the main problems and issues in relation to the set questions. What are the causes and consequences of the behaviour, events or situation described in the case? 

· Think about what information is missing from the case. What limitations does this missing information place on the answer you can provide and how might you speculate about any missing information? 

Gather information
Use the notes that are relevant to the key words or phrases in the question to brainstorm headings. You can use these headings to make a plan for each question and to guide your further reading and note making. As you read, think about how you can draw on the theories to support your answers to the questions. 

Identify solutions
If you are asked to identify solutions or make recommendations you will need to use a problem-solving process which involves:

· outlining the alternative courses of action available to solve the problem

· listing the advantages and disadvantages of each course of action, recommending a solution and justifying it.

(Source: University of South Australia, Learning Notes: ‘Analysing a case study in business courses’ http://www.unisa.edu.au/ltu/students/study/specific/casestudy.asp, accessed 11 October 2010) 
Start of Activity
Activity 12 Nokia/Siemens case study

Start of Question
Now that you’ve learned a bit more about how to analyse cases, return to the Siemens case study. 

This task will also help you to identify certain ideas you have been reading about and how you might apply them to your own experience. 

As this case is a brief example, there is not enough information to do a full case study analysis. However, you can do some thinking about the kinds of questions you might ask and the information you might need to answer those questions. For example, following the case, the reading poses four questions: 

1. How does Novak at NSN create a new organisational culture?

2. Do differences between the cultures at NSN generate problems?

3. What might reinforce and sustain this new culture once in place?

4. How do new employees learn their organisation’s culture?

For questions 1 and 2, what kind of information would help you answer these questions? Try to think of three or four ideas.
For questions 3 and 4, think about the reading you have done thus far in this course. What approaches might be useful?

Then write a short reflective note on the following questions:

· Why might this be a useful tool for analysing your own organisation? How do theories of organisational culture help you to think more clearly about your problem situation? 

End of Question
Provide your answer... 

View feedback - Activity 12 Nokia/Siemens case study
End of Activity
5 Making connections

In activity 4, you read about different metaphors for organisations. Metaphors are useful ways of describing and illustrating organisational structure and culture. 
Start of Figure
[image: image22.jpg]



Figure 22 Bees producing honey – an organisational metaphor
View description - Figure 22 Bees producing honey – an organisational metaphor
End of Figure
Start of Figure
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Figure 23 A football match in progress – an organisational metaphor
View description - Figure 23 A football match in progress – an organisational metaphor
End of Figure
Describing organisations using pictorial metaphors is somewhat different to using rich pictures. In fact, although both can be seen as symbolic representations of organisations, they derive from different aspects of organisational theory. For Activity 3.4, you might have used several pictorial metaphors or symbols in your rich picture to illustrate a problem or opportunity in your work. 

Start of Activity
Activity 13 Metaphors through sounds

Start of Question
Another way you can think about metaphors is through sounds or music. For example, listen to the following two sounds – what kinds of organisations do they conjure up for you? 

Start of Media Content
Audio content is not available in this format.

Sound 1

End of Media Content
Start of Media Content
Audio content is not available in this format.

Sound 2

End of Media Content
End of Question
View feedback - Activity 13 Metaphors through sounds
End of Activity
Now, think of a single metaphor for your organisation as a way of describing its culture. What is it like to work there?

Start of Activity
Activity 14 Identifying a cultural metaphor

Start of Question
1. Identify a digital image or sound that serves as a metaphor for the culture of your organisation.

You can take a digital photo, or use the internet to find existing images using the following search engines and sites:

· Google Images
· Wikimedia Commons
· Flickr
Alternatively, you can draw your own metaphor and take a digital snapshot of it or use an electronic drawing program.
Or you can record a sound (e.g., a car sounding its horn) or music piece, or you can find short audio files from the following sound libraries on the internet: 

· FilmSound.org (listing of free sites) 

· ALC (free site) 

· The Freesound Project (free site) 

· Sound Effects Library (pay site, with neat sounds) 

2. Write a brief description (about 50–75 words) of the metaphor and why you chose it to represent your organisation’s culture.

