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INTRODUCTIO N N 

"People"People are very much a part of their own environments. They act, and in doing so create the materials that 
becomebecome the constraints and opportunities they face " (Weick, 1995, p. 31). 

Inn this book, five separate studies are presented that, at first glance, do not seem to have anything more in 
commonn than that the paper they are printed on may stem from the same tree. The studies are conducted in 
organizationss that are situated in different fields, they are based on varying research questions, and these 
questionss are addressed with different research methods. So, some answers seem to be in order to the question of 
whatt it is that studies on truancy in secondary education, on frictions between organizational culture(s) and 
structuree in a dairy plant, on vicious cycles in a judicial organization, on managerial perspectives regarding 
successs and failure of post-acquisition processes in a multinational engineering company, and on trust in 
managerss in a general hospital have in common? I will discuss three common grounds, that are interrelated: (1) 
Myy social scientific interests, as they have developed over the past years, (2) theoretical ideas that helped me to 
makee sense of what I found and that contributed to a framework for asking questions, developed along the road, 
andd (3) the research methodology that has been employed in pursuing these interests. 

Thee studies are ordered chronologically to give the reader some idea of the development in thinking in which 
theyy are embedded. The picture of this development will only be partial, since the data of the first and the third 
studyy were the last to be analyzed. 

Personall  Interests 

Itt seems fair to state that the primary thing that the studies have in common is that they are sprouts of my 
interestss and preferences as a person and a social scientific scholar. My work has been dominated by a strong 
interestt in explaining why different groups of people define and interpret a common situation in different ways, 
andd how these differences affect their members' capabilities and willingness to solve problems that can arise 
betweenn those groups in working together. This question, seemingly posed by a distant observer, has been 
triggeredd by differences between others and myself as well. I have been puzzled by a disparateness in my 
observations,, ranging from close cooperation of people that seem 'worlds apart', to people blocking each other's 
strivings,, based on differences in thinking that, to me, seem rather futile in the light of common interests. 
Especiallyy in cases of low cooperation, my capacity to understand others is challenged, because I tend to 
welcomee diversity as an opportunity for learning from others. This also means that it is fair to say that I learned 
thee most from others that seem to react quite differently. 

AA related theme is subgroups within groups. Why is it that groups and collectivities differ so widely in 
homogeneityy and cohesion? In schools, for instance, it is a common observation that school classes vary in 
cohesionn from rather tight groups to a collection of littl e groups and individuals that do not seem to have much 
inn common. The two school classes described in chapter one can serve as examples. Although processes of 
groupp formation are not studied in this book, one can wonder how groups are formed, for instance in work 
situations.. Which invisible hand turns individuals into members of a group, how is commitment of individuals to 
groupp goals developed, how do individual perspectives come to be shared ones? On the other hand, one can ask 
whatt factors further experiences of distinctness, the wish to exclude others from the group, the formation of 
subgroupss within groups? And, to put the question at a different level, why is differentiation sometimes 
constrainingg productive cooperation within organizations, while facilitating it in other organizations, as 
Lawrencee & Lorsch (1967) have documented? Given the idea that saying 'we' is also saying 'them', distinction 
seemss to play a part in one way or another between groups. What other characteristics of relations between 
subgroupss make a difference in the development of successful cooperation or aversive diversity between them? 

Thee five studies in this book all more or less address the following broad question: Which conditions enable, 
oror constrain, cooperation between groups that differ in solutions found and preferred for problems of human co-
existenceexistence within organizations? This question can be denominated as a sociological question, based on 
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Goudsblomm (1974)'s general definition of sociology: "In sociology we study the ways in which people can solve 
thee problems of human co-existence (p. 103)." That is, if the meaning of 'solving' is broad enough to include 
strategiess directed at skirting problems. Based on Lammers (1987)' more elaborate definition, organizations are 
definedd as: 'Communities, more or less characterized by hierarchy, that function on the foundation of a formal-
rationall  design (p. 29).' 

Inn chapter one, relations between two school classes of pupils and their teachers are studied. In chapter two, 
relationss between management and workers of a dairy plant. In chapter three, the focus is on judges, clerks, and 
administrativee authorities in a court of law. In chapter four, differences in perspectives between three groups of 
managerss of a multinational company are studied, and some inferences on relations between the groups are 
drawn.. In chapter five, trust in relationships between mangers and subordinates is studied from the perspectives 
off  the subordinates. 

Developingg a Framework for Asking Questions 

Tryin gg to Understand Unrul y Data 

Inn the course of the studies, presented in this book, questions, derived from this general question, were 
formulatedd and reformulated in different terms. The questions asked have been influenced by a developing 
conceptuall  framework, mainly based on symbolic interactionism, supplemented by theories of organizational 
culture(s),, trust in organizations, and one or two ideas from the literature on organizational learning. These 
theoriess stem from different social scientific disciplines and different fields within them. 

Thee first study reported, 'School regime and truancy in secondary education', was preceded by several 
exploratoryy studies of truants and drop-outs. In these studies, a 'back-door' approach was employed, which 
comess down to examining the rejects (Douglas, 1987, p. 76). The basic idea of this approach is that pupils, 
sneakingg out of school through the back door, may be a richer source of information about the shadow sides of 
lif ee at school, since deviant behavior is mostly preceded by interpretations of the situation in terms of problems, 
whereass conformist pupils may take the situation much more for granted. One of the most striking outcomes of 
thesee exploratory studies were the vivid pictures that these pupils gave of how their perspectives on school had 
developedd over time from conformism to various states of detachment from school. In the course of these 
careers,, the value they attached to schooling in relation to their futures diminished too. This observation has 
drawnn attention to the notion that interpretations of the past and expectations of the future are part and parcel of 
perspectivess of people on present situations. 

Thee exploratory studies also triggered new questions. First, to what degree are the findings specific for the 
back-doorr category researched? If truants and dropouts would be compared to other pupils, would the findings 
discriminatee between the two groups? Second, can elements of a school's social structure (social order) be 
relatedd to the development of non-conformist perspectives on school and schooling in groups of pupils? By 
interviewingg truants from different schools, only a few guesses could be gathered as to the development of 
sharedd pupil perspectives, conformist or non-conformist, in the course of pupils' school careers. The study of 
twoo school classes, from schools with widely different drop-out rates, has been designed to get some insights in 
thesee matters. The questions asked are: What characteristics of the school's social order are - in the 
perspectivesperspectives of pupils - related to truant/attending behavior; and: Can a difference in truant rates between the 
twotwo classes be explained by characteristics of the school's social order and strategies that pupils employ in 
dealingdealing with these characteristics? 

Thee study, described in the first chapter, was meant to provide material for my Ph.D. thesis. The data were 
gatheredd in 1983-1985. In the phase of interpreting the data, however, a theoretical problem came to the fore 
thatt I could not solve with the knowledge I had at hand. Although the two classes were selected to reveal as 
muchh differences in perspectives as possible, I did not expect to find such extremely different shared 
perspectivess in both classes and so littl e differentiation between truants and non-truants. In the Ismene class, the 
sharedd perspectives of pupils were very school-directed, in the Andromeda class 'away from school' was the 
mainn focus of interest. The theoretical problem was how the shared perspectives of pupils could be explained by 
analyzingg the triangular relation between pupils' perspectives and strategies, teachers' perspectives and 
strategiess and the school's social structure. Although the assessment of teachers by pupils varied from positive 
andd trusting in the Ismene class to rather aversive and distrustful in the Andromeda class, blaming the adults in 
thee latter school for the escape-directedness of pupils seemed a bad turn to take. The teachers in this school also 
seemedd to be 'captives' of the situation. For years I searched for a better way of explaining the differences in the 
relationss between teachers and pupils found. Somewhere along the way I discovered that I was not the only one 
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thatt had failed to resolve this problem, when a well-known sociologist of education wrote that a solution to this 
problemm had not been found yet (Hammersly, 1990). 

Aboutt that time, my frustration about not making any progress in solving the theoretical problem of my thesis 
madee me move to the field of organizational sociology, and to the study of organizational cultures. From the first 
bookss I read I felt that this was literature that could help me in solving my theoretical problem. Schein (1989)'s 
welll  known definition of culture, for instance, helped me to make a start: "A pattern of basic assumptions -
invented,, discovered, or developed by a given group as it learns to cope with its problems of external adaptation 
andd internal integration - that has worked well enough to be considered valid and, therefore, to be taught to new 
memberss as the correct way to perceive, think, and feel in relation to those problems ( p. 9)." Following this 
definition,, the shared perspectives of the two groups of pupils can be interpreted as developed in a learning 
process,, trying to cope with problems within the group and problems they are confronted with in their daily 
environment,, the structure of the school and the relationships with teachers. A striking difference was that the 
Ismenee pupils, and teachers in this school too, felt they had solved their problems of internal integration and 
externall  adaptation rather successfully, while the Andromeda pupils and teachers seemed to struggle with their 
problemss without much satisfaction about the results. According to Schein, external adaptation and internal 
integrationn are interconnected. A productive culture provides for solutions to problems of internal integration 
andd solutions to problems of external adaptation, that are mutually supportive. In such cases, culture also reduces 
feelingss of uncertainty, because, on the one hand, culture works as a lens in selecting relevant information in 
situationss of information overload, on the other hand, it is a source of pride and self-respect for organizational 
members. . 

AA lesson that can be learned from Schein is that success in solving problems is a necessary condition for 
sharingg basic assumptions, while shared assumptions facilitate the socialization of newcomers. At the Ismene 
school,, successful solutions to problems of teachers and pupils had been developed, that furthered the 
socializationn of new teachers and the collective socialization of pupils into a shared culture, which binds the two 
groups.. The school's success in relation to its environment, a good reputation and a stable, slightly increasing, 
numberr of pupils, supported the internal integration. In the Andromeda school these binding mechanisms could 
nott develop, due to a lack of experienced success in problem solving, internally and in relation to the 
environment.. The school was in a downward slope regarding reputation and the number of pupils. A related 
insightt was Gagliardi (1986)'s notion that if an organization's external adaptation fails to be successful, a 
viciouss cycle can develop, that works as a divisive mechanism between groups within the organization. The 
Andromedaa data showed indications of such a cycle, partly explaining the troublesome relations between the 
teacherss and the pupils. 

Thee theory of March & Olsen (1975) enlightened the way in which such relations can get worse because of 
arisingg distrust. They state that people will come to trust those who are perceived to bring about desirable events, 
orr to prevent undesirable events to happen, in relevant areas. If people trust others, they seek interaction with 
them,, tend to like what they like and see what they see, to share definitions of relevance, thus furthering 
integrationn between them. Distrust creates division between people, since, if others are distrusted, people will 
tendd to dislike what they like, tend not to share their definitions of relevance and, to the degree that the structure 
permitss them, tend to avoid interaction with them. In the process of developing trust or distrust, people will tend 
too attribute beneficial events to the trusted, detrimental events to those who are distrusted. Trust begets trust, 
whilee distrust begets distrust. Both are developed in a cyclical process, in which perceptions of others are as 
muchh antecedents as consequences of trust or distrust. Even matters of defining relevance are not independent of 
trust,, once the process has developed. 

Whilee pursuing these lines of thought, it became clear that the material gathered in the schools did not fit the 
developingg framework well enough to go through with this thesis project. Crucial questions about the school's 
externall  adaptation had not been asked systematically. In interviews with the teachers, however, this theme was 
broughtt up many times spontaneously, especially by the Andromeda teachers, saying that they felt out of control 
regardingg the downward movement their school was in. Much later on, after an examination of the data with 
'freshh eyes', I decided to conduct a secondary analysis of the material. The text of the first chapter is a report of 
thiss secondary analysis. The analysis is based on the ideas, developed in the course of the research project 
'Organizationall  cultures in changing organizations', that my students and I started in 1990. 

Conceptuall  Framework of the Research Project: 'Organizational Cultures in Changing Organizations' 

Contraryy to most authors on organizational cultures, that promote culture as the main source of explaining 
behaviorr or that, like Schein (1989) see culture as inextricably interwoven with structure, the project was aimed 
att explaining organizational behavior as a co-product of culture and structure. This choice was partly guided by 
thee finding that differences in the schools' social structures could be related to differences in pupils' perspectives 
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andd truant behavior. Unlike the Ismene pupils, the Andromeda pupils experienced the structure as incongruent 
withh their preferences, resulting in aversive feelings that they related to their wish to escape. To neglect the 
structuree of an organization would mean to give up on a far too important factor in explaining the thoughts and 
actionss of organizational members. 

Thee design of the research project was inspired by a statement of Allaire & Firsirotu (1983) in one of the few 
articless that refer to the relation of culture(s) and structure. Allaire & Firsirotu state that it is 'a matter of 
commonn observation' that disharmony between an organization's structure and culture enhances the chance of 
productivityy losses: "Whenever market, competitive or technological changes exert pressures on a business firm, 
itt wil l rather quickly attempt to adapt to them by changes in its formal system of goals, strategies and structures; 
however,, these are often unsuccessful, as the organization's culture (e.g., its values, meaning-structures, myths) 
mayy not be congruent with the revised 'sociostructural' system, causing severe dysfunction's and compounded 
difficultiess in coping with changing circumstances. The outcome of such stress between the two systems may be 
moree or less severe, ranging from temporary loss of efficiency to chronic stagnation and decay, organizational 
deathh or 'cultural revolution'" ( pp. 211, 215). The idea that the relationship between culture(s) and structure can 
bee an important source of explanation of (un)productive behavior of groups and (un)productive relations 
betweenn groups seemed promising enough to work upon. It was obvious that the two schools could serve as first 
exampless of productive and unproductive relations between pupils and adults. 

Thee focus of the project is on organizations in which a major change in the structure had taken place in the 
pastt few years, due to merger, acquisition or changing policy, to be able to study the consequences of frictions 
betweenn culture(s) and structure. Another reason for focussing on organizations after a major change is that in 
suchh situations organizational members take less elements of the structure for granted, due to the disruption of 
thee change, which is a favorable condition for studying perspectives. As Schutz (1971) notes: "I f thinking-as-
usuall  becomes unworkable, then a "crisis' arises which, according to W. I. Thomas's famous definition, 
'interruptss the flow of habit and gives rise to changed conditions of consciousness and practice'; or, as we may 
say,, it overthrows precipitously the actual system of relevance's (p. 34)." A last consideration is the possibility 
too bring dynamic elements into the analysis and the dimension of time, both based on the experiences of the 
participantss in the process of change. 

Inn chapter two, the conceptual framework developed and tested in the research project 'Organizational cultures 
inn changing organizations' is presented. Besides questions about the past and expectations of the future, three 
levelss of analysis are employed in data gathering and analysis. Based on Schein's theory, two levels of analysis 
havee been added to the level of daily experiences in the work situation, resulting in the following three levels: 
(1)) The work-group in its daily work situation, directed at an understanding of how groups handle the day-to-
dayy problems they experience; (2) Relations between subgroups in the organization, to get a picture of the 
internall  integration and differentiation, the problems experienced by subgroups in these relations and how they 
aree dealt with; (3) The organization in relation to its environment, directed at an overview of how united or 
dividedd people throughout the organization think about this relationship, the problems of this relationship and 
howw they are handled by management. 

Howeverr inspiring Schein's theory is, two problems have hindered its full employment in the conceptual 
frameworkk of the project. First, Schein's holistic view does not allow for analytic distinction between an 
organization'ss structure and cultures (Allaire & Firsirotu, 1983). An assumption underlying his work is that the 
twoo systems are intertwined in a sociocultural system. So, seen through the lens of his theory, the notion of 
frictionss between structure and cultures is a phenomenon that, to say the least, is not a relevant one. Second, the 
kernell  of his definition of culture, the basic assumptions, are thought of as solutions that, due to their success, 
havee become taken-for-granted, sunken in the preconscious part of the collective mind. However meaningful 
thiss idea may be, it poses serious problems for the measurement of culture. So, while holding on to Schein's idea 
thatt culture is about successful solutions for different kinds of problems, that are shared by a group, concepts 
thatt are more suitable for operational measurement had to be found or designed to capture frictions between 
structuree and cultures. 

Hofstedee (1980)'s theory proved to be a good stepping stone. First, an analytical distinction between structure 
andd culture can be made in following this theory. His definition of culture is a sensitizing one: "The collective 
programmingg of the mind which distinguishes the members of one human group from another (p. 21)." Values 
aree seen as the basic dimensions of culture. A value is defined as: "A broad tendency to prefer certain states of 
affairss over others (p. 18)." In Hofstede's view, cultures are mainly about preferences, a notion implied in 
Schein'ss definition as well. Since an organization's structure can be seen as a state of affairs that reflects certain 
values,, as 'congealed culture' (Bourdieu, 1980), frictions can be conceived of as differences between the state of 
affairss as preferred and the state of affairs as experienced by organizational members. He distinguishes four 
value-dimensionss of culture: Power-distance in hierarchical relations (PDI), defined as the difference between 
thee extent to which a boss and a subordinate can determine the behavior of the other; uncertainty avoidance 
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(UAI) ,, defined as the perceived need for action to overcome uncertainty; a preference for individualism versus 
collectivismm (IDV), and a preference for masculine versus feminine work-related values (MAS). The link 
betweenn culture and structure is explicitly mentioned by explaining combinations of high and low PDI and UAI 
scoress as preferences for particular organizational structures. For instance, a relatively low score on PDI and a 
relativelyy high score on UAI means a preference for a workflow bureaucracy, a high PDI and a low UAI a 
preferencee for a personal bureaucracy (Hofstede, 1980, p. 216). By comparing structures-as-preferred and 
structures-as-experienced,, frictions can be measured in a meaningful way. 

Thee definition of culture chosen is founded in both Hofstede's definitions of culture and values, and in 
symbolicc interactionist theory, "the unofficial theory of sense making (Weick, 1995, p. 41)". For operational 
measurementt of 'the collective programming of the mind', Hofstede's measurement of values has been chosen, 
supplementedd by the concept and measurement of'shared perspectives.' In symbolic interactionist research, the 
sensitizingg concepts of "perspective on the situation" and "strategy" are widely used and validated in several 
areass of sociology. The concept of perspective, first used by Becker & Geer (1961) in a study of medical 
students,, is a sensitizing concept, linking culture, structure and behavior. In the project, it is defined as: The way 
peoplee define and interpret the situation in which they find themselves, which governs the way they behave in 
thatt situation. 

Thee perspective on the situation that organizational members develop can be seen as the outcome of a 
confrontationn between the deeper-seated elements of culture on the one hand and the characteristics of the 
organizationall  situation on the other. In the perspective, preferences for a certain structure and the structure-as-
experiencedd are tested against each other, aversions come to the fore, but pragmatic adaptations are established 
ass well. So, if'the situation' is taken as an indication of structure, it can be argued that in symbolic interactionist 
theoryy human behavior is seen as a co-product of structure and culture, of constraining (and enabling) traits of 
thee structure, and of processes of defining and interpreting the situation, crystallizing in more or less shared 
perspectives. . 

Aversionss to a structure-as-experienced are taken as indications of frictions between the structure and culture-
basedd preferences. Unproductive behavior is indicated by statements of organizational members about their own 
behaviorr or that of others, as not contributing optimally to the realization of shared organizational goats. Based 
onn Meiton (1957)'s work, the structure of an organization is defined as: A network of social relations in which 
expectationss are embedded regarding the behavior of organizational members. Six sets of conditions, that 
embedd expectations, are distinguished in alignment with Hofstede (1980)'s four value-dimensions, to arrive at a 
meaningfull  concept of friction and to be able to define the structure of an organization in terms of organizational 
regimes. . 

Neww Data, New Questions 

Inn chapter 2, the development of the theoretical framework is described along with the choices made. Next, the 
analyticall  possibilities of the framework are demonstrated on a case study of a dairy plant. This case has been 
conductedd in 1990, as one of the first cases studied in the project. At the level of daily work experiences, the 
casee shows how preferences of workers, developed in a small, family-owned firm with a regime that comes 
closee to a personal bureaucracy, work as a lens in interpreting the structural changes to a work-flow bureaucracy 
afterr the firm has been acquired by a cooperative. Aversions to the new structure are mostly felt in areas where, 
duee to the changes, preferences are no longer met by the structure. At the level of the relation of the 
organizationn and its environment, in this case the cooperative, aversions are related to uncertainty about the 
futuree of the plant and to a lack of collective success. As a consequence of both types of problems and the 
unproductivee behavioral reactions of workers and management, internal relations between workers and 
managementt have become disturbed as well. The problems of external adaptation and internal integration seem 
too interact in two vicious cycles, that are connected by the actions of members of the management team. These 
findingss have triggered the question of how (cultural) change can be managed in a successful way, preventing 
suchh cycles to develop. By comparing successful and less successful cases, some answers have been found. 
(Wiezer,, 1992; Fokkinga, 1993; Le Grand, 1994; Bijlsma-Framkema, 1999). 