End of Question
Provide your answer... 

End of Activity
5.1 Managing learning

In this section you tried out some ideas for thinking creatively about management problems or opportunities and thought about how these tools can help you to develop solutions and new management strategies. You have developed some initial skills in case analysis, which can help you to think more systematically about your own organisational situation, and you have discovered different metaphors for symbolising and illustrating organisations. 
Take some time to think about how the ideas, theories and tools you have engaged with in this course have helped approach issues/probing 

· what the problem/opportunity situation is and its main characteristics

· the main causes and how people are involved

· the effects of the situation on the work of your organisation and how you do your work

· the effects of the organisation on the issue.

Think about the following questions:
· What new insights have you gained through the readings in the light of the work you have done in this course? For example, which theories and ideas did you find most relevant to your practice and work situation? 

· How easy or difficult would you find these theories to implement or use, and which seem more useful in analysing the organisational context of your problem or opportunity? What information, skills and knowledge do you need to do this? 

· What questions do you still have? What else do you want to know and learn?

Conclusion

This free course provided an introduction to studying Business Management. It took you through a series of exercises designed to develop your approach to study and learning at a distance and helped to improve your confidence as an independent learner. 
Keep on learning

Start of Figure
[image: image24.jpg]



End of Figure
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Glossary

Altruism

Selfless concern for the well-being of others

5Ws and an H

Questions beginning “What…”, “Where…”, “Who…”, “Why…”, “When…” and “How…” usually lead to a definitive answer.

Bureaucracy

One of three ideal models of organisational structure introduced by Max Weber (1864-1920), which defines bureaucratic organisations as hierarchical, governed by rules that regulate conduct, and as having a division of labour based on specialisation. 

Castles in the air

Hoping in an unrealistic way.

CATWOE

A creative problem solving technique. The letters stand for Customer, Actors, Transformation process, World view, Owner and Environmental constraints. 

Differentiation

Segmenting the organisation into subsystems, each of which tends to develop particular attributes in response to the particular demands posed by its relevant external environment. 

Feedback

One of the two key dimension (the other being risk) in Deal and Kennedy’s (1982) model of organisational culture. By ‘feedback’ Deal and Kennedy do not mean just bonuses, promotions and pats on the back. They use the term much more broadly to refer to knowledge of results. An organisation’s culture is distinguished by the speed of feedback received, combined with the degree of risk associated with its activities. 

Flowline mass production

A system of manufacture commonly used in automotive and consumer products industries in which the products being assembled move through the factory on tracks or conveyor belts. Stationary workers concentrate on one operation or routine only, repeating the task on each product as it passes by. Also known as assembly-line manufacture. 

Fordism

A model of industrialisation based on the low-cost mass production of standardised products in large volumes using low-skilled labour, and paying sufficiently high wages that the workers can consume the products. Named after Henry Ford (1863–1947), founder of the Ford Motor Company. 

Gareth Morgan

Gareth Morgan wrote the book Images of Organization which contained the ‘metaphors’ model of organisation. The model describes the organisation according to different metaphors: the metaphors enable us to view organisations in different ways and understand different aspects of how they work and their effects on the individual. 

Hawthorne effect

Refers to a noted tendency whereby some workers respond to the amount of attention they are given, making them feel valued, rather than to the physical working conditions. It is derived from experiments conducted by George Elton Mayo between 1927-33 at the Hawthorne works of Western Electric. Mayo was studying the relation between the amount of light given and productivity but instead found that the productivity increase in any case due to the researcher’s presence, highlighting the importance of recognition or concern. 

Hidebound

Unwilling or unable to change due to tradition or convention

Hofstede’s landmark research

Known as Hofstede’s cultural difference model, this is a model which maps national cultural differences along five dimensions; power distance, individualism/collectivism, masculinity/femininity, uncertainty avoidance and Confucian/dynamism. 

Homeostasis

The properties that allow a system (human or business) to regulate its internal environment, thereby maintaining a constant state of equilibrium. 

Human relations

Referring to researchers working in the field of organisational development, studying how people in workplace groups behave. They look at employees not as interchangeable parts within a company, but more in terms of how they fit within the company. 

Inter-culturally

In another country or with others of another country

larger slice of the cake

To get a larger share (than others) of rewards, profits, resources etc.

management approaches

How you are managed and how you manage others.

Metaphors

Metaphors are rich sources of information about organisations. They are usually based on implicit images, attitudes or beliefs that persuade us to see, understand and imagine situations in partial ways. It is worth noting that metaphors create insight; but they can also distort. 

Monocultures

Homogeneous cultures with little diversity.

Organisational culture

This term is used to help define the mdoes of behaviour that are appropriate in an organisation. Just as in a society, or a particular country, different organisations have different ‘customs’. Often these are unwritten and unspoken, and new employees learn what is appropriate in a particular organisation’s culture over time through socialisation, seeing what others do and listening to how certain actions are viewed by others. 

Oxfam

An international charity that works to alleviate poverty and injustice in countries around the world

Paradigm

In everyday speech, a paradigm means an example or model to be followed.

Psychic prisons

A metaphor introduced by Gareth Morgan (1997) to describe the “predicament of human beings as prisoners of their thoughts and actions”. 

Resting on its laurels

To be satisfied with your achievements to date and not see the need for further improvement.

Risk

One of two key dimensions (the other being feedback) in Deal and Kennedy’s (1982) model of organisational culture. An organisation’s culture is distinguished by the degree of risk associated with its activites, combined with the speed of feedback received. 

To think outside of the box

To think differently from the established way or unconventionally.
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Further reading

You can read Emeric Miszti’s take on the role of a CISO: ‘Last word: Today’s CISO can sink or swim’ (Miszti, 2010) in the June 2010 issue of SC Magazine. 
If you would like to read more about the rich picture process in thinking about your work context you can read a practical guide: ‘Methods & tools: the rich picture: a tool for reasoning about work context’ (Monk and Howard, 1998). 

This video presents a rich picture about how emergency systems responded to a huge fuel depot fire in the UK in 2005. www.youtube.com/watch?v=8TfRiC0ty8s
See here for a news story on this fire: How Buncefield fire unfolded (BBC News, 2006). 

Additional information on diagramming and other ways that illustrations are used to describe complex issues can be found on this blog: picture it solved (2009). 

The Back of the Napkin (Roam, 2010) is a website that discusses using illustrations to solve problems. 

Other resources related to culture
WorldBusinessCulture.com (2010) describes business practices, customs and tips for 38 countries. Please note, however, some of these tips may be considered generalisations, and there are always specific particularities of culture that generalisations may overlook. 

The Handy Guide to the Gurus of Management (BBC, 2010) is a series of audio clips developed by the BBC with Charles Handy. Although developed for the BBC’s ‘Learning English’ programme, these audios focus on business management practices and offer interesting views from leading thinkers in management. An excellent audio by Fons Trompenaars and Charles Hampden-Turner (BBC, 2010) is available in this series. 

You can visit the Trompenaars Hampden-Turner consultancy website (THT Consulting, 2010) for more information on their ideas and work. 

Related to the set of online ‘Learning English’ resources, the BBC provides a Working Abroad information site (BBC, 2010). 

Geert Hofstede’s consultancy website (2009) also provides more information on his views on national culture. 
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Activity 2 The Fordist approach

Feedback

While the video clip is clearly historical and focused on one industry, you may be able to spot its relevance to the present day and to other sectors. Perhaps you have had the experience of telephoning a customer services helpline and talking to someone in a call-centre who has a script to work from and cannot answer any question that is not in their script. 
As with Fordism, such call-centres are based on the idea that complex tasks can be sub-divided into small components that can be undertaken by staff with minimum training. This reduces the need to employ highly skilled workers who have a thorough understanding of the whole product, process or system, and allows managers a large amount of control over the employees’ work. 

In Fordist terms, highly skilled workers have the disadvantage that their knowledge and expertise gives them a degree of power and autonomy – indeed they may know more than their bosses and as a result may gain control over decision making. In contrast, the production-line worker, who only knows how to complete one simple operation, is easily replaced and lacks the ‘expert power’ that is conferred by the possession of skills or knowledge. 