Inn the third chapter, 'Vicious cycles in a court of law', data, taken from another case of the project are 
presentedd and analyzed. This study has been conducted in 1993-1995. As the case of the dairy plant, this case 
showss interaction effects between change-induced aversions to the structure, a lack of collective success and 
disturbedd internal relations, in this case between judges, clerks, and administrative authorities. Unlike the case of 
thee dairy plant, this case allows for an analysis of internal relations in terms of subcultures, since Hofstede's 
instrumentt has been used to measure subcultures as well as the overall culture of the organization. The study is 
basedd on the following question: Why do the groups, contrary to their preferences, hardly show any cooperation 
inin solving the problems they encounter between them after the change in the structure? In each group different, 
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subculture-basedd aversions have brought about forms of unproductive behavior that also seem to be rooted in the 
subculturess found. These different 'solutions' of groups have stirred aversions in the other groups, thus 
heighteningg awareness of aversive diversity within the organization. In this case, subcultural differences have 
turnedd into invisible walls of distrust, that constrain cooperation and prevent the groups to engage in a dialogue 
aboutt the problems between them. At the level of the relation between organization and environment, a lack of 
collectivee success goes hand in hand with a lack of united leadership. The results of previous studies on success 
andd failure of (cultural) change management are also used in the analysis of this case, showing that hardly any of 
thee means, associated with success, have been employed by management. 

Thee study reported in chapter four differs from the 'regular' case studies in the research project, although 
manyy ideas from the project are used. The study has been conducted in 1996-1998. Ellen Prins and Bonneke 
Weber,, the co-authors of this chapter, decided to follow up on the management of cultural change studies by 
writingg a Master's thesis about success and failure of acquisition processes in a Dutch multinational engineering 
companyy that they were in contact with. The project has been initiated by a request of the company to examine 
"whyy so many culture-related problems arise time and again in newly-acquired firms, preventing the level of 
synergyy aimed at to come about, and how cultural factors can be controlled more adequately" (Prins & Weber, 
1997,, p. 9). The company declined a proposal to study two or three acquisition processes and compare the 
results.. Instead, they offered the opportunity to interview nine managers that had been involved in acquisition 
processess in the past few years. In order to make sense of this interview material, a different strategy of data 
analysiss had to be devised. Eventually, a 'cause map' approach has been chosen to analyze the content of the 
managers'' perspectives on success and failure of acquisition processes and differences between their patterns of 
thinking.. Since Ellen and Bonneke conducted the interviews in a very competent way, rich material was 
gathered.. My part in the project has been in the design of the interview strategy, that had to fit  the aims of the 
analysis,, in the design of the cause map approach and its application to the interview data, and in developing a 
secondaryy line of interpretation of the data, as reported in this chapter. In their Master's thesis, Bonneke and 
EllenEllen compare the three collective cause maps found with a broad array of literature and research findings to 
discoverr 'blind spots' and dilemma's in the managers' thinking. The secondary analysis presented in this chapter 
iss directed at explaining the discontinuities in knowledge found between the three groups distinguished, the 
'Strategists',, the SBU-presidents and the HR-managers. The research questions are: Which factors are, in the 
perspectivesperspectives of these managers, related to success and failure of post-acquisition processes? Can groups with 
differentdifferent perspectives be distinguished; and, if so, is organizational learning affected by these differences? The 
discontinuitiess found are explained by referring to subcultures of management, to defensive reactions and 
superstitiouss learning, to distrust in the relationship between the Strategists and the SBU-presidents, to a lack of 
collectivee success and to a lack of possibilities to learn from small failures and to create knowledge that is better 
suitedd to deal adequately with the problems in the acquisition processes. 

Chapterr five is based on data, taken from a case study of a general hospital, that has been conducted in 1996-
1997.. Contrary to most cases, the data are not gathered after, but before a major change in the structure. The 
Boardd of Directors wanted to know if the hospital's culture has enough potential to support the future structure 
andd - if not so - how cultural change can be realized to achieve a fit  between structure and culture after the 
change.. Apart from this characteristic, this case study is an example of the latest phase of the research project, in 
whichh qualitative and quantitative data are related in a more systematic way, by 'grounding' questionnaire items 
inn the interview data. A major theme that surfaced as relevant in the interviews was trust, trust in managers, trust 
inn 'the people I work with', and trust in the Board of Directors. Since in the material of the schools, the court, 
andd the managers of the multinational company trust-related problems in 'vertical relations' are also found, the 
dataa about trust in managers have been selected for this study. A pattern analysis is used to answer the following 
questions:: Is trust in managers in this specific context related to a combination of the behavioral traits of 
managers,managers, as experienced by subordinates; and: How is control related to trust ? 
Sixx traits are found to be related to trust in the manager: Monitoring the performance of subordinates, 
appreciationn of good work, offering guidance to improve one's performance, support in case of trouble with 
others,, openness to ideas of subordinates, and preventing that problems cannot be solved because of differences 
off  opinion between people. Based on the patterns found, 93.5 % of trust or distrust can be predicted. A stepwise 
regressionn analysis shows that support in case of trouble with others, monitoring the performance of 
subordinates,, offering guidance to improve one's performance, and an atmosphere of openness to suggestions of 
subordinates,, explain 80 % of the variance in trust in managers, if the indecisive answers are excluded from the 
analysis.. Of the trust-related traits found, monitoring is the most surprising one, since there is hardly any 
mentioningg of this factor in the literature on trust. It is argued that the items found can be understood in the light 
off  two core tasks of managers, monitoring and taking action, based on information gathered in the monitoring 
process. . 

10 0 



AA theoretical conclusion that is drawn in this study is that conditions that are positively related to trust can be 
reducedd to two broad categories, sharing and positive exchange experiences, which come close to Durkheim's 
conceptss of mechanic and organic solidarity. 

Researchh Methodology 

Inn all studies, an interpretative approach is chosen, to match the conceptual framework. This choice is based on 
myy belief that the pursuit of validity of data, and of conclusions about relations between data, is better served by 
usingg sensitizing concepts to study the social construction of reality by organizational members than by 
employingg a mere deductive research design (Bijlsma-Frankema & Droogleever Fortuijn, 1997). The sensitizing 
conceptt of perspective, which is a central concept in all studies, has been used to disclose the way people define 
andd interpret the situation they are in. In this way, relevance is also disclosed, that is which characteristics of the 
situationn organizational members have selected as more important to them than other characteristics. Since, in 
myy view, relevance is essential to the concept of culture, an interpretative approach is more suited to disclose 
thiss important characteristic of the phenomenon than a deductive design in which relevance of the researcher's 
questionss to respondents is assumed without proper testing. 

Myy ideas about methodology have, among others, been inspired by Blumer (1969), who typifies empirical 
sciencee as: "A collective quest for answers to questions directed to the resistant character of the given empirical 
worldd under study. One has to respect the obdurate character of that empirical world—this is indeed the cardinal 
principlee of empirical science. Empirical science pursues its quest by devising images of the empirical world 
underr study and by testing these images through exacting scrutiny of the empirical world (p. 21)." According to 
Blumer,, reality exists in the empirical world, not in the methods used to study that world. The procedures 
employedd in scientific inquiry should be assessed in terms of whether they respect the nature of the empirical 
worldd under study. In every phase of the research process, the question of how adequate the representation is 
mustt be asked, to begin with a critical examination of the researcher's prior picture of the empirical world, since 
itt influences the selection of problems, the means to be used in getting the data and the kind of relations sought 
betweenn the data. Furthermore, "The problems set for study need to be critically studied to see whether they are 
genuinee problems in the empirical world; the data chosen need to be inspected to see if in fact they have in the 
empiricall  world the character given to them in the study (Blumer, 1969, p. 22)." In the last phase, the 
interpretationss of the findings, by relating them to an outside body of theory, must be given empirical testing. 

Severall  means are chosen to come close to meeting these demands. In all studies I had two or more students as 
co-researchers.. This 'collective quest' situation enables the critical examination of assumptions held and 
choicess made. The cognitive distance between respondents and researcher is decreased by employing a non-
directivee style of interviewing. The respondents are invited to talk about their perspectives, their meanings and 
definitions,, their relevance's, their aversions, their problems. Although most interviews are guided by a list of 
topics,, these topics serve merely as sensitizing concepts. Each topic is questioned in a non-directive way, and 
amplee opportunities are given to the interviewed to talk about topics that they come up with. By using 
sensitizingg concepts, the fit between the representation of the findings and their meaning in the empirical world 
iss also reduced. 

Thee adequacy of the representation of the data is also furthered by the mode of selection of the respondents, by 
describingg the findings in the language of the respondents, and by checking the fit between the descriptions, the 
transcribedd interviews and other information gathered within the organization. Especially in large organizations, 
thee selection of respondents for interviews can influence to what extent the data are representative for the 
populationn of organizational members. In the study of the school classes, this has not been a problem since all 
pupilss and teachers have been interviewed. In the studies on the dairy firm, the court of law, and the hospital 
somee respondents are chosen as key-informants, like members of the Board of directors. The others have been 
selectedd by way of a stratified random sample, to get as close to representative findings as possible. In the study 
off  managerial perspectives on success and failure of post-acquisition processes a random selection design within 
thee strata could not be employed, since selection of respondents has been dependent on their willingness to grant 
ann interview and whether they could spare the time. 

Inn the process of describing the data, several versions of a qualitative data matrix have been used, an 
instrumentt of analysis developed in the research on the school classes. Such a matrix aligns individuals 
accordingg to subgroups in the columns and topics in the rows. The cells contain abbreviated statements made by 
individualss on subjects within the topics. The matrix is a tool in getting an overview of the data, in testing 
hypothesess about relations between data and in the validation of the conclusions drawn (Bijlsma-Frankema & 
Droogleeverr Fortuijn, 1997). In the studies of the dairy plant, the court of law and the general hospital, a loose-
leaff  version of the matrix is used in which relevant positive evaluations, aversions and problems are listed per 
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interview.. In the study of managerial perspectives in the multinational company, the rules of a 'cause map' 
methodd have been followed in reducing the interview data. 

Inn each study, the data from the interviews are described in the terms of the interviewed, to stay as close as 
possiblee to their interpretations and meanings. From the second study on, the descriptions of the data have also 
beenn subject to inter-rating, to heighten the reliability and validity of the findings. Each description is checked 
closelyy by at least one co-researcher, most of the time by two or more. Also from the second study on, the data 
aree presented to the members of the organization to find out whether they recognize themselves in the results. 
Thiss member check has not led to a revision of the text in any case. From the third study on, one of my co-
researcherss and/or myself also have been gathering information while participating in the organization, as 
employeee or as consultant, thus widening the opportunities to check the adequacy of the findings. 

Despitee these measures, there is always a risk that the interview data, gathered in a random sample design, do 
nott adequately represent the population from which the sample is drawn, especially when the sample-population 
ratioo is small. However small the chance of drawing an extreme sample may be, the possibility of such a sample 
cannott be excluded entirely. In the case of the general hospital, for instance, the number of employees is so high 
(1800)) compared to the capacity for interviews (76), that the risk of misrepresentation in generalizing on the 
findingss from the sample seems to big to take. 

Too solve this problem, a strategy has been developed to involve all members of the organization in a 'member 
check'' on the findings of the interviews. After entering the interviews into the qualitative data matrix, a chart is 
produced,, integrating the implicit cause maps of the interviewed into a collective map. The map shows the 
phenomenaa that recurrently surface as relevant, either positive or problematic, and the relations between these 
phenomenaa that are postulated. Next, questionnaire items are formulated about the phenomena in the chart. The 
questionnairee is supplemented with Hofstede (1980)'s 13 items to measure culture. The survey is administered 
too all organizational members as a test of whether the qualitative data are representative of the population of 
organizationall  members. 

Severall  techniques have been used in analyzing the survey data, including a pattern analysis and a stepwise 
regressionn analysis. The promising results of these analyses sustains the idea that 'grounding' questionnaire 
itemss in interview data heightens the validity of quantitative data, since operational measures are based on what 
thee interviewed indicate as relevant to them. By gathering this kind of survey data, the possibilities of 
triangulationn of data from different sources and with different characteristics are heightened. Comparing data 
thatt differ in nature, like qualitative and quantitative data, even if the latter are grounded in the first, is not 
unproblematic.. I agree with Silverman (1993) that more accounts give more insight, but that one account cannot 
bee used to judge the validity of another in an unproblematic way. If findings are similar, their plausibility is 
strengthened,, and the notion of adequacy sustained. Differences in findings are a reason to search for 
explanations. . 

Thee last step in the research is interpreting the data by confronting them with theories 'from outside', as 
Blumerr (1969) denominates it. Interpretations must be tested on their adequacy. It is for this reason that in each 
off  the studies the description of the data is presented in language that stays as close to the terms of the 
respondentss as possible. The confrontation of theory and data is presented separately. In this way, every reader is 
invitedd to be my guest in checking out the interpretations that I bring to the table. 
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SCHOOLL  REGIM E AND TRUANCY IN TWO MULTICULTURA L CLASS ROOMS: 
ANN EXTREM E CASE ANALYSI S 

Thee focus of this paper is on the relation between school regime and truancy. In a comparative research, two 
schooll  classes from different schools, with comparable populations of pupils and widely different drop-out rates, 
weree studied. In both schools, a third-grade school class was examined by interviewing the pupils and their 
teachers,, eliciting their perspectives on life at school and in the classroom, and strategies they employ in the 
pursuitt of control. 

Thee study has been inspired by two quite disparate strands of sociological thinking. On the one hand symbolic 
interactionistt studies of pupil- and teacher cultures, that have provided rich descriptions of daily sensemaking 
(Weick,, 1995) in schools. On the other hand, the search after triggers for truancy in the social structure of the 
schooll  has been inspired by Merton's ideas. Schools, as agents of society, try to foster certain cultural goals in 
pupils,, like the value of becoming a responsible citizen and the value of a good education. On the other hand, the 
structuree of the school as a social system can be analyzed as an opportunity-structure for realizing the cultural 
goalss that are advocated, ranging from more open to more closed. 

Mertonn (1957) argues that the key to explaining conformist or deviant behavior is the relation between the 
emphasiss on cultural goals and the opportunities the structure offers for realizing these goals in a legitimate way. 
DeviantDeviant behavior is normal, in other words to be expected, in settings where a heavy emphasis on cultural goals 
iss related to a closed social system, that offers too littl e opportunities to attain them. Merton distinguishes four 
typess of reaction-formation, retreatism, ritualism, innovation and rebellion. In this study the focus is on truancy, 
aa form of retreatism. 

Researchh Project 

Inn order to 'ground' insights in the daily sensemaking of pupils and teachers, an interpretative approach is 
chosen,, mainly based on symbolic interactionist theory, 'the unofficial theory of sense making' (Weick, 1995). 
Twoo sensitizing concepts were chosen beforehand: 'Perspective on the situation' and 'strategy'. Both concepts 
aree widely used and validated in research on cultures in schools (Woods, 1980; Hammersly, 1990). The concept 
off  perspective, first used in a study of medical students (Becker & Geer, 1961), is a sensitizing concept, linking 
culture,, structure and behavior. In this study, it is defined as: The way people define and interpret the situation in 
whichh they find themselves, which governs the way they behave in that situation. 

Inn a perspective on a situation at least three elements can be distinguished (Bijlsma-Frankema, 1997a): 
1.. The concepts used to define and interpret the situation. This cognitive map side of the perspective shows the 

relevance,, what people see, in their bounded rationality, together with assumptions about the interrelations of 
relevantt elements of the situation. 

2.. Preferences and non-preferences attached to relevance. Seeing is liking or disliking (March & Olsen, 1975; 
Sapienza,, 1985). 

3.. What to do - elements, notions about strategies which can be used in particular situations and estimates of 
theirr fruitfulness. 

Thee basic idea is that by studying the perspectives of pupils (and teachers), a better understanding of the 
strategiess they employ can be arrived at. The concept of strategy refers to "specific and repeatable acts, chosen 
andd maintained to serve larger and long-term, rather than smaller, short-term objectives " (Woods, 1980, p. 18) 

Perspectives,, derived from broader cultures, are linked to action through strategies. As Woods puts it: "This is 
wheree individual intention and external constraints meet. Strategies are ways of achieving goals. They are not 
isolatedd acts, but packages of acts interrelated by intention and structure. The intention is the individual's 
resolutionn of the problems thrown up by the structure in the achievement of his goals". (Woods, 1980, p. 26; 
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1983,, p. 9). Perspectives and strategies are social in nature. They become shaped in ongoing interactions with 
others,, producing common understandings and joint actions. According to Lacey, this is a dialectical process: 
"Ass a group of individuals develop or acquire a sense of common purpose, so the sets of strategies adopted by 
themm acquire a common element. It is this common element that enables a common perspective to emerge. As 
thee perspective develops, and if over a long period of time, the situations that continually face the group have a 
commonn element, then the understandings broaden and develop to produce a sub-culture" (Lacey, 1977, p. 70). 

Previouss Findings 

Thee research was part of a project, aimed at understanding the relations between school regimes, cultures in 
schoolss and truancy/dropout outcomes. It was preceded by several exploratory studies of teachers and pupils in 
secondaryy education, including dropouts and truants. All groups were interviewed in the mode of the active 
intervieww (Holstein & Gubrium, 1995) to understand their perspectives and strategies. Relevant topics and 
theoreticall  relations were elicited from the interview data following an inductive approach, inspired by the work 
off  Glaser & Strauss (1967). 

Inn the exploratory studies of truants, several other sensitizing concepts were developed to understand their 
perspectivess and strategies: 'School conditions for learning', 'aversions', 'exchange' and 'interest-at-hand'. The 
dataa seemed to suggest that pupils feel confronted with an exchange offer at school: Rewards ( marks, moving 
up,, the diploma, being treated in a nice way) for acceptance of a series of school conditions for learning: The 
obligationn to be present, timetable, subject matter, the way in which the material is offered and how the pupils 
havee to make themselves familiar with it, rules of conduct, assessments, etiquette between teachers and students. 

Wee found that the less positive the perspective of pupils on this exchange offer is - because they feel aversions 
towardss school conditions or because they value the rewards the school offers less - the larger the chance is that 
theyy wil l play truant. Perspectives, however, develop in the course of school careers, as pupils try to cope with 
aversions,, while looking after their interests at the same time. In the aversions found, it is all about frictions 
betweenn the school's conditions for learning and the pupils' own preferences and interests. We took Andrew 
Pollardd (1970)'s work on teacher's interests-at-hand and applied it to the pupils' material as well. In the per-
spectivess of the truants two interests came to the fore, that were often experienced as contradictory: A positive 
schooll  identity and autonomy. The 'juggling' of these interests often induced a truancy-amplifying mechanism. 
Off  the four types of truants found in the research, only one type was able to play truant without consequences 
forr the school results. For these truants, obtaining the school diploma, which they value highly, comes first. 
Theyy subordinate the autonomy interest to a good school identity by playing truant on the basis of a marks 
strategy:: Skipping lessons in subjects they are good at and which they can permit themselves to do without to a 
certainn degree, or at are subjects that are not important for the exam. The other truants, that did not clearly 
subordinatee autonomy to a positive school identity, found themselves in some phase of a truant career. In the 
coursee of this career, the pupils' perspectives on the exchange offer tend to change in a negative direction: 

 The aversions towards school conditions grow; 
 the school results become worse; 
 trust in teachers diminishes; 
 autonomy is more and more found in 'monkeying about', overt resistance in the class and longer truancy 

periods; ; 
 the world outside school becomes more important; 
 the school diploma gets to be regarded as less important; the exchange the world outside school offers 

becomess more attractive, the exchange of the school less attractive. 

Researchh Design 

Thee research was designed as a comparative case study research. To heighten the chance of finding 
contrastingg groups as to truant rates, two schools were chosen that differ widely in drop-outs rates, less than 1% 
andd 27%. In this way we found classes with truancy rates of 16% and 46% respectively. To suit the aims of a 
comparativee analysis, the interviews were guided by a list of topics, based on the exploratory studies, each topic 
questionedd in a non-directive way. The interviews were fully transcribed. In the analysis, a qualitative data 
matrixx was used. Such a matrix aligns individuals according to subgroups in the columns and topics in the rows. 
Thee cells contain abbreviated statements made by individuals on subjects within the topics. The matrix is a tool 
inn getting an overview of the data, in testing hypotheses about relations between data and in the validation of the 
conclusionss drawn (Bijlsma-Frankema & Droogleever Fortuijn, 1997). 
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Thee questions asked were: What characteristics of the school's social order are - in the perspectives of pupils -
relatedrelated to truant/attending behavior; and: Can a difference in truant rates between the two classes be explained 
byby characteristics of the social orders and strategies that pupils employ in dealing with these characteristics? 

Inn Search of Understanding the Data 

Thee interview material gathered in the two classes induced a new search for theoretical ideas and concepts. 
Thee main problems were that hardly any differences between truants and non-truants were found and, maybe 
relatedd to this, that these two classes seemed to represent extreme cases of school-directedness and its opposite. 
Eventually,, some theories from the field of organizational sociology helped to make sense of the data in 
combinationn with the ideas from the earlier research on truants. Two lines of thought were developed and 
appliedd to the data. 