Ford’s organisation of work was extremely efficient and, while management practices have evolved since the early 20th century, there are many similar examples existing today. These issues of control, worker autonomy and the coordination of complex processes are central to management and the role of the manager. 

Back to - Activity 2 The Fordist approach
Activity 3 The organisational context
Feedback

In this section, you considered what it is that makes an organisation an organisation, and explored the key management issue of how to coordinate the many activities that together deliver organisational objectives. As the text stated: 
Start of Extract
All organisations are seeking to resolve a set of common problems: how to divide up the work and, at the same time, to integrate it; and how to create a sense of identity. 

End of Extract
You may have found it challenging to identify control mechanisms in your organisation, or to think about organisational politics. In bureaucracies, the hierarchy of authority and power is clear, and control mechanisms always transparent; in other forms of organisation they may be more hidden. Whatever form organisations take, the issues of power and control versus autonomy are always present, since they are inevitably linked to the need to manage complexity. 

Back to - Activity 3 The organisational context
Activity 4 Organisational and national culture

Feedback

Although you may not have worked inter-culturally you will probably have experienced travel to another country or been in contact with people from other countries in your business and personal life. As the world becomes more interconnected, more and more organisations are faced with translating their business practices across a wider range of cultures, customs, laws, political systems and business practices. 
Meanwhile, the cultural context of the organisation (as opposed to its geographic location) is just as strong a factor in how businesses are managed and how people perform their work. As you will discover in the next reading, culture is a powerful influence on organisational identity and influences the complexity of the management environment. 

Back to - Activity 4 Organisational and national culture
Activity 5 Looking back on section 3

Feedback

Theories, frameworks and models are, essentially, tools for thinking. They are simplifications of real-world phenomena. Being simplifications, they cannot represent all the subtleties and nuances of the real world. This is both a disadvantage and an advantage. 
It is a disadvantage because they can always be criticised for not taking account of this or that factor. Certainly theories, such as Hofstede’s framework for example, are open to scrutiny and criticism. 

It is an advantage because they can draw attention to the most important issues, cutting away the secondary factors. If an analytical framework contained all the relevant factors then it would be as complex as the real world and probably of little use. Theories can also encourage us to approach issues and problems in new ways, consider different dimensions and angles, and thereby gain new insights and even solutions. 

Back to - Activity 5 Looking back on section 3
Creative problem solving activity 1: What do managers do?

Feedback

Your list could include items such as:
· gathering information

· making decisions

· allocating resources

· sorting out problems

· reviewing budgets

· motivating

· instructing

· facilitating and supporting staff

· negotiating

· creating plans and strategy

· making links between different groups.

Back to - Creative problem solving activity 1: What do managers do?
Activity 6 Is this a problem for solving?
Feedback

For example, you could ask (and briefly answer):
· Who thinks things aren’t right in this situation? 

· How do I know that things could be better? 

· Why do I (or someone else) want the situation to change? 

· What will show me that matters are improving? 

· Where could I make my influence felt in this context? 

This activity might start you thinking in a new way about your problem, might confirm what you are already sure of, or might suggest that you don’t yet know enough about the issue. Or you might conclude that this issue is too trivial to be a real problem, or too big to tackle – in which case, you might consider whether it is worth addressing a smaller part of the issue. 
Back to - Activity 6 Is this a problem for solving?
Activity 8 Converge, diverge
Feedback

You have just carried out a very brief and speeded-up attempt at Stage 1 of a basic problem-solving process. How easy was it for you to hold off jumping to conclusions (or even proposing solutions) as you thought divergently? Or did you wish you had more time to extend your exploration further? 
And how readily did you home in on the core of the issue when invited to think convergently? Did it seem obvious what the key problem really was? Or did you find yourself still entertaining many other possibilities or uncertainties, or struggle to find a succinct verbal expression of the heart of the matter? 

What did you instinctively find easier – divergent or convergent thinking?

Back to - Activity 8 Converge, diverge
Activity 9 The creative problem solving process

Feedback

There are numerous CPS approaches. The resources introduced here present just some of the ones you might use to define a problem or opportunity. As noted in the following pages, you might find that one technique works much better for you than another. 
In activity 11, you are going to have a go at drawing your own rich picture to represent an organisational problem/opportunity. Before you do that, to prepare yourself, work through the following resource which is a real example of how a manager developed a rich picture and gained a greater understanding of his own situation. 

Back to - Activity 9 The creative problem solving process
Activity 10 The Verdasys rich picture

Feedback

As you can see, the issues that Miszti discusses are quite complex, involving many different stakeholders. There is scope for both potential problems and opportunities in these issues – and the rich picture helps to illustrate how each of these is related to the other. It is also interesting that, after doing the rich picture, Miszti found that he would have made ‘data’ the centre of his picture rather than the CISO. 
Back to - Activity 10 The Verdasys rich picture
Activity 11 Drawing a rich picture

Feedback

Not everyone is artistically gifted and, as you saw in activities 9 and 10, rich pictures can be messy and hard to understand without some explanation. Rich pictures are often used as prompts for creative thinking approaches with groups – and the learning process continues as the person explaining their picture hears different interpretations from other members in the group. 
The problem or opportunity that you described may not have related to all of the ideas discussed in the readings, but you could probably identify at least some of them. Moreover, you will have probably noted at least some stakeholder relationships and how this problem or opportunity relates to your own work. 

In Miszti’s description in activity 10, he identified some of the major issues as the following:

Organisational context: There are several contextual issues that Miszti noted in his picture. For example: 

· The relationship between the CISO and the supervising CIO and board can be difficult, especially when goals for each differ – sub-cultures may differ substantially within the organisation. 

· There are several different parts of the company for which the CISO has responsibility, including how employees and third parties handle data. These organisational structures impact on how the CISO manages these relationships. 

Stakeholders: Miszti discussed how the successful implementation of a CISO’s decisions is very much impacted by the quality of stakeholder relationships, identifying several internal and external stakeholders: 
· Internal stakeholders included the CIO, the board of directors, different types of employees and the representatives of different functional areas within the organisation. 

· External stakeholders included government, regulators, auditors, customers and other members of the public and the media.

· Third-party partners were also important stakeholders.

His own role: As a consultant who had previously been a CISO, Miszti placed himself in the picture as someone who can help the CISO make sense of this complex web of relationships and tasks. 
The problem or opportunity you depicted in your picture (or using the CATWOE method) may have been more or less complex than Miszti’s. Hopefully, you were able to gain a better understanding of the issues involved in this situation and found this exercise helpful. 

You may have spent some time on this activity. However, if you have time, do the next activity now (reflecting on this process). If not, jot down a few notes and come back to the next activity later. 

Back to - Activity 11 Drawing a rich picture
Activity 12 Nokia/Siemens case study

Feedback

An organisation’s culture can influence and is influenced by the different perspectives of the people who work there
In terms of information for this case, it might be useful to gain a better understanding of the current organisational cultures. For example, as noted in section 1.2, in 1983 Smircich differentiated between an organisation that has a culture (dictated by management) and one that is a culture (shared meanings developed by all employees). It is certainly possible that you might find both types within an organisation, but in the case of the Siemens and Nokia merger, it would have an impact on: 

· how a new culture developed

· how smoothly one could be developed that merged the two companies.

Some of the approaches in this course could help to develop this new culture and help the employees understand and assimilate it. For instance, using the above example, if a shared culture was envisioned, it would be crucial to begin by involving employees in its development in order to help them appreciate their differences and to participate in the emergence of a shared culture. This would be quite a challenging task given the differences between the companies. 
Back to - Activity 12 Nokia/Siemens case study
Activity 13 Metaphors through sounds

Feedback

One colleague listened to Sound 1 and said that it reminded him of his last job in a telecommunications corporation.
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Figure 1 Onion diagram