1.. The way pupils learn to define themselves in the course of their school career, the identity they choose, the 
directionn of their commitment, to the school system, or to autonomy and an out-of-school world, is influenced 
byy the social order of the school, also called regime. The term school regime is defined as the set of school 
conditionss for learning, as experienced by pupils. 

2.. The identity formation of pupils, the adoption of goal-direction and strategies is a dynamic phenomenon. 
Interactionn processes do not take all logical forms. Bounded rationality urges pupils and teachers to interpret 
interactionss in a process of sensemaking (Weick, 1995), forming perspectives on the openness or closure of goal 
options,, and acting in accord with those perspectives, investing more in achieving options that seem open 
enough,, investing less in ones experienced as too closed, thus bringing about self-fulfilling prophecy processes. 

Inn the interviews with the truants, clear evidence was found that, as to educational goals, pupils can end up in a 
viciouss cycle (Crozier 1964), in which teachers and pupils are growing apart and pupils finally drop out of 
school.. The truants with the marks strategy were in a different process, that can be typified as self-correctional. 
Inn this way, they can learn from small wins and losses which, according to theories of organizational learning, is 
ann efficacious way to improve one's performance (Sitkin, 1996). As a result, a self-correctional cycle can turn 
intoo a virtuous cycle, where pupils grow in confidence that they can reach the educational goals, because of 
experiencedd success in trying (Gagliardi, 1986). In such cases, the commonness of goals and efforts bettveen 
teacherss and pupils grows. 

AA way of understanding the wide differences in drop-out rates found between schools is to think that all three 
typess of processes, vicious, self-correctional, and virtuous can be found simultaneously in schools, only in 
differentt ratios. As to truancy and drop-out, the distinction between vicious, deviation amplifying processes on 
thee one hand and self-correctional and virtuous cycles on the other hand matters. It can be assumed that in 
schooll  with low drop-out rates, less deviance occurs and/or the capacity of adults to redirect deviation-
amplifyingg processes is higher than in schools with high drop-out rates, both contingent upon the social order of 
thee school. 

Byy combining insights from sociology of education and organizational sociology, progress was made in 
linkingg perspectives of teachers and pupils, a theoretical matter that, according to Hammersly (1990) is seldom 
addressedd in symbolic interactionist studies of cultures in schools. Both pupils and teachers are seen as actors in 
shapingg the social order of the school and subject to its constraining and facilitating character at the same time, 
althoughh in different ways, due to differences in position. A step forward could also be made in understanding 
schooll  factors that contribute to non-attendance, by leaving behind the distinction between a 'caring' and a 
'controlling'' school ethos (Rutter et al, 1979; Corrigan, 1979; Reid & Kendall, 1982). The results of the study 
confirmm the suggestion of Carlen et al (1992) to "call into question the usefulness of the most probably 
overworkedd and sociologically simplistic care/control distinction" (p. 69). The low-drop-out school can serve as 
ann example of how care and control can be integrated to further the well-being of pupils and teachers alike. 

Thee Schools 

Bothh school classes are in the lower half of the educational level range of secondary education in the 
Netherlands.. Their populations of pupils are comparable, almost exclusively working-class. In both classes, 
moree than half of the pupils are from an ethnic minority background: Caribbean and South American (mostly 
fromm Surinam), Mediterranean (mostly from Turkey and Morocco), and Pakistan. Both schools are in an urban 
area,, not very far apart, partly recruiting from the same region. 
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Att both schools, we interviewed a class of pupils in the third form, and all their teachers. All pupils are in the 
compulsoryy school age, 15 to 17 years old. We asked them questions about school, about truancy, about the 
worldd outside school, about their future. We also gathered information about the way pupils are supervised, from 
pupils,, teachers, and the Headmasters. The teachers are interviewed about their daily work in the classroom, 
theirr professional outlook and the school's social order. 

Thee Ismene School 

Thee Ismene school is a comprehensive school of 1150 pupils and a drop-out rate of less than 1 %. We 
interviewedd pupils in the lowest vocational stream. The school can be typified as a school with a strong culture. 
Thee school management applies and maintains an education ideology which was developed in the past in 
consultationn with a group of young teachers that wanted to change the school into a benevolent environment for 
working-classs pupils. They believed that if teachers employ 'power and pressure strategies', especially pupils 
fromm working class backgrounds and pupils in the lowest streams are pushed out of school. For those pupils, 
learningg should be fun and cozy. Pleasure in work, for pupils as well as teachers, has to be central. A good 
atmospheree in the class and a certain room for pupils to be themselves will improve their records. The interests 
off  pupils, especially of the less able ones, are optimally looked after by keeping them at school and providing 
themm with the best possible diplomas, given their intellectual capacities. 

Thee policy of the school has two central points of attention: Firstly, emphasis on cognitive achievements and 
thee quality of education, and secondly, attention and concern for individual pupils, especially the less able ones. 
Too attain these goals, five means are used, finely attuned, with some overlap as to avoid 'holes where pupils can 
falll  through'. 

1.. The attendance of pupils is strictly monitored. Truancy is found out immediately, and directly acted upon. 
2.. Records of pupils are gathered by an extensive system of pupils' supervision. The class tutor keeps records 

off  grades, and extra information concerning attendance or behavioral problems in other teacher's classrooms is 
quicklyy and adequately spread among the tutors. The tutor acts on signs of problems and solves them with the 
pupils.. With these two means, a system of surveillance on pupils is maintained, not primarily punishment-
oriented,, but with a strong problem-solving orientation. If a pupil gets low grades, an effort is made by the 
teacherr or the remedial teacher to further the understanding of the subject matter. If a pupil plays truant, the tutor 
talkss to the pupil and offers help to solve the problem that caused it. In return for that, the pupil must attend. If 
thee truancy still continues the pupil is put to a choice: Attend the classes or leave the school. 

3.. Teachers are carefully selected. They are monitored too, by supervision on lessons, by common planning of 
lessonss of teachers in a subject area, by common tests for pupils of different teachers, and informal talks with 
colleagues. . 

4.. Many extra-curricular activities create opportunities for informal contacts between pupils and teachers, like 
sports,, theatre, computer-lessons and festivities, the latter often twinned with a social-cultural aim. 

5.. An equal opportunity system of conflict regulation between pupils and teachers. If there is a conflict, both 
partiess are heard by the tutor, before a solution is found. It happens that the teacher is found guilty and has to 
apologizee to a pupil. This gives the pupils the feeling that they have rights too, and that they can use their 'voice' 
(Hirschman,, 1970) if they feel their rights are violated. 

Thee Andromeda School 

Thee Andromeda school is a small school of 260 pupils, teaching at the level of the lowest general education 
stream.. The drop-out percentage is rather high: 27%. The culture of the school can be typified as rather 
fragmentedd and weak. Teachers are almost completely autonomous, due to weak management. There is littl e co-
operationn and coordination of activities amongst them. Extra-curricular activities are rare in this school. In this, a 
futuree merger with another school, prescribed by government regulations, plays an important role. Due to a 
steadyy decline of the number of pupils over the past years, the school cannot survive independently. Teachers 
whoo want to further the level of cooperation within the team withhold initiative. Not all teachers are sure they 
cann stay on after the merger. A majority of those who are, look forward to the situation after the merger, hoping 
too contribute to a higher level of cooperation and coordination, for their own sake and that of the pupils. 

Pupilss come and go in a higher rate than in comparable schools. A small research done by the school itself 
showedd that only 20 percent of the pupils entering the school in the first form finished four years later as well. 
Forr the 80 percent using the exit-option (Hirschman, 1970), pupils that have left other schools come in to take 
theirr place. Teachers come and go too. They get ill and are temporarily replaced. Or they leave for a job 
elsewhere,, because of the insecurity about their position brought about by the future merger with another school. 
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Thee teachers see the pupils as easily giving up on schoolwork. Because of that, the school has a timetable with 
"individuall  help-hours" at the end of each school day. Pupils are supposed to go to teachers for individual help 
onn subjects they find hard to grasp. The attendance rate in these hours, however, is lower than teachers hope for. 
Eachh class has a tutor which monitors the pupils on the information that is available. Pupils can turn to their 
tutorss with problems of any kind. Yet, these support-systems do not produce satisfactory results in the teachers' 
eyes.. They see too many pupils with low motivation for learning, that are making their jobs harder than it would 
bee with more co-operative pupils. They blame the parents for doubting the value of the diploma too openly 
towardss their children, thus discouraging the pupils' involvement in educational goals. The teachers clearly 
agreee on one thing: There must be school rules, and these must be enforced strictly, to keep the pupils in pace. 
Attendancee is monitored by the Headmaster. Pupils who have been absent must hand in a non-attendance card, 
signedd by one of the parents. If the card is not provided, truancy is assumed, and the pupil is called for a talk 
withh the Headmaster. The teachers are informed afterwards, but their complaint is that the information is spread 
tooo late to rationally challenge pupils1 dodges successfully. Most of the truancy is not detected by the school, 
becausee many mothers help to mask it by signing a non-attendance card. 

Perspectivess on School, Work and Future 

Inn the Andromeda class the truancy rate is 46 %, which is much higher than the 16 % in the lsmene class. 
Contraryy to our expectations, a comparison of truants and non-truants within both classes did not yield clear 
distinctionss between the two groups that hold water throughout the data set. Truant behavior and perspectives 
onn truancy seem to be embedded in general notions about the exchange offer of the school that are broadly 
sharedd within each class, while showing striking differences between the two classes. Because of this 
embeddedness,, these general notions will be described first, before turning to perspectives on truancy/Although 
thee relevant terms the pupils use in making sense of school do not differ substantially, nor their references to 
somee 'basic facts' of the relation between schooling and working, they have molded these ingredients into 
quitee different theories-in-use (Argyris, 1983). 

Throughoutt both classes there is the shared notion of uncertainty about getting a job after leaving scfiool, since 
theyy know of young people that are unemployed. The pupils agree also on the idea that the chance of getting a 
jobb without a diploma, let alone a decent job, is small. Around these common notions perspectives have been 
constructedd in both classes that contain almost contradictory ideas about the value of schooling, about the 
attractivenesss of going to school and about estimates of one's own chances. Even the concept of time is laden 
withh quite different emotions. 

Tablee I. lsmene pupils: Comparing school and work 
goingg to school: 
benefitss my chances on the labor market 
safe:: You can make mistakes and repair them 
withoutt sanctions 
cozy:: Nice fellow pupils, nice teachers 
varietyy in subjects, interesting themes 
shorterr days 

workingg now: 
riskss of unemployment, of lousy work 
unsafe:: Sanctions on mistakes, you can loose your 
jobb as a result 
youu have to wait and see if people are nice 
alll  days are the same 
longg days 

Inn the perspectives of the lsmene pupils the knowledge about labor market - uncertainties seems to be made 
manageablee by a double sensemaking transformation. On the one hand, the labor market is seen as an unsafe 
place,, full of unpleasant surprises. Going to school and keeping on learning is a way to avoid these surprises for 
thee time being. On the other hand , they have picked up the general notion spread in schools that learning is 
beneficiall  for your future and made it melt with their knowledge of the market to: School is a place where you 
cann strengthen your capacities to cope in the market. So they separate 'now' from 'later', attaching all the 
uncertaintiess to 'later' to feel safe now. The comparison they make between going to school and working 
reflectss this separation and valuation. School gets all the plusses, working all the minuses. 

Whenn the question is asked: "If you could chose freely now, what would you prefer, going to school or getting 
aa job?", only one pupil that doesn't like school would prefer to get a job, the others would stay in school if they 
couldd choose. This preference accords with the positive perspective on school and sustains it. They find school 
attractive,, it is cozy in school, teachers are nice, just as fellow pupils. 

Thee kernel of this class -wide shared perspective seems to be the identity they ascribe to themselves. They are 
stronglyy bound to school and see that as a result of their own choice, made on preference. They feel that they can 
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influencee their future in a positive way by forming a coalition with the school to cope with the uncertainties of 
thee labor market. Their perspective is colored by the hope for success. First a diploma and then, hopefully, you 
cann get a decent job. These pupils seem to have made a side -bet, as Howard Becker (1964) denominates it, by 
trustingg the development of their life-chances to the school. As a consequence, their perspectives are internally 
consistent,, eliciting school-directed behavior as investment in these chances. 

Inn the perspectives of the Andromeda pupils the uncertainties of the labor market are equally relevant, but in 
theirr perspectives this notion seems to have triggered uncertainties about the value of going to school. One 
conclusionn is obviously drawn by them: The diploma of this school is a necessary condition to get a 'decent job'. 
Ass a consequence, they feel that they have to stay in school til l the diploma is theirs. For a part of these pupils, 
thee uncertainties of the market lead to doubt about how much better the chances of getting a decent job are with 
aa diploma than without. Some pupils even wonder if going to school is good for their future chances at all. 
Wouldn'tt it be better to get work experience soon and work from there towards a career? They have no answers 
availablee to these questions, in their perspectives the market appears as a whimsical phenomenon that cannot be 
masteredd by them. The only way they see to get some mastery is by engaging in further training after graduation 
fromm this school, to get a diploma that is higher valued in the market. The doubts about the added value of going 
too school, however, undermine a full-hearted investment in such a prolonged schooling track. What if such a 
trackk does not open up the door to the decent job they want so much? Wouldn't it be better to start a working 
careerr now? In the light of their investment uncertainties the school appears to them as an institution that poses 
solutionss that may turn out to be non-solutions when tested, that asks for investments without the guarantee of 
profitss in the end. More than half of the pupils, furthermore, doubt if they 'have what it takes' to get the diploma 
off  this school, let alone a 'higher' one. 

Tablee II . Andromeda pupils: comparing school and work 
goingg to school: 
doo what others want me to do 
study,, study, study 
alll  day sitting down and listening 
alll  days are the same 
samee people every day 
homeworkk extends school into your own time 
learningg at school is more of the same 

workingg now: 
doo what I prefer to do 
usee your hands 
challenging,, use your brains 
varietyy in tasks 
contactt with a variety of people 
earningg money, stand on your own feet 
learningg at work enhances your chances for a better 
job b 

Takenn together, the fear of failure is woven in their perspectives, just as the notion of low control over the 
factorss that influence success, including their own behavior. The ideas about school and work are reflected in the 
answerss on the question what they would choose if they could choose freely between going to school and getting 
aa job. Only three pupils that like school would choose school, all the others prefer getting a job or combining 
workingg and night school. In the comparison made by this class, school gets all the minuses and work gets the 
plusses. . 

Thee perspectives of the Andromeda pupils are internally contradictory, they do not prefer what they think is 
necessary:: Going to school. They feel to be put in a situation - against their will - wherein the possible is not 
pleasantt and the pleasant is not possible. Their commitment to school is low, in some cases completely absent. 
Theyy seem to be 'committed by default', forced upon them by compulsory schooling, by school rules and a 
preferredd alternative that seems unattainable. Their perspectives have a fatalistic ring about it: Damn if you do 
goo to school, damn if you don't. They are kept in school, not because school is attractive, but by a meritocratic 
valuee they have learned to espouse, whilst their own preferences are not consistent with this value. 

Truantt Behavior and Perspectives on Truancy 

Byy comparing truants and non-truants within each class, distinctions between the two groups in similar 
contextss can be detected. Thirteen of the nineteen Ismene pupils interviewed do not play truant and have never 
donee so. The other six have in the past year; three of them have stopped it, after interference by the tutor. One of 
themm played truant to make it through long days, one because of problems with fellow-pupils, the other one 
becausee "I do not like school, never have. Sitting and listening, it's boring. I rather be outside, do something 
withh my hands." Confronted by the tutor with the choice to stop playing truant or to leave school, he chose to 
stopp because "I Find the lessons more important than truancy". Three pupils still play truant, but as they say 
themselves,, much less often than last year. They especially play truant to make it through boring days. Two of 

18 8 



themm experienced last year that playing truant leads to low marks or staying down a class. Now they play truant 
oncee in a while, if there are unimportant subjects or lessons they can do without. They do not allow their marks 
too be affected by their truancy. The third pupil rarely plays truant because of the stern supervision and punish-
ments.. She already was suspended once for playing truant three times and she does not want to be punished 
again.. Looking at these truancy histories, it is clear that in this school strict supervision reduces truancy. 
Furthermore,, the importance truants themselves attach to moving up and marks, and their understanding that 
truancyy is bad for their marks, plays an important role in their choice for a safer form of truancy. 

Thee thirteen pupils who do not play truant have different explanations for this. Seven of them mention one or 
moree of the following factors: The strict supervision and fear of punishments , the fear to lag behind with 
material,, or lower marks, or their parents that would frown on and punish truancy. The other six pupils even 
experiencee truancy as unattractive, because it is pleasant at school, fellow pupils are fun and teachers are nice. If 
youu play truant you get bored and at school you are not 

Off  the Andromeda pupils, twelve out of twenty-six play truant. With the exception of one pupil who plays 
truantt for days in succession, the truants think that once in a while a few hours of truancy or staying away just 
onee day is not a very serious offence. They play truant to escape from school, because school is 'the same every 
day'' because school is 'boring' ,because they 'don't feel like' going to school. They prefer their own world that 
dominatess at home. Apart from free hours, that often trigger truancy, the threat of punishment if they are late, is 
aa reason to stay away. Truancy is masked with the aid of their mothers who sign the non-attendance cards. 

Thee fourteen pupils that do not play truant do not think so differently about school than the truants. Most of 
themm describe school as 'boring', as not a very pleasant place to be in. Only three of them experience life at 
schooll  as pleasant. There are three main reasons why the other eleven do not engage in truant behavior. Three 
pupilss do not play truant, because they are already allowed hours off for medical researches or sports and they 
doo not want to risk that arrangement. The other eight pupils who do not play truant do not want to lag behind at 
schooll  and/or their parents do not cooperate. Two pupils have mended their ways over the last year. One plays 
truantt much less often because of low marks, the other one does not play truant any longer: his parents were 
informedd and he was punished by them. 

Thee Two Classes Compared --*

Whenn the stories of the Ismene pupils and the Andromeda pupils about truancy are compared several 
differencess come to the fore, and similarities too. A similarity is that truants do not differ strikingly from their 
classmatess in perspectives on school conditions or aversions experienced. In the Ismene-dass only one of the 
(ex)tmantss does not share the idea with his fellow pupils that school is generally a pleasant place to be in. The 
otherr (ex) truants do not feel much aversion to school conditions, other than long or boring days. This aversion 
iss found amongst non-truants as well. In the Andromeda class no striking differences between truants and non-
truantss in their perspectives on school conditions are found either. Aversions to the school's conditions for 
learningg are broadly shared in thiss class, summing up in a general feeling that school is not a very pleasant place 
too be in. Only three pupils -all non truants- like going to school. 

Itt can be concluded that comparing individual pupils is not a proper level of analysis in this research. The main 
differencess between the two classes are the pupil cultures formed and, related to that, the ratios of pupils in the 
differentt processes. In the Ismene class, all pupils, even the truants, seem to be in self-correctional or virtuous 
cycles.. In the Andromeda class, only three pupils seem to be in a virtuous cycle, the others on the edge of a self-
correctionall  and a deviation-amplifying cycle, not feeling very much in control of future developments. Since 
distinctt cultures are formed, a comparative analysis on the level of the group and its embeddedness in the social 
networkk of the organization is more adequate to understand the differences. In the rest of this paper, this level of 
analysiss is employed. 

Schooll  Regime as Context for  Emerging Pupil Cultures 

Howw could such different pupil cultures develop in the two schools? School regimes, including the social 
relationss between pupils and teachers make up the daily situation pupils are in, that influence the ongoing 
processs of sensemaking amongst pupils, the formation and reformation of pupil perspectives, developing into 
pupill  cultures . When interviewed, the pupil cultures had already been developed, so the question how these 
differencess came about can only tentatively be answered, by trying to reconstruct the past from the perspectives 
ass they were found. First, several conditions of the school's regime that in the eyes of the pupils are relevant to 
theirr evaluation of school as a whole will be described: Timetable, attendance regulation, school rules and 
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homework.. What differences between the two regimes can be related to the pupil cultures? Second, the social 
relationss between pupils and teachers and amongst pupils will be explored as to distinctive characteristics. 

Time-table e 

Thee time-table and the mode of attendance regulation are often mentioned as direct triggers of truancy. These 
factorss are - however - seldom experienced as the most important reasons to play truant. Most of the time, these 
directt triggers are fuelled by other reasons or mechanisms, that will be discussed later on. 

Inn the pupils' perspectives on the time table, the demarcation of their 'own time' and time that is considered 
ass legitimately claimed by the school plays an important role. In situations of unclear demarcation, gray areas 
needd defining as either school time or 'own time'. This applies especially to free hours, there is often not enough 
timee to go home and staying at school is subject to rules. By playing truant in hours before or after free hours, 
thee free hours can become 'own time' again. Another matter is long, boring days. These aversions refer to a felt 
misfitt between the demands of the school and what pupils feel they can manage in terms of absorbing subject-
matterr and self-discipline. Days with many heavy subjects in succession or days that are experienced as 
annoyingg are mentioned as triggers for truancy. 