Description

Figure 1 An onion diagram, featuring five layers. “You” are in the middle, with “your team” in the surrounding layer. Around that is “your organisation” followed by “The business context” and finally, “The wider environment.” All these layers have accompanying questions relating to their particular side of the organisation. 
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Figure 2 Domestic working
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Figure 2 Domestic working 
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Figure 3 Inside a Nokia factory
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Figure 3 Inside a Nokia factory 
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Figure 4 A view of a distance learning university from the perspective of the Business school
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Figure 4 A view of a distance learning university from the perspective of the Business school 
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Figure 5 Organisations circa 1990, highlighting their diversity
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Figure 5 Organisations circa 1990, highlighting their diversity 

Back to - Figure 5 Organisations circa 1990, highlighting their diversity
Figure 6 Organisations circa 2010, highlighting movement and overlap between sector boundaries
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Figure 6 Organisations circa 2010, highlighting movement and overlap between sector boundaries 
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Figure 7 The organisation as a machine
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Figure 7 The organisation as a machine 
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Figure 8 Still from Modern Times (1929)
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Figure 8 Still from Modern Times (1929) 
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Figure 9 Still from Modern Times (1929)
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Figure 9 Still from Modern Times (1929) 
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Figure 10 Schein’s iceberg model of culture
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Figure 10 Schein’s iceberg model of culture 
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Figure 11 The Petronas Twin Towers, KLCC, Malaysia
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Figure 11 The Petronas Twin Towers, KLCC, Malaysia 
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Figure 12 Oxfam logos
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Figure 13 The famous ‘golden arches’ logo at a McDonald’s restaurant
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Figure 13 The famous ‘golden arches’ logo at a McDonald’s restaurant 
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Figure 14 Inside Google’s China office
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Figure 14 Inside Google’s China office 
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Figure 15 Arsenal Football Club’s stadium in London, UK

Description

Figure 15 Arsenal Football Club’s stadium in London, UK 
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Figure 16 Deal and Kennedy’s model of organisational culture
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Figure 16 Deal and Kennedy’s model of organisational 
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Figure 17 IBM ‘Think’ signs
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Figure 17 IBM ‘Think’ signs 
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Figure 18 Power culture 
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Figure 19 Role culture
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Figure 19 Role culture 
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Figure 20 Task culture
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Figure 20 Task culture 
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Figure 21 Person culture
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Figure 21 Person culture 
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Figure 22 Bees producing honey – an organisational metaphor
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Figure 22 Bees producing honey – an organisational metaphor 
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Figure 23 A football match in progress – an organisational metaphor
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Figure 23 A football match in progress – an organisational metaphor 
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The complex web of relationships for a CISO, a rich picture by Emeric Miszti

Transcript

Transcript of Emeric Miszti’s rich picture 

This is a description of my rich picture. At the centre of the diagram is the CISO. In organisations the CISO is the Chief Information Security Officer, who is in a complex web of relationships and usually reports to the CIO (or the Chief Information Officer) of that company. The CIO usually reports to a board of directors and is responsible to the board for the delivery of the company’s technology. Security is perceived to be a part of the technology function, which in itself is part of the problem that I describe. 
When dealing with technology and data, there are conflicting objectives. There’s data availability, data integrity and data confidentiality. The CIO is most interested in the availability of the data because the technology function is usually assessed on the data being available when a user requests it. This means is the computer network working? Or is that particular server up and running? But the [CISO] is responsible for all of it – whether it’s available, whether it’s secure, and whether it’s confidential. Think about when you give your credit card details to a company – sure, you want that data available, otherwise your transaction wouldn’t be authorised; but you also want company to keep it secure and confidential, as well as accurate. 

So the CISO has all kinds of relationships they need to deal with. Within the company, you will have on-site employees and remote workers. You will also have third party relationships. There are companies that also have access to the company’s data – this can include places like call centres. These employees and third parties will have two-way access to the data – contributing to it and using it. They can also remove it, for example on CD-ROMs, USB sticks, telephones, smart cards, hard drives and portable or mobile data. 

In terms of employees, you will usually have three types:

There are the good people who know what they’re doing to keep that data secure.