Att the Ismene school the pupils have a timetable that protects against truancy: There are no free hours. When a 
teacherr is ill , another teacher stands in according to a substitution scheme. School time and private time are 
clearlyy distinguished. For the three truants in this class long days, or days with difficult subjects in a row, are 
sometimess a reason to play truant for one or two hours. However, they do this selectively, based on a marks 
strategy. . 

Inn the timetable of the Andromeda school there are free hours, even double ones. Sometimes, these are a 
reasonn for a pupil to play truant. " The first hour was mathematics, but the second hour was free, well, then I 
preferredd to stay in bed". Aversions towards the timetable are manifold in this class. Almost any characteristic is 
pickedd to express discontent with school. Aversions towards too early starting or too late ending express the 
generall  feeling that school takes too much of your time. The pupils who play truant do this mainly for a whole 
day.. They just do not feel like going to school, they say about this. Since they do not employ a marks strategy, 
thee chance of missing a teacher's explanation on a difficult subject cannot be ruled out by them. 

Attendancee Regulation 

Althoughh both schools have put sanctions on coming late, these sanctions are mentioned as a trigger for 
truancyy only in the Andromeda class. At the Zsmewe-school, the care for pupils includes preventing and sanctio-
ningg truancy and coming late. The care for pupils is based on an extensive system of monitoring their 
achievementss and behavior by the tutor and the coordinator. Attendance is monitored strictly. Three times late 
meanss coming in an extra hour. In case of truancy the parents are informed by the tutor's coordinator. The 
coordinatorr informs the tutor and one of them talks to the pupil. If there are problems at school or at home, the 
schooll  helps in solving these, on the condition that the pupil stops playing truant. The pupils see this system as 
rigid,, but "OK., otherwise there would be much more truancy". They feel that the adults in school care, 
protectingg them from acting upon their 'bad tendencies' and preventing them to loose grip on subject matters. 

Thee Andromeda pupils mainly experience the disciplining side of the attendance supervision. Being late is 
severelyy reacted to: Someone who is late has to fetch a 'late' card from the caretaker. It has to be handed in 
signedd by one of the parents the next day. Someone who is late more than one time a month without valid 
reasons,, is punished with an extra hour at school. The truants seize on being late again to stay away the whole 
dayy right away: "Because, eh, if you are one hour late, you will be punished with an extra hour. So I think if I go 
too school, I wil l be at school all day plus a punitive hour". Truancy is supervised by the Headmaster. If a pupil 
hass been absent without handing in a signed non-attendance card, he or she is called for a talk with the 
Headmaster.. If the truancy continues, the parents are called. However, because most mothers allow truancy, it is 
oftenn not discovered by the school. 

So,, attendance regulation can curb truancy, but trigger it as well. The first key to the difference is the 
integrationn of discipline and care in the school's regime. The second key is the no way out situation for the 
IsmeneIsmene pupils that is missing at the Andromeda. The discipline side of the system may trigger truancy, it is the 
wayy out, due to 'holes' in the system, that can develop into an amplifier in distancing them from school. On the 
onee hand, anti-school behavior can easily lead to extension of anti-school sentiments in retrospective 
sensemakingg (Weick, 1995). On the other hand, the consequence of missing lessons can be a gradual loss of grip 
onn subject matters and a diminished feeling of self-efficacy that is known to trigger a downward efficacy-
performancee spiral (Weick, 1979; Masuch, 1985; Lindsley et al, 1995). 

20 0 



Schooll  Rules 

Thee Ismene pupils say not to bother at all about school rules. Often they do not even know them. They like to 
goo to school because it is 'cozy' and teachers and fellow pupils 'accept you as a person'. They feel that teachers 
treatt them fair. And if an instant of unfairness is found, they feel they can rely on the equal opportunity system 
off  conflict regulation for repair of justice. 

Thee Andromeda pupils hardly feel aversion towards the official school rules. These are part of the game. They 
aree clear and are consistently applied. However, there are many unofficial rules, which are applied differently by 
teachers.. They do not find the differences so bad, but they complain about teachers that act unclear as to rules. 
Theyy unexpectedly introduce new rules, sometimes 'unreasonable strict ones', or they are not consistent in the 
applicationn of rules, or they punish pupils in an 'unfair way'. These experiences stir emotions of uncertainty and 
injusticee that contribute to their general feeling that school is not a very nice place to be in, which makes them 
wantt to escape from school. Their aversions are deepened by their experience that complaining about an unjust 
treatmentt to the Headmaster or the tutor does not get them anywhere because "Teachers all stick together, they 
blamee us for what happens anyhow". They feel stuck with their complaints, since the structure of the school 
doess not offer a way out. 

Homework k 

Throughoutt the groups interviewed in the project, pupils feel aversion towards homework. Homework makes 
thee school day longer and increases the workload. The disposal of a pupil's own time is curbed by it. A 
sentimentt frequently found among pupils is that they feel themselves involuntarily placed in a situation in which 
choicess have to be made to demarcate 'school time' and 'own time': Doing all homework and perhaps being left 
withh no time for themselves, selecting some subjects to do, or simply doing something for themselves and 
probablyy running into problems the next day. 

Mostt of the pupils in both classes do minimize on their homework. Two considerations play a part in selecting 
whatt to do: Frequency of checks by the teacher and keeping grip on subject matters. In both classes, the 
frequencyy of checks on homework varies among teachers. Teachers who always check can count on more efforts
forr their subjects than teachers who never or seldom check it. In both classes there is a preference for frequent 
checking,, because "I t helps you to do what is good for yourself too". 

Inn the Ismene class keeping grip on subject matters is a common consideration in minimizing: Difficul t 
subjectss or subjects thought important are given first attention. In this way, they control the effects of 
minimizingg on their results. 

Inn the Andromeda class the non-truant pupils do the same. The truants have turned the tables on this, they do 
thee easy subjects first and prefer to let the difficult ones be. They can easily loose grip on subject matters if 
teacherss do not check on homework frequently. 

Anotherr difference between both classes is the strategies they employ when the homework is not done. If the 
teacherr checks frequently, copying from other pupils is done in both classes. Apart from that, most Ismene 
pupilss go to the teacher when entering the classroom "To tell honestly that I have not done my homework". 
Sometimess they make up a story, like "I forgot my exercise book", but they say that is risky because the teachers 
mayy see right through it, and you could lose their faith in your trustworthiness. Another minor strategy is 
keepingg a low profile, hoping the teacher will not notice it, also not without risk in the eyes of the pupils. Quite 
anotherr matter is not having been able to do the homework because of miscomprehension. If told before the 
lessonn starts, the teacher accepts this fully and will offer extra explanation if necessary. Of the Andromeda pupils 
onlyy two out of 26 tell the teacher honestly if they have not done their homework. Half of the pupils say they 
keepp a low profile, but with a different sentiment attached to it than in the Ismene class. They call it 'gambling', 
aa game with the teachers as opponents that are tested on their capacity to notice. 'Gambling' is associated with 
courage,, with sturdiness, the pupil as a full player in the game. The code of honor that the punishment, if it 
comes,, must be 'taken', sustains the idea of being a full player. Unlike the Ismene pupils, with the exception of 
thee two pupils mentioned, the idea that good relationships with teachers are too valuable to jeopardize by 
gamblingg is not brought forward in the interviews. 

Felloww Pupils 

Att the Ismene, teachers see it as their task to create a good atmosphere in the classroom. They interfere if 
pupilss show detrimental behavior toward one another. Two pupils say that they do not get along with one or two 
felloww pupils, the others 'get along well' with all the pupils in the class. Fellow pupils help to make school 
pleasant,, 'you can talk with them about school, television programs and things that happen in your life'. And 
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theyy can help you to comprehend subject matters. Being a part of the group means 'feeling accepted as a person' 
andd not 'being on your own' in coping with the daily events at school. 

Att the Andromeda, teachers strive for a good atmosphere in the class room too, but most of them feel that the 
amountt of problems they encounter surmounts their capacity of control regarding the atmosphere. The 
perspectivess on fellow pupils in the Andromeda class are less positive than in the Ismene class. Nine out of the 
266 pupils say they get along well with all the others, the rest says not to like one or more of their fellow pupils. 
Twoo pupils say they do not feel at home at all in this class. A main complaint is that 'nasty things' are going on 
betweenn pupils, like bullying, making unpleasant remarks and jokes about others, mostly the ones from an ethnic 
minorityy background. Apart from that, pupils say that they avoid the company of others because "We just do not 
gett along". The class seems to be divided in littl e groups and individuals, not bound by feelings of belonging to 
aa group at the level of the class, as the Ismene pupils are. 

Teachers::  Expectations and Experiences 

Inn the experience of the pupils, teachers are a very important source of well-being, because they shape the 
conditionss for learning that apply in their class rooms, where most of the learning and social interactions take 
place.. The conditions that apply in the class room are the most important regarding the question why in the one 
classs pupils like to go to school and in the other most pupils do not like it much. Teachers can bind pupils to a 
schooll  in a positive way, but they do not always succeed in doing so, even if they do their best. As will be 
arguedd later on, teachers do not only shape the daily elements of a school's regime, they are also constrained by 
thosee elements of the school's regime that are constructed at the level of the collective, in interaction between 
thee adults and between the adults and the pupils. 

Mostt of the Ismene pupils assess teachers positively: Fifteen of the nineteen pupils think the teachers are 
pleasant,, nice, not so stern, and they say they can get on well with them. Only four of the nineteen pupils have a 
mixedd opinion: With some teachers they can get on well, with others they cannot 

Inn the Andromeda class the opinions about teachers are mainly mixed. Four pupils - all non-truants - say that 
theyy get along well with teachers. They think of them as nice people that talk to pupils in a cozy way, explain 
subjectt matters well , set reasonable rules and apply them in a fair way. The others describe their relationships 
withh teachers in general as so-so, or they like some teachers and have aversions to others. 

Despitee the different opinions about teachers, the pupils in both classes agree rather unanimously with the 
criteriaa for a good teacher found in the truants research. A good teacher meets the following expectations : 

 Explaining the material well, and preferably explaining everything; 
 a nice plus on this important criterion is retaining the attention of the pupils by speaking attractively, a clear 

voice,, varied lessons, jokes sometimes; 
 helping pupils who do not understand things, willin g to explain again, being open for questions about the 

subjectt matter and the way it should be learnt; 
 being clear about what is required from pupils, using clear assessment criteria and applying them in a fair 

way; ; 
 showing understanding, listening to pupils, being prepared to discuss problems, being nice and friendly, 

joiningg in a littl e with pupils and at the same time drawing clear lines as regards the behavior of pupils and 
beingg able to keep order. 

Thee first four criteria are about support by teachers in keeping grip on subject matters, thus sustaining their 
chancess of succeeding at school. In both classes pupils attach importance to a good - or acceptable - school 
identity.. However, they do not control this themselves. Hard work is not a guarantee for high marks, so a 
supportivee teacher can make the difference between being threatened by low marks and feeling in control. 

Thee last criterion is about the quality of social relations and the social order in the class room. If a teacher 
showss empathy, pupils feel valued and respected. Establishing a social order in the class room is about 
preventingg too 'bad' behavior of pupils to develop that they do not feel comfortable about, whether it is their 
ownn or of fellow pupils. In a way, they expect teachers to be a moral authority. A good atmosphere is seen as 
sustainingg grip on subject matters too, since attention can be focused on learning instead of social matters. 

Inn the Ismene class, there are no complaints about teachers' support in keeping grip on subject matters, nor 
aboutt the moral order in the classroom. The aversions mentioned are directed against teachers who never make a 
joke,, are touchy if pupils make jokes, are quick to shout, do not listen to pupils or ridicule pupils. In their 
opinionn these teachers give the pupils too littl e room for sociability and offer not enough opportunities for 
pleasantt contacts with teachers. The clarity of the teachers leaves littl e to be desired, though. The pupils have 
trustt in the reasonableness, justice and readiness to help of teachers. 

Inn the Andromeda class teachers that explain well are seen as good teachers. They couple patience towards 
pupilss with inventiveness in finding new ways to further comprehension of subject matters. Some teachers do 
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nott have such gifts. Their explanation of subjects does not bring understanding. If they offer extra help, it does 
nott amount to anything either. This is one of the reasons that pupils stay away in individual help hours, that are 
meantt to solve all problems of miscomprehension in this school. Other teachers explain too fast to be 
understood,, or stop explaining when pupils talk too much. One teacher is far too late in giving feedback on 
assignmentss to be able to learn something from it. These aversions are sometimes related to the feeling that, in 
matterss of grip on subjects, these teachers are 'shifting off the burden to us'. As to the quality of social relations, 
thee ones that master the art are thought of as good teachers. A majority of pupils, however, feel aversion towards 
thee hierarchic relations and the assessment power of the teachers. Protesting against a punishment which in their 
vieww is unreasonable or unjust is of no avail, since "You are seen as cheeky and teachers are always right, they 
coverr for each other". There are aversions to teachers that are too severe, punish a lot, or create a tense 
atmospheree in the class room. On the other hand, teachers that cannot keep control, that let disturbing behavior 
goo on, are not valued either. In this area, the strongest aversions are to teachers that loose their self-control over 
insignificantt matters, shout immediately, that have 'moods' that make them act unreasonable or unfair to pupils, 
thatt blame the class for not being a nice one. Contrary to these teachers, clear and strict teachers are trusted, 
becausee "From them you know best what to expect". 

Interactionn Effects 

Inn both classes, elements of the school's regime seem to interact with strategies that pupils employ in dealing 
withh the day-to-day situation, to produce shared perspectives that differ widely in meanings attached to schoot 
andd to strategies. In the Ismene class the strategies are mainly directed at preserving a reasonable pupil identity 
andd integration in the social order of the school. Their autonomy needs are subordinated to these goals. The 
strategiess of most Andromeda pupils are much more directed at gaining autonomy, at escaping from school and 
fromm the demands they have to face in school. Three main mechanisms seem to have sustained the development 
off  this escape-directedness: 

 A downward efficacy-performance spiral, in which the school's monitoring and individual help systems 
playy a part; 

 deteriorating relations between several teachers and most pupils in which the seeds of distrust seem to have3'1' 
sown. . 

And,, as a consequence: 
 A gradual loss of the moral dimension in the school's regime, leaving the adults in the school with littl e 

moree to offer to pupils than a rather barren bureaucratic exchange, that cannot warm their harts. 

Efficacy-Performancee Relations 

Contraryy to the Ismene class, there are several signs in the Andromeda class of a rather low sense of efficacy in 
performingg learning tasks. Efficacy means a positive frame of mind on task accomplishment: "The conviction 
thatt one can successfully execute the behavior required" (Bandura, 1977, 193). More than half of the pupils 
doubtt if they 'have got what it takes' to be able to get the diploma in the end. They refer to the self-discipline 
neededd to pay attention in class, to do homework, to visit help hours. They say that they hope that if they try 
harderr they can make it through the final exams, but there is often an undertone of doubt about their intellectual 
abilitiess to these hopes. The fear of failure seems to be interwoven in the dominant perspective in this class. Yet 
theyy seem not to do their utmost to minimize this fear, because they also tend to escape from it. 

Inn literature on the efficacy-performance relation, withdrawal from efforts is described as an outcome of a 
negativee spiral, in which decreased performance and diminished efficacy alternate as cause and effect (Lindsley 
ett al, 1995; Kent & Gibbon, 1987; Oz & Eden, 1994). Lindsley et al ( 1995) describe several factors that lead to 
thee occurrence and continuation of such spirals, as well as counteracting factors. The occurrence of a negative 
efficacy-performancee spiral is related to the quality of feedback on performance (accuracy, timeliness, 
specificity),, task uncertainty/complexity and task experience. A negative spiral is - among other factors - fuelled 
byy feelings of uncontrollability, emotional arousal and expectations and labels of others. 

Al ll  these factors seem to interact in the case of the Andromeda class. In general, the learning task of pupils can 
bee typified as rather uncertain, since there are no standard ways of learning that guarantee successful 
performance.. Since the complexity of the task increases with the progressing complexity of the subject matters 
too be comprehended in the course of the years, task experience - that can curb uncertainty - is low as a 
consequence.. In such circumstances, an effective way of learning is learning from small successes and failures 
(Sitkin,, 1996). In this view, success in the longer run is not primarily based on positive short-term outcomes, but 
itt comes from information gained via the task attempt. Small failures can contribute a great deal to successful 
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performance,, if the feedback given provides insight in the nature of the relation between behavior and 
performancee outcomes. 

Inn the Andromeda school, accuracy, timeliness and specificity of feedback on substandard performance and 
behaviorr is weak. The pupils may have started with the 'small deviance' that almost every pupil tries out: 
Leavingg homework be some times, skipping a help hour, not paying attention in class all the time, maybe snitch 
ann hour now and then. Feedback is weak since there is no system of monitoring pupils' doings that holds water. 
Lettingg truancy go detected and leaving visiting individual help hours to the pupils' responsibility, can work 
amplifyingg on littl e losses of grip on subject matters. These losses could be corrected rather easily with direct 
feedbackk and help if these small failures were disclosed more clearly and timely. Even within the class room the 
teachers'' monitoring of comprehension of subject matters is often incomplete because pupils that have not done 
theirr homework 'gamble' on not being detected, instead of telling the teacher honestly why it is not done. 

Paradoxically,, this can be an unintended consequence of the solution the school has found for helping pupils 
thatt have difficulties in understanding subject matters. Every day there is an 'i-hour', wherein pupils can get 
individuall  help from teachers, if they need it. They are expected to visit the teachers they need help from. Now, 
sincee this form of help -an extra facility compared to other schools- is institutionalized, the responsibility for 
comingg to comprehend subjects is laid on the pupil. The teachers are freed of a classic dilemma between two 
wrongg assessments they can make confronted with pupils that say not having done the homework because they 
weree in a fog. The dilemma is that they run the risk of believing a pupil who is lying or the risk of not believing 
aa pupil that tells the truth. Since the individual help hours exist, the argument of being in the fog is banned out of 
thee classroom. The only explanation left for homework not done is that the pupil did not try properly. This is 
reflectedd in most teachers' characterization of the pupils as 'poorly motivated'. Despite the fact that the teachers 
complainn about the poorly visited help hours, most of them persist in rejecting the argument of lacking 
understandingg for homework not done, since they feel that would undermine their system of help. The 
unintendedd consequence seems to be that most teachers are a bit in a fog as to which pupils are loosing grip and 
why,, til l test results make it all too clear. In case of pupils that need extra explanation, yet skip the i-hour, they 
loosee a great deal of feedback on their own teaching and an important source of timely feedback to pupils, 
especiallyy the pupils that need more correction and help than others. Since feedback and help are an important 
sourcee of bonding between teachers and pupils, social relations between the two groups are affected too. 

Thee /s/wewe-pupils, who value their bond with teachers, have learned that you must be trustworthy not to lose 
it,, which makes them prudent to tell stories about homework that is 'just not done', so strengthening the good 
relationship,, and sharing the responsibility for their performance with teachers. The Andromeda pupils feel the 
loadd of this responsibility mainly on their own shoulders. In withdrawing from school and skipping help hours 
thiss load only gets heavier, not lighter. Thus the gap between the demands of the school as experienced and what 
pupilss feel they can manage is widened, negatively affecting the sense of self-efficacy and control. In a way, 
theyy blame the teachers for this, while the teachers blame them for their 'poor motivation'. So the three factors 
mentionedd that fuel a negative spiral seem all to be there: A low sense of control, negative labels and - as a 
consequencee - emotional arousal. 

Teacher-Pupill  Relations 

Thee fact that most pupils and teachers blame each other for not living up to expectations of benevolent 
partnershipp in their common enterprise, points to a beginning of mutual distrust, that works as a disintegrative 
forcee in social relations, as March and Olsen (1975) argue . They state that intensity of interaction is both a 
consequencee of trust and a facilitating condition for sharing seeing and liking, which furthers trust. They state 
thatt trust in others wil l come about if the others are perceived as bringing about events that are liked, in areas 
thatt are experienced as relevant, and/or as preventing events that are disliked to happen in areas of relevance. 

Iff  people trust others, they seek interactions with them, tend to like what they like and see what they see , 
sharingg definitions of relevance, thus furthering integration amongst them. Distrust works divisive between 
people,, since if others are distrusted, people wil l tend to dislike what they like, tend not to share their notions 
aboutt what is relevant and, to the degree that the structure permits them, avoid interaction with them. In the 
processs of developing trust or distrust, beneficial events will tend to be attributed to the trusted, detrimental 
eventss to those who are distrusted. In the process, trust begets trust, distrust begets distrust. Both are developed 
inn a cyclical process, in which perceptions of others are as much antecedents as consequences of trust or distrust. 
Evenn matters of relevance are not independent of trust, once the process is developing. 

Thee Ismene pupils and teachers show the combination of interaction seeking, sharing notion about relevance 
andd sharing preferences that relations of trust are expected to bring, whereas the Andromeda pupils and teachers 
seemm to be divided by the invisible frontiers of distrust. 
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Schooll  Regime and Exchange Offer 

Negativee efficacy-performance spirals and relations of low trust between pupils and teachers influence and are 
influencedd by the nature of the school's social order, also called 'regime' (Burns & Stalker, 1961). The 
differencess between the two schools is not the good will of the teachers, but the way in which the thoughts and 
actionss of pupils and teachers are coordinated. 

Thee social order of the Ismene school facilitates the development of the three characteristics of a moral 
system,, as described by Durkheim (1956), the 'spirit of self-discipline', 'attachment to social groups' by the 
individuall  and 'self-determination or autonomy'. The 'spirit of self-discipline' among pupils is furthered by a set 
off  clear school conditions for learning, containing rules and norms, and by a monitoring system in which 
disciplinee and care are integrated. 'Attachment to social groups' is fostered by monitoring of social relations 
betweenn pupils, by the equal opportunity system of conflict regulation between pupils and teachers, and by the 
mutuall  trust maintained because teachers and pupils are socialized into dependable role behavior. In literature on 
sociall  cohesion, monitoring (Hechter, 1987), equity and trust (Wilkins & Ouchi, 1983) are acknowledged as 
factorss that sustain group solidarity. According to the pupils, 'self-determination' in acting dependable is 
furtheredd by the monitoring system, "That helps you to do what is good for yourself', and by good relations with 
teacherss that they do not want to jeopardize. The exchange offered to pupils is clear and rich in rewards for 
commitmentt to school. 

Twoo other factors play an important part in the maintenance of the productive social order in this school, the 
(collective)) socialization of teachers and the collective success experienced by teachers in doing their jobs. The 
exchangee offered to teachers is not so different from the exchange offered to pupils: A feeling of efficacy and 
belongingg as reward for complying with a set of clear expectations, that come close to the pupils' criteria for 
goodd teachers. Compliance is furthered by selection and training of new teachers, by constant monitoring of 
performancee and sanctions on performance below expectations. The Headmaster of the school, typified by the 
teacherss as a strong leader, gets the credit for his part in creating the ideology of the school and an internal 
organizationn that sustains it, a combination that brings about a feeling of doing a good job together. # 

Thee regime of the school comes close to a clan, as described by Wilkins and Ouchi (1983). In a clan, 
socializationn of participants into a shared paradigm and into perceptions of congruence between individual goals 
andd organizational goals are main principles of governance besides mutual trust. In a clan, a high amount of 
internall  differentiation - to maintain a fit with different sub-environments - can be effective, since it is 
counterbalancedd by the integrative effects of collective-directed governance. Collective success, as experienced 
byy the adults in the Ismene works as a strong integrative force too. The school is doing well, she has a good 
reputationn and the number of pupils is rising. 

Mostt of these factors are missing in the Andromeda school. This school is in a downward slope of a shrinking 
numberr of pupils and a not-so-good reputation due to high drop-out rates. A lack of collective success and an 
insecuree future for several teachers has lead to feelings of low efficacy among teachers. The Headmaster is 
typifiedd as a 'laissez-faire' leader, who cannot achieve that teachers work together on improvements. Gagliardi 
(1986,, p. 128) argues that in such situations a vicious cycle can be set in motion, that works as a divisive force: 
"Thee obsolescence of the distinctive competence is denied and lack of success is blamed on uncontrollable 
externall  causes or the behavior of certain individuals or groups in the organization. These individuals and groups 
aree attacked and criticized. The organization's energies are employed more and more in the search for excuses 
andd scapegoats, and in the obsessive repetition of types of behavior which once suited the problems at hand, but 
aree no longer adequate for managing them properly. Tensions in the group increase, while self-confidence, 
cohesion,, and efficiency decrease". 

Thee interviews with the Andromeda teachers show several signs of a vicious cycle. Somee teaches want to work 
ass a team toward a better social climate in the school, but they cannot mobilize colleagues that either do not 
agreee with their proposals or that retreat because they know or fear that there will be no future for themselves in 
thee merged school. As a consequence, teachers are more or less on their own, trying to socialize their pupils 
withoutt support of effective collective means, without a feeling of efficacy to back up their choices, feeling that 
it'ss a waste of effort. 

Teacherss that employ unpleasant strategies to govern pupils and teachers that panic into 'new' strategies if 
'old'' ones fail, are important sources of ambiguity and aversions for pupils, directing their choice of strategies as 
well.. Autonomy-directed strategies of pupils diminish the grip of most teachers on pupils and the grip of pupils 
onn subject matters and teachers as well. As trust between both parties shrinks, most teaches loose the moral 
authorityy that is needed to socialize pupils into self-determined commitment to school, a condition that could 
makee their work so much easier and more rewarding. The only means of governance left to most of them are 
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hierarchy,, based on position, rules and control, although the latter is eroded by concealing strategies of pupils. In 
exchangee for submitting to these means, the adults in this school can offer littl e more to pupils than a diploma in 
thee end. 

Thiss means that, contrary to the preferences of both pupils and teachers, the regime of the school comes close 
too a bureaucratic regime, without the benefits of material rewards. Bureaucratic regimes are liable to develop 
viciouss cycles, partly due to a lack of strong counterbalancing forces to divisive tendencies (Crozier, 1964). If a 
viciouss cycle is set in motion, several forms of low commitment of participants can develop, such as ritualism, 
retreatismm (Merton, 1957) and even fatalism (Thompson et al, 1990), all more or less found in this school. The 
futuree merger may bring the momentum the school needs to turn the tables on all that. 

Implication ss for  Policy and Practice 

Althoughh the analysis, presented in this paper, is based on data from only two school classes, some conjectures 
aboutt inferences wil l be made in this paragraph. The data challenge a general idea, that seems to underlie 
educationall  policy formation in the UK, the US, and several other countries, that is that schools with a high 
percentagee of pupils from ethnic minorities will be confronted with rather high rates of deviant pupil behavior, 
suchh as truancy. The findings of this study show that within this population of schools, wide differences can be 
foundd in truant rates, in commitment of pupils to school, in success experienced by teachers and pupils. 

Anotherr idea that is challenged is that truants and non-truants are quite different types of pupils. Hardly any 
differencess within both school classes have been found between truants and non-truants. The striking similarities 
betweenn both classes in what pupils are uncertain about, in what they see as relevant, and in what they expect, 
suggest,, furthermore, that differences in truant behavior are more a result of socially constructed careers than of 
differencess in characteristics of pupils. 

Inn the social construction of these careers, characteristics of the social order of the school seem to play an 
importantt part, especially the integration of monitoring and care, and the degree of community spirit. The data 
suggestt that policies, as developed in several local areas in the UK and the US, directed at minimizing truancy 
byy punishment only, wil l in the long term prove to be counterproductive. By sanctioning pupils without caring 
forr them and helping them, distrust can easily be fuelled, which can lame the school's capacity to persuade them 
intoo commitment to the school and it's social order. Integration of discipline and care seems a far better goal for 
policyy formation. 

Ann ample degree of communality seems another success factor in keeping pupils dedicated to work their way 
too their futures through school. Based on this study, it can be conjectured that a team of teachers can make a big 
differencee to how pupils' careers develop. Investing in this human potential seems an economically rational 
directionn for policy formation. Yet, this wisdom, that is common in schools, seems not seldom to get lost on it's 
wayy to those that decide about educational politics. 

AA comparison of both schools suggests that leadership, building a team of teachers, and a shared mission, 
clearlyy specifying what education will be offered to pupils are essential conditions for building a community of 
teacherss and pupils, as in the Ismene school. These ingredients seem also essential for redressing the vicious 
cyclee the Andromeda school is in. A second step is to design a system of monitoring pupils, in which care is 
integrated.. To make such a system work unambiguously, clear expectations of teachers must be formulated, and 
theirr compliance ensured by, again, a combination of monitoring and care. This collective socialization of 
teacherss enables the collective socialization of pupils into the demands of their role, since each teacher will 
stresss the same things as relevant in interaction with them. 

Trustt between teachers and pupils can be build on sharing notions about demands and norms, on clear 
expectationss and dependable role behavior of teachers and pupils, and on collective success experienced. By 
wayy of an equal opportunity system of conflict resolution, experiences of inequity, on which distrust can grow, 
cann be minimized. 
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ONN COSTLY FRICTIONS BETWEEN 
ORGANIZATIONA LL CULTURES 
ANDD STRUCTURE 

Katink aa Bijlsma-Frankem a 

INTRODUCTION N 

Inn the social sciences there is a long traditio n of studying organizational 
behaviorr  and the functioning of organizations from a "cultura l perspective," 
rootedd in the work of authors like James (1950); Mead (1934); Weber  (1947); 
Thomass (1966), and Selznick (1949) (for  an overview, see Weick 1995, pp. 65-
69;;  Denison &  Mishra, 1995). 

Inn the past two decades the term "organizational culture"  has been 
introduced,, among others, by Pettigrew (1979) and academic attention for  the 
subjectt  has substantially grown, partiall y inspired by this traditio n and strongly 
furtheredd by the focus on "corporat e culture"  in more management-oriented 
literature ,, which emphasizes the linkage between organizational culture and 
effectivenesss (Ouchi, 1981; Deal &  Kennedy, 1982; Peters &  Waterman, 1982; 
Kanter,, 1983; Kilmann, Saxton, &  Serpa, 1985; Schein, 1985; Denison, 1990). 
Thee growing attention given to culture among academics as well as among 
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practionerss strengthened the idea that studying organizations from a cultural 
perspectivee could be very promising in explaining organizational 
performance. . 

Inn some academic circles this shared interest fostered the idea that by 
combiningg the resources from the two fields the fulfillment of this promise, 
andd other ones, could be enhanced. As Kilmann, Saxton, and Serpa state: 
"Att present, both academics and practioners are intensely interested in the 
topicc of corporate culture. This rare shared interest brings together two 
communitiess that frequently seem so divided: the world of ideas and the world 
off  action. If we can bridge the communication gap with discussions on 
corporatee culture, we may be able to do so on other important management 
topicss as well" (1985, p. xii). 

Today,, however, a large part of the promise of bringing together the daily 
knowledgee of practioners of the impact of cultures in organizations and the 
skillss of researchers to develop theories, concepts, and operational measures 
too put this knowledge to a scientific test is still unfulfilled. 

Inn an overview of the literature on organizational culture and effectiveness, 
Denisonn and Mishra (1995) signal a lack of explicit theories in this field and 
onlyy a handful of empirical studies (Kanter, 1983; Gordon, 1985; Kravetz, 1988; 
Hansenn & Wernerfelt, 1989; Denison, 1990; Calori & Sarnin, 1991; Kotter & 
Heskett,, 1992). 

AA Matter of Common Observation 

Mostt of these studies focus on the relationship between organizational 
performancee and cultural patterns measured at the organizational level. The 
aimm of this chapter is to contribute to another line of research by working on 
anotherr combination of resources from both communities. On the one hand, 
theree are observations in both communities directed at the problems that 
programss of change can bring about in organizations, in particular of 
productivityy losses which may be the result of a disharmony between the 
structuree of an organization and its culture(s). 

Organizationss nowadays face the need of changing their structure frequently 
too keep up with a complex, competitive environment. It is widely noticed that 
inn change processes culture and structure must be changed together in a 
coherentt way (Golembiewski, 1995), since otherwise a change program may 
createe more problems than it will solve (Kilmann, Saxton, & Serpa, 1985). 
Accordingg to prevailing estimates over half of the attempts to implement 
changess in organizations, including mergers and acquisitions, fail due to 
"culturall  factors." This all points in the same direction: in situations of change, 
ignoringg the relationship between structure and culture would mean giving up 
aa powerful source of explanation of the organization's performance. 

28 8 



OnOn Co$il\ Frictions Between Organizational Cultures and Structure 125 

Allair ee and Firsirot u call it a matter  of common observation that disharmony 
betweenn structure and culture enhances the chance of productivit y losses: 
"Wheneverr  market, competitive or  technological changes exert pressures on 
aa business firm , it will rather  quickly attempt to adapt to them by changes 
inn its formal system of goals, strategies and structures; however, these are often 
unsuccessful,, as the organization's culture (e.g., its values, meaning-structures, 
myths)) may not be congruent with the revised 'sociostructuraT system, causing 
severee dysfunctions and compounded difficultie s in coping with changing 
circumstances.. The outcome of such stress between the two systems may be 
moree or  less severe, ranging from temporary loss of efficiency to chronic 
stagnationn and decay, organizational death or  'cultura l revolution w (Allair e 
&&  Firsirotu , 1984, pp. 211-215). 

Apartt  from a few exceptions (Kanter, 1983; Pettigrew, 1985) these matters 
havee not been adressedd by empirical researchers with the attention they deserve. 
Too put them to proper  testing, a research project was initiated in 1990 based 
onn the following general hypothesis: if the structure of an organization and 
itss cultures become unbalanced, organizational members will experience 
friction ss between the two systems, resulting in a growing risk of unproductive 
behaviorr  and a suboptimal productivit y level. 

Att  the academic side the research plan is strongly rooted in the long traditio n 
off  studying organizational behavior  and the functioning of organizations from 
whatt  we now call "a cultural perspective."  This traditio n offers an 
understandingg of what is going on in organizations and why members behave 
thee way they do in conformist or  deviant ways. 

Thesee insights are partly a result of the paradigm underlying most of the studies 
inn this tradition , guiding the choice of the research methodology and determining 
thee level of analysis employed. The adage of this traditio n seems to be: keep as 
closee to people as you can, try to elicit their  process of daily sense-making and 
acting,, if you really want to understand what is going on and why. 

Takingg together  these resources from both communities, the basic ideas of 
thee proposed line of research can be formulated. First, the performance of 
organizationss depends on the more or  less productive behavior  of 
organizationall  members and groups. Second, by explaining this organizational 
behaviorr  as a coproduct of the organization's structure and cultures, a better 
andd more dynamic understanding of their  functioning can be arrived at than 
byy relying only on culture for  this understanding. 

Thee conceptual framework developed and tested in the research project is 
presentedd in this chapter. In the first part the research design will be described 
alongg with some remarks on the theoretical and methodological views 
underlyingg it. In the second part the concepts in the framework and their 
operationall  measurement will be worked out. In the thir d part some findings 
willl  be given and a case will be described to illustrat e the analytical possibilities 
off  the conceptual framework. 
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Somee Preliminary Requirements 

Att the outset of the project several requirements were formulated that had 
too be met in the conceptual framework. First, the framework had to be fit 
too measure and analyse the relationships between structure, culture, and 
behaviorr at the level of direct manifestation, the work-group level and the 
intergroupp level, without excluding the level of the organization and its 
environmentt from the analysis. This requirement has led to the choice of a 
multilevell  qualitative case-study method. This method brings an additional 
advantagee in the handling of the concept of culture: no assumptions have to 
bee made in advance on how widely elements of culture are shared by 
organizationall  members, no choices are made beforehand between the 
"integration,""  "differentiation," or "fragmentation" perspectives, as Martin and 
Meyersonn denominate them (Frost, Moore, Reis Louis, Lundberg, & Martin, 
1991).. In each case study empirical evidence will show what elements of the 
culturee are shared by all members, differentiated in subgroups, or fragmented 
too the individual level. 

Thee second requirement is that in the choice of the concepts of culture and 
structuree the way in which they guide daily behavior will become clear and 
thatt this can be asessed by empirical research. 

Thee third requirement concerns the concept of structure. On the one hand, 
thee concept chosen must be open for interpretation in terms of organizational 
regimes,, such as Burns and Stalker's (1961) mechanistic—organic systems, 
Wilkinss and Ouchi's (1983) bureaucracy—clan, or Etzioni's (1961) and 
Gouldner'ss (1954) different types of bureaucracies. In the tradition of these 
studiess rich insights have been gathered about typical forms of unproductive 
behaviorr a regime tends to produce. 

Onn the other hand, the concept must allow for division into elements small 
enoughh to describe partial changes in the structure in a meaningful way and 
too study their consequences. 

Thee last requirement is that in the framework a dimension of time can be 
builtt in, to allow for a dynamical analysis. Sources of frictions can be found 
inn the development of the change process and in the way organizational 
memberss make sense of this process, linking the present to the experienced 
pastt and the expected future. 

RESEARCHH PROJECT 

Thee aim of the research project is to conduct comparative case-study research 
inn organizations in which in the last few years a major change in structure has 
takenn place due to a changing policy, merger, or acquisition. 
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Ass a qualitative method, case-study research is aiming at an understanding 
off  why people behave the way they do, to grasp the way they make sense of 
theirr  work situation and their  relations to others. Besides, the method allows 
forr  a multilevel analysis within a holistic approach. 

Threee levels of measurement and analysis were chosen, inspired by Schein's 
(1989)) two functions of culture, external adaptation and internal integration: 

1.. The work group in its daily work situation, directed at an 
understandingg of how groups handle the problems experienced in 
relationn to their  environment. 

2.. The relations between subgroups in the organization, to get a picture 
off  the internal integration and differentiation , the problems experienced 
byy subgroups in these relations and how they are dealt with. 

3.. The organization in relation to its environment, directed at an overview 
off  how united or  divided people throughout the organization think 
aboutt  this relationship, the problems of this relationship and how they 
aree handled by management. 

Inn each case -study a cross-section of organizational members is interviewed, 
includingg all members of the top-management team, the others selected with 
aa stratified random sample, securing at least 10 percent, mostly about 20 
percent,, of the population. 

Too suit the aim of cross-case comparison, the open interview as proposed 
inn the ethnographic traditio n (Yin, 1990) has been replaced by a structure of 
topics,, derived from the conceptual framework that guides the interview, each 
topicc questioned in a nondirective way. 

Thee interviews are fully transcribed and analyzed with a qualitative data 
matrix .. Such a matrix aligns individuals according to subgroups in the rows 
andd topics in the columns. The cells contain abbreviated statements made by 
individual ss on the subjects. 

Thee qualitative data matrix is an important tool in getting an overview of 
thee data, in testing hypotheses about relations between data, and in the 
validationn of the conclusions drawn (Bijlsma-Frankema &  Droogleever 
Fortuijn ,, 1996). 

AA second adaptation of the qualitative case-study design was made to balance 
thee needs of quality of in-depth information and that of completeness. Qualitative 
researchh is time-intensive in gathering and analyzing, only a sample of the 
organization'ss members can be interviewed. Since even a carefully drawn stratified 
randomm sample brings a hazard to representativeness, a questionnaire is 
administeredd to all organizational members after  the interviews have taken place. 

Apartt  from the questions of the Hofstede value survey, the items in the 
questionnairee are based on subjects surfacing in the interviews. In this way, 
triangulatio nn between the qualitative and quantitative data becomes possible, 
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offeringg different opportunities for validation of findings and explanations, in 
casee of mutual support, and further search for explanations in case of 
contradictionss between the two data sets. 

Triangulationn is increasingly advocated by authors on qualitative research 
methodology.. As Ott (1989) states: triangulation increases the richness and the 
reliabilityy of qualitative organizational research (p. 104). 

Sincee the initiation of the project 30 case studies of organizations have been 
conducted,, each described and analyzed in its own right. The case studies are 
evenlyy divided over the private and the (semi-)public sector. Nearly all 
organizationss suffered from productivity decrease, while—according to 
management—noo sensible explanations of this lower level of productivity could 
bee found in structure analysis. 

Thee database by now contains over 1,100 transcribed interviews and over 
5,0000 questionnaires on which several cross-case comparative studies have 
beenn conducted. 

CONCEPTUALL MODEL 

Aversionss as Indication of Frictions 

Inn formulating the conceptual model the guiding thought is that culture-
structuree frictions work at the expense of productivity. The basic idea is that 
cultures,, as more or less shared frames of meaning guiding actions, can breed 
behaviorr deviating from the expectations arising from the structure of an 
organization,, due to aversions toward the structure felt by people, aversions 
indicatingg culture-structure frictions. 

Deviantt behavior can take different forms. The focus of the project is on 
formss that can be defined as unproductive, that is behavior that—from the 
organization'ss point of view—contributes less to the productivity of the whole 
thann the expected behavior would do. 

Thiss definition points to behavior like shirking work, free-riding, high 
mistakee rates, absenteeism, behavior connected to goal-displacement, 
ritualism,, retreatism (Merton, 1957), or fatalism (Douglas & Wildavski, 
1982).. Also included is behavior arising from the formation of 
antiorganizationn groups (Reed, 1988; Walton & Hackman, 1986), low-trust 
relationss between groups or enduring conflicts, like uncooperative behavior, 
mutuall  obstruction of strivings between groups, or disempowerment of 
managementt (Crozier, 1964). 

Inn these circumstances it is to be expected that the mutual gearing of activities 
byy the structure is disturbed, and energy must be spend on coping with these 
problems,, resulting in a suboptimal productivity level. 
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AA Three-level Model 

Threee main friction-bound sources of productivit y decrease can be identified, 
correspondingg to the three levels of analysis chosen. 