There are the good people who do the wrong thing. They make mistakes, like leaving their laptop on a train or sending files by e-mail to the wrong person. This is actually one of the biggest problems that a [CISO] faces as this accounts for the majority of users. 

And then there are potential rogue employees – they may want revenge, or they may be committing fraud.

And out in the big, wide world, there is the evil hacker! I’ve represented him with a skull and crossbones. The evil hacker, of course, is interested in both the network and the data for very different reasons: monetary incentives, to cause trouble, just for fun, or because they’re nasty (here represented as a devil), or simply, in the case of many teenagers hacking for the first time, just because they can. The evil hacker is not only interested in hacking into the network but also attacking by getting in touch with employees through social engineering. You can secure the network with technology, but if an employee can be talked into giving away sensitive data or their password, then all the technology in the world isn’t going to do anything to protect the data. 

Then on the left of my diagram I’ve put various other stakeholders. The government, and here, lots of individuals whose data it is, and potential customers, and regulators and auditors. And a very big one is the media. 

The government makes laws having to do with data protection. Along with auditors and regulators, these entities put a lot of pressure on boards to keep their data secure and confidential. And boards need to respond to these issues, which then puts the pressure on the CISO. 

Customers and clients will give you lots of their data, and you may also give them data in return. This is a huge responsibility.

And of course, the media is sitting out there waiting to report where you’ve messed up in any way in any of those relationships – and there are rich pickings at the moment! Here, I’ve got a telescope pointed at the company. 

Then with the company, you have the compliance person, the legal person, the fraud person, HR and physical security. Compliance is making sure that the company complies with the auditors and regulators and the government. Fraud is keeping tabs on employees, especially the ones that have evil intent. HR is focused on the employees and employee-related issues. Physical security is watching the computers and keeping the technology ‘safe’. Legal is concerned with what everyone does, really. 

And it all focuses it on here – data – so data is really actually the centre of my diagram. The CISO, however, is traditionally focused on the network, but no one really knows what the critical data is, where it is, or how the users are using it. Consequently, they focus on the technology, because that’s easier to protect than the data itself, which you don’t know. The problem is that this has caused massive failure throughout all sectors. According to KPMG, 250 million individual customer records were lost in 2009 alone worldwide. If you take the world population to be 6 billion, that’s 5 per cent of each person’s records, or you have a 1 in 20 chance of having your data stolen or lost in any one year! 

There’s a lot of people involved in this situation, and everything always comes back to the data, with the CISO being the one that’s primarily responsible for it. So the challenge for the CISO is preventing the data from getting outside of the organisation off to the evil hacker or the bad employee, or indeed, just lost through negligence – because all of this will end up in the media. And if it ends up in the media, that affects the company’s reputation, sales, credibility, may cause them to be fined, and ultimately will affect the company’s bottom line. 

So the CISO has to build relationships (here I show that with two hands shaking), being aware of what’s out there (viruses, for example), developing employee education programmes in data security – and really, all of these things should be through partnerships and relationships (for example, with HR). But with the CISO focused solely on the network – finding technological solutions rather than on these things – that’s where we have a problem. The CISO needs to expand their view to include these relationships and these other approaches. They need to understand the business – what the users are doing with the data. And the location of that data, which is, really, anywhere, as you can see from this diagram. 

Much of my work at Verdasys, is consulting with these companies to help them see how the Verdasys software and process can help them with all of this. Help the CISO to understand where the data is, understand the business processes that underlie the data, and how it’s used, how to their educate users in real time, how to protect the data, how to comply with laws and regulations, and to facilitate the building of relationships by making data accessible to those who need it when they need it. 

If I redid this diagram, I guess I would put the data in the middle and then put the CISO on the side along with the other people in the company. Because it is, really, all about the data. If the data’s not available you’ve got no business. If the data can’t be trusted, you have no business. And if it’s not kept confidential, you face a whole load of impacts, reputation, fines from regulators and government, hits to your credibility – eventually to sales and your bottom line. How can you keep your data available when you don’t know where it is and where it sits outside your perimeters where you have no control over it? That’s what my diagram is showing. 
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