1.. At the level of individuals working together, culture-bound aversions 
towardd the structure can lead to deviant behavior, as a bottom-up force 
workin gg against the structure set in a top-down way. 

2.. At the level of internal integration of different subgroups, strong 
differentiation ss in culture, not balanced by effective integration mechanisms, 
cann lead to lower  productivit y levels, as Lawrence and Lorsch (1967) have 
shown.. In these circumstances the structure is too weak to keep the subcultures 
sufficientlyy integrated and cooperation-oriented. Friction s emerge in 
subgroupss as shared aversions toward the structure and toward cultural 
solutionss of other  groups that do not fit  in with their  own. 

3.. At the level of the organization and its environment the external adaptation 
functionn of culture (Schein, 1989) can fail, due to changes in the relation. External 
forcess falsify the structure and the culture of the organization, so to speak. The 
structuree and the culture of the organization both have to change for  the 
organizationn to survive (Schein, 1989; Gagliardi, 1986). In this situation, referred 
too by Allair e and Firsirotu , friction s often occur, but their  impact can be reduced 
byy proper  management. In situations in which the changes in structure and culture 
aree carried out timely and adequately managed, culture-structur e friction s can 
bee of a temporary nature, due to the slower  pace of cultural adaptations. 

Iff  not adequately managed the organization can end up in a vicious cycle 
ass Gagliardi notes: "Th e obsolescence of the organization's distinctive 
competencee is denied and lack of success is blamed on uncontrollable external 
causess or  the behavior  of certain individuals or  groups in the organization. 
Thesee individuals and groups are attacked and criticized. The organization's 
energiess are employed more and more in the search for  excuses and scapegoats, 
andd in the obsessive repetition of types of behavior  that once suited the 
problemss at hand, but are no longer  adequate for  managing them properly. 
Tensionss in the group increase, while self-confidence, cohesion, and efficiency 
decrease""  (Gagliardi, 1986, p. 128). 

Clearly,, the three levels are interrelated, with the internal integration caught 
inn the middle of bottom-up and external forces. If a process of disintegration 
betweenn subgroups is set in motion, it can turn into a self-enhancing cycle (Reed, 
1988;;  Gagliardi, 1986; March &  Olsen, 1975), affecting the productivit y of work 
groupss and the whole organization in a negative way. 

CULTUREE AS A PHENOMENON 

Inn choosing a concept and operational measurement of culture two 
requirementss have prevailed: the behavior-guiding quality of culture must be 
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revealedd by the concept, and the concept must allow for establishing a 
meaningfull  relationship between culture and structure. The first requirement 
iss about culture as a phenomenon: What is to be understood by culture and 
itss relation to behavior? 

Too begin with, since culture is not understood as a phenomenon that is 
homogeneouss throughout an organization, it is better to speak of cultures, leaving 
thee assesment of how widely elements of culture are shared to empirical research. 

Culturess in organizations are about the way members make sense of their 
experiencess in the organization, the way they define and interpret the situations 
theyy are in, in order to be able to act in a meaningful way. In Sackmann's 
words,, an ideational, cognitive view on organizational culture is chosen 
(Sackmann,, 1991). Stated in more general terms, this view is in accord with 
thee symbolic interactionist viewpoint in sociology and social psychology, 
developedd from the work of Weber (1947), Thomas (1966), Mead (1934), and 
Cooleyy (1932), by writers like Blumer( 1969), Becker and Geer (1961), Goffman 
(1961).. Woods (1983), Hammersley (1990), and Weick (1995). The link to 
symbolicc interactionism opens the way to concepts that offer substantial power 
inn explaining daily behavior of people based on a strong tradition of empirical 
research.. A key notion is that action is social, as Weber (1947) puts it, by virtue 
off  the subjective meaning attached to it by the acting individuals. 

Culturee is a collective phenomenon. The individual frame of reference can 
bee the unit of measurement, it is the shared frame of reference that is studied, 
whetherr the sharing is limited to a small group or organization wide. 

Culturee is, furthermore, valuative in nature. In defining and interpreting, 
"liking""  always comes in. Seeing is liking or disliking (Sapienza, 1985; March 
&.&.  Olsen, 1975). Culture is about solving the problems of human coexistence 
aa collectivity faces. In the definition of Schein: "a pattern of basic 
assumptions—invented,, discovered, or developed by a given group as it learns 
too cope with its problems of external adaptation and internal integration— 
thatt has worked well enough to be considered valid and, therefore, to be taught 
too new members as the correct way to perceive, think, and feel in relation to 
thosee problems" (Schein, 1989, p. 9). 

Schein'ss concept of organizational culture hinges heavily on the taken-for-
grantedd solutions, the basic assumptions sunk into the preconscious part of 
thee collective mind. However meaningful this idea may be, it poses serious 
problemss for the measurement of culture. 

LINKINGG CONCEPTS OF STRUCTURE AND CULTURE 

Thee main problem in the developement of the framework was to relate the 
conceptss of culture and structure theoretically and empirically so that a 
meaningfull  concept of frictions could be arrived at. Since both concepts are 
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workedd on in different tradition s of organizational research, it was not an easy 
taskk to solve this problem. Eventually, two solutions were found. 

Symboli cc  Interactionis t Theory 

Thee first  solution comes from symbolic interactionist theory, "th e unofficial 
theoryy of sense making"  (Weick, 1995, p. 41), bringing in the concepts of 
"perspectivee on the situation"  and "strategy,"  widely used and validated in 
severall  areas of sociology like, for  instance, education (Hammersly, 1990). 

Thee concept of perspective, first  used by Becker  in a study of medical students 
(Beckerr  &  Geer, 1961) is a sensitizing concept, linkin g culture, structure, and 
behavior.. It is defined as: the way people define and interpret the situation in 
whichh they find themselves, which governs the way they behave in such a situation. 

Inn a perspective on a situation at least three elements can be distinguished: 

11 The concepts used to define and interpret the situation. This cognitive 
mapp side of the perspective shows the relevance, what people see, in their 
boundedd rationality , together  with assumptions about the interrelations 
off  relevant elements of the situation. 

2.. Preferences and non-preferences attached to relevance. Seeing is likin g 
orr  disliking (March &  Olsen, 1975; Sapienza, 1985). 

3.. What to do—elements, notions about strategies which can be used in 
particularr  situations and estimates of their  fruitfulness. 

Thee concept of strategy refers to "specific and repeatable acts, chosen and 
maintainedd to serve larger  and long-term, rather  than smaller, short-term 
objectives""  (Woods, 1980, p. 18). 

Perspectives,, derived from broader  cultures, are linked to action through 
strategies.. As Woods puts it: "Thi s is where individual intention and external 
constraintss meet. Strategies are ways of achieving goals. They are not isolated 
acts,, but packages of acts interrelated by intention and structure. The intention 
iss the individual' s resolution of the problems thrown up by the structure in 
thee achievement of his goals"  (Woods, 1980, p. 26, 1983, p. 9). 

Perspectivess and strategies are social in nature. They become shaped in 
ongoingg interactions with others, producing common understandings and joint 
actions.. According to Lacey this is a dialectical process: "A s a group of 
individual ss develop or  acquire a sense of common purpose, so the sets of 
strategiess adopted by them acquires a common element. It is this commom 
elementt  that enables a common perspective to emerge. As the perspective 
develops,, and if over  a long period of time, the situations that continually face 
thee group have a common element, then the understandings broaden and 
developp to produce a sub-culture"  (1977, p. 70). 
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Thee perspective on the situation that organizational members develop is the 
outcomee of a confrontation between the deeper-seated elements of culture on 
thee one hand and the characteristics of the organizational situation on the other. 
Inn the perspective preferences for a certain structure and the structure-as-
experiencedd are tested against each other, aversions come to the fore, but 
pragmaticc adaptations are established as well. 

Forr example, someone who for ideological reasons rejects exercise of power 
byy people over other people, can nevertheless develop a preference for 
consultativee leadership because he or she realizes that power relationships are 
impliedd in organizations, and he or she experiences the benefits of a very good 
relationn with a consultative manager. 

So.. when "the situation" is taken as an indication of structure, in symbolic 
interactionistt theory human behavior is seen as a coproduct of constraining 
(andd enabling) traits of the structure, and of culture-guided processes of sense-
making,, defining and interpreting the situation, cristallizing in more or less 
sharedd perspectives. 

Inn alignment with the three-level model of analysis, the perspective is divided 
intoo four sub-perspectives: 

II  perspective on work, work group, and work situation; 
2.. perspective on the relations between groups in the organization; 
3.. perspective on the organization in relation to its environment; 
4.. perspective on the past, the present, changes in the past few years, and 

expectationss for the future. 

Hofstede'ss Theory 

Hofstedee (1980) offers another way of linking the concepts of culture and 
structuree theoretically, elaborating on the idea that the structure of an 
organizationn can be seen as a reflection or realization of underlying values, 
ass "congealed culture" in terms of Bourdieu (1980). He designed a very 
parsimonious,, theoretically and empirically validated operational measure of 
nationall  culture in four value dimensions: 

Power-distancee tolerance (PD1), uncertainty avoidance (UAI), individual-
ismm versus collectivism (IDV), and masculinity versus femininity (MAS). 
Values,, defined as "preferences for one state of affairs over another" (Hofstede, 
1980.. p. 18), already refer to the situation in which people are the structure 
off  the organization in which they work. The link between culture and structure 
iss explicitly mentioned by explaining combinations of high and low PDI and 
UAII  scores as preferences for particular organizational structures. For 
instance,, a relatively low score on PDI and a relatively high score on UAI 
meanss a preference for a workflow bureaucracy, a high PDI and a low UAI 
aa preference for a personal bureaucracy (Hofstede, 1980, p. 216). 
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Hofstede'ss instrument offers two ways of measuring frictions. Since each 
questionn is about structure preferences, paired questions can be asked about 
thee experienced structure. Hofstede was the first to ask such paired questions 
aboutt  preferred and experienced management style. By completing this strategy 
aa cross-tabulation shows for  each structure item the strength and frequency 
off  the friction s experienced. 

Subgroupss throughout the organization can be compared on these frictio n 
patternss and simple indexes can be constructed for  positive and negative 
friction ss separately, like IS (strength x frequency)]/,!. 

Besidess this independent measurement of frictions, the scores on the values 
PDI,, UAI , and 1DV can provide additional information on friction s in 
combinationn with the interview material. The scores on PDI  and UAI  per 
subgroup,, indicating a preferred type of bureaucratic regime, can be compared 
withh the type of regime experienced by organizational members offering a way 
off  understanding aversions to the present regime from a different stand. 

Inn the same way, the score on IDV adds to an understanding of possible 
aversionss in subgroups to the degree of collectivity in the organization. 
Comparingg the value scores of different subgroups enhances the understanding 
off  internal relations as well; if subgroups have very different scores, it is to 
bee expected that they will disagree on the solutions for  the problems they face 
together,, even feel aversive toward the solutions of other  groups. 

Thee scores can also play a role in understanding why certain changes in the 
structuree lead to aversions, by comparing the scores with the experienced past 
andd the present situation. The scores may reflect the abandoned structure. 

Theree is, however, a problem in integrating Hofstede's work in the 
conceptuall  framework developed so far, concerning the homogeneity-of-
culturee assumption underlying his work, reflected in the level of analysis 
chosen.. Hofstede very explicitly states that his instrument is to be used to 
measuree national cultures, not organizational (sub)cultures. Despite this 
warning,, his instrument is widely used to measure culture in organizations, 
showingg wide ranges of scores on the four  value dimensions within and between 
organizationss in a nation. The scores provide a valuable source of information 
regardingg differentiation in preferences between subgroups. These can be used 
inn the explanation of the functioning of organizations, as was for  instance 
shownn in the presentations at the international workshop "Intercultura l 
Cooperationn in Europe"  (1993). In this workshop, organized in honor  of Geert 
Hofstedee at the occasion of his retirement, academic scholars from over  the 
worldd working with Hofstede's theory discussed their  work (Bijlsma-Frankema 
&&  Wiezer, 1993). 

Itt  is best to take a pragmatic stand in this matter, treating Hofstede's work 
ass a theory-in-use that can prove its worth in studying subgroups and 
organizationss as well. 
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CONCEPTT OF STRUCTURE 

Inn the concept of structure the requirements of alignment with symbolic 
interactionistt theory and with the three-level model chosen have to be 
reconciledd with the requirement of operational measurement, precise enough 
too measure culture-structure frictions. 

Symbolicc interactionist theory is known for its weakness in dealing with 
structuree (Blackledge & Hunt, 1985; Alexander, 1987; Smelser, 1988). The 
conceptt of "situation" is far too undefined to be used in specification-through-
measurementt of the frictions at work in an organization. For clarification of 
thee concept of structure, Merton's ideas were taken up. 

Mertonn Revisited 

Mertonn formulated a theory of the middle range, in which the behavior of 
individualss is explained by the relations between the cultural system of a society 
fromm which they derive their "goals for life" and the opportunities the social 
structuree offers and the limitations it imposes in realizing these goals by 
legitimatee means (Merton, 1957). 

Mertonn describes the cultural system as: values and goals people find worth 
strivingg after. Hofstede's concept of culture is consistent with this definition. 

Merton'ss definition of social structure is theoretically in accordance with 
symbolicc interactionism: a social structure is a network of social relations 
betweenn individuals. This network regulates the power of individuals to realize 
culturallyy valued goals in legitimate ways. 

Thee definition includes some elementary notions (Merton, 1957, pp. 131-161): 

1.. The social structure of a society defines the legitimate channels through 
whichh culturally valued goals can be realized, in other words: the social 
structuree incorporates expectations with regard to "just" behavior of 
individuals. . 

2.. A social structure has the character of an "opportunity-structure," it offers 
opportunities,, but it also imposes limitations on the striving after culturally 
valuedd goals. 

3.. In the social structure there are higher and lower, better and worse 
positions. . 

Behavior—conformistt or deviant—can be explained as a reaction to the 
limitationss and the opportunities of a social structure with regard to the 
realizationn of cultural values. The deviant behavioral reactions distinguished by 
Merton—innovation,, ritualism, retreat, and rebellion—will mainly manifest 
themselvess among people occupying the lower positions in the social structure. 
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Inn a research on truants, directed at grasping the truancy-related aspects of 
thee school, Merton' s ideas were worked on. The concept of structure was 
analyticallyy split up in several "condition s for  learning,"  each with an if ..., 
then...characterr  (Bijlsma-Frankema &  Wilders, 1985; Bijlsma-Frankema & 
Dankmeyer,, 1986; Bijlsma-Frankema, 1994a, 1994b). Taken together, the 
conditionss can be seen as an exchange a school offers pupils, the demands and 
limitation ss at the if-side, the possibilities and rewards at the then-side. 

Structuree in Organizations 

Thee structure of any organization can be understood as a network of social 
relations,, producing a set of conditions with an if... then character. However, 
whereass schools are quite simple organizations in which conditions for  learning 
cann stilt be classified easily into a few categories, this is different for  complex 
organizations.. How can a meaningful classification of conditions be arrived at? 
Manyy organizational sociologists in the Aston-studies traditio n searched for  simple 
dimensionss of organizational structure by which differences in the functioning of 
organizationss could be explained. The pessimistic mood of the evaluations of these 
attemptss due to the limited consistency in their  outcomes (Lammers, 1989) do 
nott  work encouragingly. It may turn out to be the umpteenth ill-fated attempt. 

AA CONDITION-SET APPROACH TO STRUCTURE 

Thee generally accepted idea that organizational structure can be viewed as a 
reflectionn of culture inspired the decision to follow up the advantage of the 
analyticall  possibilities, implied in the confrontation of living and congealed 
cultures,, by classifying the conditions in analogy with Hofstede's four  value 
dimensions.. If the preferences of individuals for  one state of affairs over  another 
cann be traced back to four  basic themes of life, then no reason can be thought 
off  why the situations in which they find themselves in organizations should be 
analyzedd into more or  otherr  basic themes. At first four  subsets of structure were 
designedd in this way, which later  on have been refined into six sets for  the purpose 
off  distinguishing organizational regimes: (I ) conditions related to power  and 
statuss distributio n (PDI); (2) conditions related to planning (UAI) ; (3) conditions 
relatedd to control (UAI) ; (4) conditions related to regulation (UAI) ; (5) 
conditionss related to horizontal coordination within and between groups(IDV 
MAS);;  (6) conditions related to reward and punishment (IDV'MAS) . 

Thee concept of condition-set is meso-level in nature, permittin g supra-actor 
descriptionn and analysis without losing its real-life behavior-guiding character. 
Eachh condition-set is a result of negotiations between groups in the 
organization,, containing formal as well as informal rules, customs, and 
regulations.. Conditions can be changed by management under  pressure of 
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externall  forces, and by members as well, defining, interpreting, and acting on 
them,, within or between groups. 

Thiss concept of structure lends itself for operational measurement and for 
thee measurement of frictions mainly on the work-group level and on the level 
off  internal relations. On the work-group level it offers topics for the interviews 
thatt are easily recognized by organizational members. Their perspectives on 
thee structure as experienced come out full and rich, and aversions toward 
subsetss of conditions are clearly stated. The division in subsets allows for 
bringingg in separate scores on the Hofstede values for clarification of aversions 
felt.. Most of the time one or two subsets come out as the sour ones, where 
aversionss have piled up, offering a picture of the organization's troubles in an 
earlyy stage of the analysis. 

Att the level of relations between subgroups in the organization, a vivid 
picturee can be drawn of groups sharing their perspectives on the structure, 
differentiating,, or even fostering almost opposite definitions and 
interpretationss of the structure that is supposed to bind them, as can be the 
casee between management and groups on the shop floor. This picture is based 
onn the interview material and the standardized items in the questionnaire 
derivedd from topics surfacing as relevant. 

Furthermore,, the condition-set approach to structure can be used to 
understandd the unproductive behavior found as connected to the organization's 
regimee as experienced. Based on the literature on mechanistic-organic regimes 
andd their characteristics, a checklist has been made of differentiations in the 
sixx condition-sets between these two ideal-type regimes (Bijlsma-Frankema, 
1995).. The checklist is given in Appendix B. 

Thee structure as experienced—by a subgroup or all groups taken together-
cann be characterized as a combination of elements from one or both regimes. 
Inn case of rather coherent pictures resembling one regime, the insights in the 
literaturee on regimes and the unproductive behavior they tend to produce 
(Gouldner.. 1954: Burns & Stalker. 1961; Etzioni, 1961; Crozier, 1964; Wilkins 
&&  Ouchi. 1983; Walton & Hackman, 1986; Reed, 1988) can add to an 
understandingg of the unproductive behavior found. 

OPERATIONALL DESIGN OF RESEARCH PROJECT 

Inn the interviews, four sub-perspectives are measured, covering the three levels 
off  analvsis, and a sub-perspective covering the time dimension. The list of topics 
lorr the interviews is summarized in Appendix A. 

Thee organization-wide questionnaire contains the 13 questions to measure 
thee four Hofstede values, and mostly 25-30 items derived from topics that show 
too be experienced as relevant in the interviews. These questions, not showing 
muchh variance between the cases, are mostly about clarity of management 
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strategies,, top-down and bottom-up information and communication, trust in 
management,, and problems experienced throughout the organizations. The 
responsee percentage on the questionnaires ranges, in most cases, from 75 to 
955 percent. 

Thesee data are first  ordered per  subgroup according to the subgroups as 
definedd by organizational members in the interviews, a topic on which they 
seldomm disagree. 

Perr  subgroup, the data set consists of: 

1.. The transcribed interviews with 10 to 20 percent of the members. 
2.. Relevant topics backed up by the answering patterns on questionnaire topics. 
3.. The scores on PDI, U AI , IDV , and MA S of the subgroup. 
4.. Friction scores derived from paired questions on structure items as 

preferredd and as experienced. 

Thesee data are differentiall y used in the three levels of analysis chosen. The 
firstt  level to be explored is the level of the work group in relation to its 
organizationall  environment. Per  work group, or  subgroup, the texts of the 
interviewss are compared to elicit the sense-making that is shared: what are the 
sharedd elements in the perspectives, the relevant issues in the experienced and 
preferredd structure, the shared aversions, and the behavioral solutions 
employed?? What relations are seen between the problems experienced on the 
differentt  levels of thinkin g about the organization, which references are made 
too the recent changes in structure as a cause for  aversions experienced? 

Withi nn the general picture arrived at, a more precise analysis of the triangular 
relationn between structure, culture, and behavior  is carried out, concentrating 
onn the interview material of the sub-perspective on work and the work 
situation.. On each condition-set the exchange-balance is made visible by 
separatelyy noting conditions that are positively evaluated and conditions 
towardd which aversions are felt. As a last point, the behavioral solutions chosen 
too deal with these aversions are noted and qualified as more or  less productive 
fromm the organization's point of view. 

Too this overview of frictions, the quantitative data on frictions, from the 
questionnairee and from the paired questions are added. Then the analysis of 
friction-strategiess relations is carried out per  condition-set to arriv e at an overall 
picturee per  subgroup of friction s experienced and strategies employed. 

Perr  condition-set the separate scores on the Hofstede values help to 
understandd the cultural significance of the aversions toward the structure. At 
thee structure-side of the friction s the recent change can be analyzed by 
comparingg the perspective on past conditions to the present ones, in terms of 
losss or  gain of conditions experienced as favorable. In condition-sets in which 
significantt  changes have taken place, the Hofstede scores can also give an 
indicationn of the adaptation of the preferences to the changed structure. 
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Att the level of internal relations these data per subgroup are used to analyze 
internall  relations and the problems that are experienced in these relations. First, 
aa picture of similarities and differences in perspectives and value scores is given, 
takingg differences as possible sources of problems. Then, the perspectives on 
internall  relations are analyzed: which aversions are felt toward other groups 
andd toward the structure as a coordinating device? How do groups strategically 
deall  with these aversions? How productive are these strategies in solving the 
problemss experienced? Each pair of subgroups is analyzed to understand their 
relations,, comparing their cultures. A comparison between the pairs adds to 
ann understanding of the outcomes. If, for instance, the relations between 
subgroupss A and B are aversive, while subgroups A and C show a much more 
cooperativee relationship, the similarities and differences in the cultures of the 
threee groups can give a clue as to what differences give rise to divisive processes. 

Att the level of the organization and its environment the analysis is focused 
onn the way subgroups see the environment and recent changes in it. How do 
theyy experience the change, the main problems it poses to the organization 
andd the way these problems are dealt with by management in changing the 
structure.. From this analysis, a different explanation of internal relations can 
bee derived. Disagreement between subgroups about the central problems in 
thee relation with the environment, or disagreement on the problem-solving 
qualityy of the new structure can be related to a desintegration process in the 
internall  relations. Such a process can take the dynamic of a vicious cycle, as 
pointedd out by Gagliardi (1986). 

Givenn the relevant problems experienced by different subgroups, their 
aversionss to the new structure can be understood as indications of a felt lack 
off  problem-solving quality in the new regime, compared to the regime they 
prefer.. The combination of PDI and U AI scores and the 1DV scores can help 
too understand the culture-boundedness of the regime preferred by subgroups. 

AA DYNAMIC MODEL AT WORK 

Thee findings in the project so far support the choice of a three-level model 
forr the explanation of unproductive behavior of organizational members and 
resultingg productivity losses for the organization as a whole. In all 30 cases 
studiedd unproductive behavior was explained better by linking the findings at 
thee three levels than by taking just the level of appearance into account. 

Culture-structuree frictions, experienced at the work-group level as a result 
off  the changes in the structure, for instance, can breed behavior deviating from 
thee expectations of management, thereby creating problems in the relation 
betweenn management and the shop floor. The way these problems are handled 
byy management can lead to stronger aversions in the work group, creating more 
seriouss problems, a process that can end up in a vicious cycle. 
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Att  the other  end of the model clear  connections are found between changes 
inn the environment that lead to a loss of former  success, the way management 
handless the changes in structure and strategy in reaction to the environment, 
andd problems of desintegration in the internal relations. 

Noo matter  where the dynamic begins, on the level of internal relations in 
manyy of the cases studied a double mechanism works. Once subcultures breed 
aversionss toward the structure, and groups show deviant behavior  as a result, 
onn the one hand the problems between subgroups grow, a desintegrating 
processs (March &  Olsen, 1975) calling for  stronger  integration mechanisms. 
Att  the same time the integrative quality of the structure is weakened by deviant 
behavior,, creating a gap between the problem of productivit y decrease and 
availablee means for  solving them. 

Thiss double mechanism, in turn , affects both the capacity of the organization 
too enact a successful external strategy and the productivit y of work groups 
inn a negative way. 

CASEE OF A DAIRY PLANT 

Onee of the cases studied is a dairy plant. This case is chosen because it offers 
aa good illustratio n of the analytical qualities of the conceptual model. Four 
yearss before the research took place, this plant, an autonomous family business, 
wass sold by the owners to a Dutch dairy cooperative. As a result the 
managementt  lost its independent powers of decision about the relations with 
thee external environment, planning, and investments to the head office of the 
cooperative.. For  the workers the takeover  came as a complete surprise. They 
weree informed the morning the new managers came in. 

Thee productivit y of the plant is low, the output quality almost the lowest 
off  the whole group of dairy plants in the cooperative. Many mistakes are made 
onn the shop floor  and machine failures often occur. 

Thee old company is characterized by the employees as a "genuine family 
business.""  Most employees used to know each other  well and were on first-
namee terms. The atmoshere was personal. It is indicated that there wass a feeling 
off  togetherness. 

Thee market position, which the relatively very small company had before 
thee takeover, made clients and suppliers extremely important . Flexibilit y and 
client-orientedd behavior  were necessary. This flexibilit y was expected from the 
employees.. Employees tell about rush orders they worked on during evenings 
andd weekends. In times of great rush of business the management could also 
bee found operating machines. 

Thee money and equipment of the company had to be dealt with carefully. 
Thingss were always arranged as cheap as possible, careless handling of 
equipmentt  (for  example, not cleaning well) was punished heavily. Despite the 
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thrif tt  the employees received a salary above the minimum stated in the collective 
laborr  agreement. Jubilees were celebrated extensively. Besides, good ideas, 
dedication,, and hard work were rewarded with bonuses. These rewards were 
givenn rather  arbitrarily . The organization's management attached more 
importancee to experience and commitment than to schooling and diplomas. 
Manyy employees had acquired their  salaries and positions in the organization 
byy working hard. 

Thee management style was paternalistic. The management took decisions 
withoutt  much consultations, gave orders without explaining much to 
employees,, and expected that these orders would be executed without criticism. 
Theree were not many written rules or  procedures. The members of the board 
regularlyy walked around in the factory to inspect the production. Mistakes 
weree heavily counted against employees. However, ill employees were cared 
forr  well and if a baby was born somewhere, the managing director' s wife would 
turnn up on the doorstep with a bunch of flowers. 

Afterr  the takeover  the family left the company. They have been replaced 
byy a management team led by a plant manager. With the exception of two 
managerss (among them the plant manager), the members of the management 
teamm come from outside the old organization. A large part of the other 
executivee jobs have also been taken over  by employees from the cooperative. 
Thee new management wanted to change the management style. A greater 
distancee has been created between the management and the other  employees. 
Beforee making decisions extensive consultations now take place. Employees 
aree encouraged to "thin k along."  For  the employees the new management style 
iss very unclear. Shop-floor  workers often do not know who is their  direct 
supervisor.. They receive orders from different people, and as a consequence 
sometimess contradictory orders are given. Many of them cannot characterize 
thee management style. In general, they would like the management to take 
firmerr  action and to manage more strictly . 

Thee new management had the task to "transform "  the old organization into 
ann organization fitting  in with the cooperative. The rules and procedures 
existingg in the cooperative have been introduced in the plant. This means some 
taskss are performed differently now, especially quality management and the 
measurementt  of results. Besides, the head office guidelines have been applied 
too selection, promotion, and payment. In these guidelines schooling and 
diplomass are important . After  the takeover  jobs have been reevaluated. Some 
functionss have been degraded on the salary scale. Employees who did not meet 
thee new schooling requirements of their  jobs have been offered other  jobs, 
generallyy lower  ones. 

Thee interviews have shown that the employees feel much aversion toward 
thee lack of clear  guidance by management. The management docs not provide 
thee conditions for  a collective success experience. As a result, they have no 
trustt  in the management team's policy. According to the employees the 
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managementt  team is littl e concerned about the shop floor; anyhow, the new 
managerss can be approached less easily. They feel that the new management 
doess not make use of the experience and knowledge they embody. Methods 
off  working which "made the old company great"  have been discarded by the 
neww management. Money is wasted because things have to be arranged 
accordingg to fixed guidelines now (usually not the cheapest way), because 
overtimee is paid now, also according to guidelines of the cooperative, and 
becausee mistakes are not given the same attention as in the past. Employees 
indicatee that they are less committed to the company and dedicate themselves 
lesss to it. Aversions toward the bureaucratic reward system are strong. In their 
vieww commitment is not expected from them any longer  anyway. "For  working 
hardd is not rewarded any more." 

Althoughh they say that they do not work harder  than strictly necessary, the 
employeess turn out to feel much aversion to the fact that the management 
allowss this unmotivated way of working. According to the employees who were 
usedd to heavy punishments, hardly any sanctions are applied to breaking rules. 
Inn consequence, rules are regularly, even deliberately, broken. Customer 
complaintss show that cartons are filled with the wrong liquid and even cigarette 
endss are found in the products sold. The workers feel aversions toward the 
chancess they have to break the rules. The last few years the atmosphere in 
thee company has become much more impersonal. This too has the effect that 
employeess feel less committed to the organization. 

Thee plant's futur e is very uncertain. In three years the head office will choose 
aa site for  a larger  plant from three sites (among which the one in this case). 
Thiss decision will be based on factors that cannot be influenced by the workers 
orr  the management, like infrastucture. In expectation of this decision the head 
officee barely invests in the plant despite its dated machines. 

FRICTIONSS AND STRATEGIES AT 
THEE WORK-GROUP LEVEL: AN EXCHANGE BALANC E 

Too what extent do aversions toward the structure lead to unproductive 
behavior?? In many situations, feelings of aversion to certain conditions do not 
leadd to unproductive behavior. There are three factors that enhance the chance 
thatt  friction s will breed unproductive forms of behavior: (1) the relevance of 
thee frictio n in the perspective, shown by the strength of the aversion; (2) the 
balancee of the exchange experienced; (3) the clearness of conditions and 
rewardss in the exchange. The relevance of friction s is partly determined by 
theirr  embedded ness in the overall experience of the exchange by work-group 
members.. As long as aversions are compensated by sufficient opportunities 
andd rewards stemming from the structure, organization members will be 
preparedd to conform and to show the behavior  expected by structure: in that 
casee the conditions offer  a balanced or  even positive exchange. 



142 2 KATINK AA BIJLSMA-FRANKEM A 

Iff  aversions to certain conditions come to dominate the expectation of 
results,, and the exchange is experienced as negative, organizational members 
willl  try to control these negative feelings by coping strategies not directed at 
conforming,, such as: ritualism, retreatism, or the formation of self-enacted 
groupss with antiorganization norms. The commitment to the organization 
decreases,, and the organizational structure is not a good predictor of the 
behaviorr of people any more, as a consequence of which mutual gearing of 
activitiess is disturbed. 

Thiss disturbance will be even stronger if the exchange is unclear in the 
perspectivee of agents, either because the conditions do not make clear what 
kindd of behavior is expected from them, or because the possible results of 
conformistt behavior are unclear, or both. An exchange experienced as unclear 
causess strong aversions. Feelings of uncertainty arise, which cannot be 
controlledd simply by conformist strategies directed at the organization. In such 
circumstancess the chance of temporary retreatism or even fatalism (Douglas, 
1982)) increases. 

Inn the relation between the perspective on the exchange and the strategies 
thee dimension of time plays an important part: the perspective on the exchange 
inn the past as well as in the future affects the behavior of work groups. 

Especiallyy if the organizational structure has changed shortly before, the 
perspectivee on the exchange in the new structure will be colored by the 
perspectivee on the exchange in the past. To put it briefly: people miss preferred 
conditionss that have disappeared and for new conditions no relevance or 
preferencee has yet been developed. 

Givenn a clear structure three main factors affect the adaptation of the culture 
too the new structure: the quality of the change, its legitimation, and the success 
experiencedd or expected from the change. 

Whenn the new structure is experienced as more favorable than the old one 
adaptationss come naturally, since the new structure is more in harmony with 
thee culture. In situations where the new structure is felt as a loss compared 
too the valued old one, the new structure is accepted much easier in situations 
wheree it is made clear that the company could not survive in its old form. 

Thee third factor, the success expected, proves to be an extremely powerful 
onee throughout the cases. The experience of success is felt as a strong reward 
inn the exchange, that can compensate for a great deal of temporary aversions, 
andd help to overcome them. Where collective success is experienced, the levels 
off  commitment found are high, while failure breeds aversions that tend to grow 
ass the failure continues. 

Thee perspective on the exchange in the future determines to what extent 
workk groups are prepared to do their best for the organization and invest their 
energyy in careers within the organization. When a positive exchange in the 
futuree is expected, they will more easily overcome their aversions to the present 
situation,, because the future opportunities and rewards compensate these. An 
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exchangee experienced as positive in the present situation accompanied by a 
negativelyy experienced futur e exchange will not stimulate people to investing 
inn the organization, they will inquir e into exit options. Dependent on the 
perspectivee of a job alternative outside the organization and the feasibility of 
suchh an alternative people will leave or  will have the feeling that they are stuck 
inn the organization. In such situations fatalism is often found. 

Case:: Frictions at the Work-Croup Level 

Thee material in the case illustrates most of the points made here. The 
productivit yy of the plant is low. The management attributes the low 
productivit yy to two factors: first , as a consequence of the thrif t of the former 
managementt  the machines have become dated and secondly, the shop-floor 
employeess make too many mistakes and show a low motivation; there is too 
muchh grumbling and not enough good work. 

Surprisingly,, this last diagnosis is shared by the employees: they say that 
theyy make mistakes and shirk work because they do not feel committed any 
longer.. To what extent can their  low productivit y be explained by friction s 
betweenn their  preferences and the structure as experienced? Production workers 
sharee their  perspectives on all six condition sets and aversions to all six sets 
havee been found. The feelings of aversion are, however, the strongest toward 
conditionss related to the power  and status distributio n and toward conditions 
relatedd to reward and punishment. 

Thee most important sources of aversion turn out to be directly related to 
thee transition from a paternalistic organization to a workflow bureaucracy: 

II  the shift from direct supervision and a familiar  mission to standardization 
off  work processes by rules as the main coordination principle; 

2.. the change in the conditions of reward and punishment. From direct 
rewardd and punishment based on commitment and level of productivit y 
too bureaucratic reward, based on task and function and not much 
punishmentt  in the case of mistakes, laziness, or  low commitment. 

Sincee hard work and commitment do not pay off any longer  the employees 
balancee the exchange by retreatism, while fatalistic sentiments are developing. 
Thee strange thing in this case is that they blame the management for not 
punishingpunishing them for their laziness, mistakes, and lack of commitment. This 
riddl ee can be solved by taking into account the production worker' s value 
scores::  PD1: 52, UAI : 48, 1DV: 36, and MAS: 20. The relatively high PDI 
scoree means a preference for  hierarchy as a coordination principle. The 
moderatee UAI  score adds to the diagnosis of a preference for  a personnel 
bureaucracyy instead of a workflow bureaucracy. The preference for  planning 
byy means of a mission and common goals instead of rules to be observed can 
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bee understood from the low IDV score: the production workers want to 
contributee to the success of the plant as a whole, to achieve collective success, 
ass they were used to. 

Thesee preferences reflect the structure as it was before the acquisition. The 
oldd plant could not have survived on its own, but this was never told to the 
workers.. They still think that the old plant was much more successful than 
thee new one. The exchange in the past is experienced as clear and positive. 
Thee change in structure, not legitimated, is experienced as a loss of favorable 
conditions,, a loss of clarity, and a loss of success-breeding value. 

Thee loss of collectivity and of the collective experience of success weights 
thee more heavily on the workers, since the future is uncertain. Their main 
complaintt is that the plant fails to achieve success, that the managers cannot 
telll  them, and the rules do not show them how they can make things better, 
wheree to deploy their extra energy to make the plant successful. They resent 
theirr own retreatism as a next-best option and blame the management for not 
tellingg them at what aims their hard work and commitment should be directed. 

MANAGEMENTT OF EXTERNAL RELATIONS: 
SUCCESSS OR FAILURE 

Thee cases show that the success or failure of the external strategy is an 
importantt factor in how well management succeeds in keeping the different 
groupss in the organization integrated and cooperative. When the external 
strategyy fails and a turn to success is not expected in the near future, unity 
inn the top-management team is seldom found, while in these circumstances 
itt is needed most. 

AA divided management brings divisive processes between parts of the 
organizationn managed by different managers. The clarity of the structure 
sufferss as a consequence. Even if the changes in the formal structure are clear 
enough,, as the informal messages of the managers go in different directions, 
thee structure as experienced by organizational members suffers from 
contradictionss and unclear expectations. As a result of this, unproductive 
behaviorr enhances the collective experience of failure. In all cases where this 
iss found workers and management come to blame each other for this. Once 
theree is a break in common culture and goals, relations only tend to become 
worsee over time. 

Case:: Vicious Cycles 

Thee case illustrates this cluster of problems. The managers do not supervise 
inn a strict style for several reasons. First, they are used to managing production 
workerss who have been socialized in a workflow bureaucracy and, therefore. 
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theyy do not need or  want to excercise much supervision and control apart from 
thee rules for  the standardization of the work processes. They cannot decode 
thee grumbling of the production workers as a need for  stronger  leadership and 
instructionss and if they can they reject this need for  cultural reasons; they want 
workerss to be more self-directing, less dependent on management. Second, they 
aree sorry that the production workers have lost their  preferred way of doing 
thingss overnight. They feel uneasy about the way their  own company handled 
thee takeover. Furthermore, the uncertain futur e of the plant makes them feel 
unablee to offer  the production workers a prospect of collective success in 
exchangee for  adaption to the rules and regulations of the cooperative. They 
feell  awkward about this and develop an indulgence pattern (Gouldner, 1954) 
towardd mistakes and lack of commitment on the shop floor. 

Ass a consequence of the uncertainty of the plant's futur e the management 
teamm is divided about the strategy for  solving the low-productivit y problem. 
Thee lack of success of the management team in convincing headquarters that 
thee futur e of the plant must be secured and investments have to be made is 
aa cause and a result of this dividedness. The individual managers are confronted 
withh an investment problem: if they invest their  energy in cooperation with 
otherr  managers to realize a higher  performance level, and the plant does not 
survivee because of factors outside their  control, they feel they will lose face 
andd career  opportunities for  being an "unwise investor,"  a loser. So some of 
thee managers invest in their  careers in the cooperative outside the plant, by 
detatchingg their  own image from the plant's negative one. In seeking individual 
distnctionn they willingl y or  unwillingl y damage the plants image, confirming 
rumorss about failing management in legitimizing their  wish for  another  job 
inn the cooperative. A self-fulfillin g process is set in, that further  diminishes the 
chancee in the management to unite on a succesful survival strategy toward 
headquarters.. The divided management links this external vicious cycle to the 
internall  cycle of losing coordination, cooperation, and productiveness. To 
stresss their  individual qualities, the deserting managers are primaril y interested 
inn keeping their  own departments straight, despite the costs of the ensuing lack 
off  coordination with other  departments. The other  managers are not dominant 
enoughh to force a breakthrough to a common strategy. The consequence of 
thiss is the lack of strong and clear  leadership the production workers resent 
soo much. The growing break in culture and goals between management and 
workerss add to the low levels of quality and productivit y that verify the negative 
imagee of the plant. 

REGIMEE BOUNDEDNESS 

Thee explanation of specific forms of unproductive behavior  as "typical "  for 
thee regime as indicated by the conditions as experienced in the six sets is 
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introducedd m the latest phase of the project and still very much in progress 
Mostt  cases studied so far  show a mixed regime, due to the changes in structure' 
Thesee regimes are often internally contradictory and unclear  to organizational 
members.. As a result, typical problems of both regimes turn up. The clearest 
explanationss of regime-bound problems can be found in situations like that 
off  the case, where a patriarchal regime-in a sense an organic regime ahead 
off  its time-has been replaced by a bureaucratic regime. Bureaucracies are 

l o r ' ^ ^ ^ ^ 3 ^ ^ 5 ( B u r n S &&  StaIker '  l 961'  Gouldner, 1960; Crozier 
964;;  Wilkms &  Ouch,, 1983; Walton &  Hackman, 1986; Vroom, 1980; Reed, 

1988;;  Douglas, 1982) and these weaknesses can explain why certain forms of 
unproductivee behavior  get the chance to manifest themselves. 

Cases:: Regime-bound Weaknesses 

Inn the case of thee dairy plant and others where a bureaucratic regime replaced 
aa patnarchical one, several regime-bound weaknesses are found 

I.. Ritualism and goal displacement (Merton, 1957). Some managers in the 
casee show goal displacement in keeping their  departments straight in order 
too have a better  chance of getting another  job in the cooperative. In a workflow 
bureaucraticc regime no strong antidote to such displacement is available, since 
managementt  often prevails over  leadership (Hunt, 1991). 

2.. Retreatism and even fatalism if the many rules and the hierarchy are not 
compensatedd by group membership (Douglas, 1982; Thompson &  Wildavski 
1990).. The workers in the case show retreatist strategies, and fatalistic sentiments 
Bureaucraticc governance devises are divisive in nature. They have to be 
compensatedd by unifying devices to provide for  the necessary feeling of belonging 

I h e/ 0 r T a t I ° nn ° f se i f" enacted grouPS with antiorganization norms which 
providee for  the moral involvement not included in the bureaucratic contract 
(Burnss &  Stalker, 1961;Crozier, 1964; Walton &  Hackman, 1986). Self-enacted 
groupss were found throughout the cases as another  reaction to the need to 
belong.. In some of these cases management withdraws from strong governance 
Otherr  cases show a vicious cycle in which management issues more and more 
ruless to discipline the self-enacted groups, causing a further  estrangement of 
workerss and a stronger  tendency to adhere to group norms (Crozier  1964 
Reed,, 1988; Walton & Hackman, 1986). 

4.. The break-up of the organization into subgroups with different interests 
alongg workers/management or  department/division lines as a consequence of 
thee lack of horizontal coordination in bureaucratic decision making, causing 
productivit yy decrease (Burns & Stalker, 1961; Crozier, 1964; Walton & 
Hackman,, 1986; Vroom, 1980; Wilkin s &  Ouchi, 1983; Wiezer  1992) In the 
casee described there is a break in culture between workers and'management 
Thee management does not act as a team, and cannot provide for  coordination 
betweenn departments, thereby enacting their  failure as a team. The bureaucratic 
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structuree does not provide for  a no-way-out mechanism for  team building and 
cohesivee leadership. 

CONCLUSION N 

Thee "matter  of common observation"  that friction s between organizational 
culturee and structure can be very costly is found in most of the 30 cases studied. 
Inn a few cases in which changes in the structure had taken place, friction s were 
almostt  absent. A comparative analysis shows the key factors of successful 
managementt  of changes. The results will be published elsewhere (Altman, 
Bijlsma-Frankema,, Klesta, &  Mutabazi, 1997). 

Thee material gathered on internal relations throughout the cases asks for 
aa closer  anlysis to get at a better  insight in the conditions for  cooperation 
betweenn groups with different cultures, and the role management can play in 
furtherin gg synergy between them. 

Anotherr  matter  that needs more careful study is the guiding quality of 
conditions.. Among the companies that let go of their  strictly bureaucratic 
guidingg instruments, many cases show a lack of new conditions to replace them, 
resultingg in unclear  conditions and a lack of guiding quality. A tentative 
conclusionn can be that in each condition-set a minimum of the guiding 
instruments,, shown in Appendix B, is required, either  mechanistic or  organic, 
too ensure productive behavior. 

Thee most complicated question yet to be answered is that of success and 
failur ee of mixtur e regimes. One critical success factor  seems to hold: the 
conditionss related to rewards and sanctions must support the expectations 
flowingg from the guidance in other  sets. Apart from that, the success of a regime 
seemss to be bound by the nature of the company and the tasks performed. 
Too shed light on this matter, a research project has been initiated to compare 
522 profi t organizations in the same branch as to regime and financial 
effectiveness. . 

Thee "matter  of common observation"  still contains a lot of mystery waiting 
too be revealed. 
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APPENDIXX A 

Intervieww Topics 

/.. Perspective on work and work situations 
a.a. definition and interpretation of work 

b.. conditions related to power and status distribution: as experienced, as 
preferred,, aversions, strategies 

c.. conditions related to planning: idem 
d.. conditions related to rules and regulations: idem 
e.. conditions related to control: idem 
f.. conditions related to horizontal coordination: idem 

g.. conditions related to rewards and sanctions 

2.2. Perspective on internal Relations 
a.. definition of subgroups: boundaries 
b.. definitions and interpretations of relations between subgroups: power 

andd status distribution, horizontal relations; positive evaluations and 
aversions;; problems experienced, strategies. Remedies as experienced, 
remediess as preferred 

c.. definitions and interpretations of relations within subgroups: idem 

3.. Perspective on the relation organization-environment 
a.. relevant external factors/ parties 
b.. position, identity, distinction 

c.. mission, goals and organizational strategy 
d.. means 
e.. control and evaluation 

f.. positive evaluations, aversions and problems experienced 
g.. remedy and repair as experienced/ as preferred 

4.. Perspective on the past, recent changes and future 
a.a. definition and interpretation of important changes in environment, 

internall organization, work and work situation 
b.. positive evaluations, aversions and problems experienced as resulting 

fromm these changes, estimates of productivity losses 
c.. remedy and repair as experienced/ as preferred, estimates of productivity 

gains s 
d.. changes, expected in the future 

e.. expected positive outcomes and problems 

52 2 



OnOn Costtv Frictions Between Organizational Culture* and Structure 149 9 

APPENDIXX B 

ControlControl oriented regime CommitmentCommitment oriented regime 

11 Conditions Related to Power and Status Distribution 

Power r 
autocraticc leadership 
directt supervision 
wotk-assignments,, instructions and 
coordination n 
topp down 

Status : : 
accordingg to function 

consultativee leadership 
mutuall dependence 
advicee and guidance 
lop-downn and bottom-up 

Status : : 
accordingg to expertise and information 

planningg by management 
individuall tasks 

ruless clarity what to do 

ConditionsConditions Related to Planning 
planningg by the workgroup 
guidedd by the policy and goal of the 
organizationn and goals of the workgroup 
goalss clarify what to do 

ConditionsConditions Related to Rules and Regulations 
ruless can be changed it they do not serve the 
organizations^^ goal 
problem-solvingg more important than rule-
obeyance e 

4.4. Conditions Related to Control 
short-termm control by group long-term 
controll by management directed at 
goal-compliancee directed at group-output 
comparedd to group goals 

5.. Conditions Related to Horizontal Coordination within and Between Croups 
dominancee of top-down directions, horizontal coordination by means of shared 
minimall horizontal coordination mission/ goals 

horizontall coordination teams 
managementt stresses the idea of mutual 
dependencee between groups 

6.. Conditions Related to Rewards and Sanctions 

ruless stable lor a long time 

ruless must be obeyed 

controll by management 
short-termm in nature 
directedd at rule-obeyance 
directedd at individual output 

Rewardss Base: 
meetingg minimal requirements 
rulee obeyance 
functionall skills individual performance 

Rewards : : 
mainlyy promotion to function with higher 
statuss and/ or salary 

Sanctions : : 
formal,, individual sanctions by management 

Rewardss Base: 
strivingg for maximum performance 
commitmentt and initiative problem-solving 
skillss and expertise group performance and 
individuall performance 

Rewards: : 
lesss function-bound status and money 
rewards,, including symbolic sharing of 
succes,, symbolic honour and profit-sharing 

Sanctions : : 
thee group sanctions individuals sanctions by 
managementt oriented at group 
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VICIOU SS CYCLES IN A COURT OF LAW : CULTURE-BASED DYNAMIC S IN A 
CHANGIN GG ORGANIZATIO N 

Organizationall  restructuring processes, that are mostly triggered by features of the relation between the 
organizationn and its environment, not only affect daily work processes, they also often lead to sharpened 
experiencess of cultural differences between members of different departments or occupational groups, that 
constrainn cooperation in realizing the aims set in advance. In these processes, the effects of changes at the level 
off  individuals, groups and organization-environment relations most probably interact. Yet, as many other 
organizationall  phenomena, change in organizations is seldom studied on the base of a 'meso paradigm* (House, 
Rousseauu & Thomas-Hunt, 1995) in which different levels are integrated. This paper is intended as a 
contributionn to the development of this type of studies, by presenting a three-level model for analyzing change 
processess and demonstrating it on data, taken from a case study of a Dutch court of law. In this case, a change in 
thee structure of the organization, induced by external pressure, gave rise to aversions of organizational members 
andd to distrust and low levels of cooperation between judges, support staff and administrative authorities. 

Theoreticall  Ideas 

AA Three-level Model 

Thee three-level model was developed in my research project 'Organizational cultures in changing 
organizations'.. In this project, 40 case studies have now been conducted in organizations in which in the last few 
yearss a major change in structure has taken place, due to a changing policy, merger or acquisition (Bijlsma-
Frankema,, 1997a). 
Thee first level is workgroups in their daily environment. At this level, changes in the structure often give rise to 
problemss of adaptation of (sub)cultures to the demands of the changed structure. At the second level, internal 
relationss between subgroups within the organization, problems of cultural (re)integration easily arise. The third 
levell  is the organization in relation to its environment, and how management deals with problems in this 
relationship. . 

Thee three levels were chosen to distinguish problems of a different nature, based on studies that are mostly 
confinedd to one or two levels of analysis, and to be able to study their inter-relatedness, by combining insights 
fromm different strands of theory, if they prove to be compatible. The model is still very much in progress, as to 
thee choice of insights to combine. Not only between fields, but also within fields, different insights can be found, 
thatt rather lead to new questions than to easy found solutions. For instance, a tradition of studying relations 
betweenn occupational groups or departments from a cultural point of view can be found, especially in literature 
onn relations between professionals and administrators. Most work is about conflicts, that are attributed to the 
clash-pronenesss of different assumptions underlying the thoughts and actions of these two groups (Montagna, 
1968;; Sorensen & Sorensen, 1974; Mintzberg, 1979; Van Maanen & Barley, 1984; Feldman, 1987; Sitkin & 
Stickel,, 1996). Professionally trained employees have been found to demand a substantial degree of autonomy in 
theirr work. These autonomy demands and their professional regulatory mechanisms of codes of ethics and 
collegialityy are often presumed to clash easily with bureaucratic regulatory mechanisms of administrative 
authorityy and monitoring (Feldman, 1987; Montgomery, 1997). There is, however, literature that shows that 
modess of professional/organization cooperation can be found as well (Davies, 1983; Liebeskind, Oliver, Zucker 
&&  Brewer, 1996; Montgomery & Oliver, 1996). So, at the level of internal integration, one can wonder under 
whatt organizational conditions differences in assumptions between groups trigger trouble to develop between 
them. . 
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Organizationall  Change 

Organizationall  change seems to be an agreed-upon condition that easily triggers culture-based trouble within 
organizations.. In theories of organizational culture and organizational change, problems of cultural adaptation 
too changes in the structure and cultural integration of formerly disparate groups are often mentioned as core 
problemss in change processes. As to cultural adaptation, changes in the structure not only disrupt vested 
practices,, the cultural values underlying those practices are often challenged too. Since adaptations of the 
underlyingg values mostly lag behind structural changes, a change in structure brings about a growing chance of 
(temporary)) frictions between the (subcultures and the changed structure of the organization. These frictions can 
fosterr unproductive behavioral reactions of organizational members and groups, bringing about productivity losses 
(Bijlsma-Frankemaa 1997a). As Allaire & Firsirotu (1984) state: "Whenever market, competitive or technological 
changeschanges exert pressures on a business firm, it wil l rather quickly attempt to adapt to them by changes in its formal 
systemm of goals, strategies and structures; however, these are often unsuccessful, as the organization's culture (e.g., 
itss values, meaning-structures, myths) may not be congruent with the revised 'sociostructural' system, causing 
severee dysfunction's and compounded difficulties in coping with changing circumstances. The outcome of such 
stresss between the two systems may be more or less severe, ranging from temporary loss of efficiency to chronic 
stagnationn and decay, organizational death or 'cultural revolution'." ( p. 211-215). 

Thee problem of cultural integration between groups with different cultures, mostly referred to in merger and 
acquisitionn settings, is also acknowledged as a change-related problem ( Kilmannn, Saxton & Serpa, 1985; Pritchett, 
1987;; Buono & Bowditch, 1989; Cartwright & Cooper, 1992; Gilkey, 1991; Lubatkin & Lane, 1996). Kilmann, 
Saxtonn & Serpa (1985) use a metaphor: "Picture two icebergs in the ocean, where the tip of each represents the top 
managementt groups -primarily financial people - deciding the fate of the two companies and how the merger will 
work.. As these top management groups set the merger in process, the two icebergs begin moving toward one 
anotherr until the tips meet and mesh as one. Such a consolidation, however, can never take place. As the icebergŝ 
approachh one another, it is not the tops that meet; rather it is the much larger mass below the surface of the water, 
thee respective cultures that collide. Instead of synergy there is a culture clash" (p. 42). 

Inn theories of organizational culture, the inter-relatedness of external adaptation and internal integration is stressed 
byy several authors, mainly based on the work of Schein (1989). Galiardi (1986) argues rather sharply that if cultural 
changee processes are not managed in a proper way, the organization can end up in a vicious cycle in which groups 
turnn against each other: "The obsolescence of the organization's distinctive competence is denied and lack of 
successs is blamed on uncontrollable external causes or the behavior of certain individuals or groups in the 
organization.. These individuals and groups are attacked and criticized. The organization's energies are em-
ployedd more and more in the search for excuses and scape-goats, and in the obsessive repetition of types of 
behaviorr which once suited the problems at hand, but are no longer adequate for managing them properly. 
Tensionss in the group increase, while self-confidence, cohesion, and efficiency decrease" ( p. 128). 

Thiss paper will be structured into three parts. First, the concept of culture and other relevant concepts will be 
discussed,, along with the research design. In the second part, the case study data are described, keeping as close as 
possiblee to the terms of the interviewed. In the third part, the data are confronted with theoretical ideas and with 
insightss from other case studies, conducted within the project. The analysis is based on the following question : Why 
dodo the groups, contrary to their preferences, hardly show any cooperation in solving the problems they 
encounterencounter between them after the change in the structure? 

Conceptuall  Framework of the Research Project 

Unlikee most authors on organizational cultures, that promote culture as the main source of explaining behavior 
orr that, like Schein (1989) see culture as inextricably interwoven with structure, one of the aims set in the project 
wass to explain organizational behavior as a co-product of culture and structure. To neglect the structure of an 
organizationn would mean to give up on a far too important factor in explaining the thoughts and actions of 
organizationall  members (Bijlsma-Frankema, 1997a). 

Thee design of the research project was inspired by the statement of Allaire & Firsirotu (1983) that was 
mentionedd before. Their idea that the relationship between culture(s) and structure can be an important source of 
explanationn of productive or unproductive behavior of groups and relations between groups seemed promising 
enoughh to work upon. We decided to focus on organizations in which a major change in the structure had taken 
placee in the past few years. 

Thee conceptual framework was based on a combination of symbolic interactionist insights and Hofstede (1980)'s 
theoryy of culture. His definition of culture is a sensitizing one: "The collective programming of the mind which 
distinguishess the members of one human group from another" (p. 21). Values are seen as the basic dimensions of a 
culture,, defined as: "A broad tendency to prefer certain states of affairs over others" (p. 18). Since an organization's 
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structuree can be seen as a state of affairs that is a reflection or a realization of certain values, as 'congealed culture', 
frictionss can be conceived of as differences between the state of affairs as preferred and the state of affairs as 
experiencedd by organizational members. He distinguishes four value-dimensions of culture: Power-distance in 
hierarchicall  relations (PDI), defined as the difference between the extent to which a boss and a subordinate can 
determinee the behavior of the other; uncertainty avoidance (UAI), defined as the perceived need for action to 
overcomee uncertainty; a preference for individualism versus collectivism (IDV), and a preference for masculine 
versuss feminine work-related values (MAS). The link between culture and structure is explicitly mentioned by 
explainingg combinations of high and low PDI and UAI scores as preferences for particular organizational structures. 
Forr instance, a relatively low score on PDI and a relatively high score on UAI means a preference for a workflow 
bureaucracy,, a high PDI and a low UAI a preference for a personal bureaucracy (Hofstede, 1980, p.216). By 
comparingg structures as preferred and structures as experienced, frictions can be measured in a meaningful way. 

Thee definition of culture chosen is founded in both Hofstede's definitions of culture and values, and in symbolic 
interactionistt theory, "the unofficial theory of sense making" (Weick, 1995, p. 41). For operational measurement of 
'collectivee programming of the mind', Hofstede's measurement of values was chosen, and supplemented by the 
conceptt and measurement of 'shared perspectives'. In symbolic interactionist research, the sensitizing concepts of 
"perspectivee on the situation" and "strategy" are widely used and validated in several areas of sociology. 

Thee concept of perspective is defined as: The way people define and interpret the situation in which they find 
themselves,, which governs the way they behave in such a situation. The perspective on the situation that 
organizationall  members develop can be seen as the outcome of a confrontation between the deeper-seated elements 
off  culture on the one hand and the characteristics of the organizational situation on the other. In the perspective, 
preferencess for a certain structure and the structure-as-experienced are tested against each other, aversions come to 
thee fore, but pragmatic adaptations are established as well. So, when 'the situation' is taken as an indication of 
structure,, in symbolic interactionist theory human behavior is seen as a co-product of constraining (and enabling) 
traitss of the structure, and of culture-guided processes of sense-making, defining and interpreting the situation, 
crystallizingg in more or less shared perspectives. In alignment with the three-level model of analysis, the perspective 
iss divided into four sub-perspectives: (1) Perspective on work, work-group and work-situation; (2) perspective on 
thee relations between groups in the organization; (3) perspective on the organization in relation to its environment; 
(4)) perspective on the past, the present, changes in the past few years and expectations for the future. 

Aversionss to a structure-as-experienced are taken as indications of frictions between the structure and culture-
basedd preferences. Unproductive behavior is indicated by statements, made by organizational members, 
regardingg their own behavior or that of others, as not contributing optimally to the realization of shared 
organizationall  goals. Based on Merton (1957)'s work, the structure of an organization is defined as: A network 
off  social relations in which expectations are embedded regarding the behavior of organizational members. Six 
setss of conditions, that embed expectations, are distinguished in alignment with Hofstede (1980)'s four value-
dimensions,, to arrive at a meaningful concept of friction and to be able to define the structure of an organization 
inn terms of organizational regimes: (1) Conditions related to power and status distribution (PDI); (2) conditions 
relatedd to planning (UAI) ; (3) conditions related to control (UAI); (4) conditions related to regulation (UAI) ; (5) 
conditionss related to horizontal coordination within and between groups (IDV/MAS); (6) conditions related to 
rewardd and punishment (IDV/MAS). 

Case:: A Court of Law 

Researchh Design 

Inn the case study, 70 employees out of 200, were interviewed with a standard list of topics, based on the 
conceptuall  framework of the research project (Bijlsma-Frankema, 1997a). Each topic was questioned in a non-
directivee way. Most of the interviewees were selected by a stratified random sample, using vertical and 
horizontall  criteria to define strata. Besides, a questionnaire was administered to all organizational members, 
containingg Hofstede's value survey questions, supplemented by questions covering problems that surfaced in the 
firstt interviews. The interviews lasted between one hour and two and a halve hours. The case study is fully 
describedd in the report to the Ministry (Bijlsma-Frankema 1995). In this paper a selection of the data, concerning 
thee relationships between the judges, administrative authorities and the court's judicial and administrative 
supportt staff are presented and analyzed. 
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Researchh Site 

Thee research site was selected in mutual agreement by the Ministry of Justice and the Local Board, as a 
pioneerr case in evaluating the local consequences of the decentralization and merging operation, initiated by the 
Dutchh Ministry of Justice three years before. In this operation, 19 regional organizations were founded. 
Thee Ministry of Justice decentralized the authority to decide on an array of organizational matters to region-
boundd divisions, in which a court of law, an office of the public prosecutor, an unit of administrative law and 
twoo cantonal courts were merged. The aim of the merger was to further the efficiency and responsiveness of the 
judiciall  organization in the region. 

Inn each of the regional organizations founded in this operation, a unit structure was introduced in the court. To 
eachh unit, judges, a support staff of clerks and administrative staff were assigned to cover a specific area of law, 
suchh as criminal law, family law, administrative law, and commercial law. The cantonal courts, that already 
operatedd in a unit structure, were loosely coupled to the organization, due to a nation-wide campaign of cantonal 
judgess against full integration of their courts into the regional organizations. 

Withh the divisional structure, the mode of governance by the Ministry changed drastically. Formally, the 
Ministryy decided on administrative matters. In the chain of commands, the head of clerks took care of 
administrativee matters, concerning the support staff. The judges, appointed for life and formally holding 
independentt positions, decided, and still decide, on their affairs collectively in meetings presided by the 
President,, who holds the position of'primus inter parus,' the first among equals. The head of clerks took part in 
thesee meetings, formally as a clerk, informally as a member, 'doing business1 with the judges in organizational 
matters. . 

Inn the new organization, the head of clerks is appointed as general manager, avowed with the authority over 
organizationall  matters concerning the support staffs work. Staff departments for personnel, finance and 
informationn technology, tasks formerly performed by the Ministry, were created, directly under the supervision 
off  the general manager. Under the general manager, two layers of management were established, a middle 
managerr responsible for the court's support staff and for each unit a manager in charge of the daily operations 
off  the support staff. 

Thee Ministry now governs the organization by way of yearly planning and control contracts, in which goals 
forr output and improvements of performance are formulated and budgets are set. A part of the budget is meant 
too become progressively contingent on the prior performance of the organization and its parts. As to the court, 
goalss for output of the units are accompanied by criteria for case loads per judge, that are set at the national level 
too be able to compare performance across units and across regional courts. The criteria are also meant to serve a 
functionn in decisions about allocation of resources between units within the court. 
AA local Board is given responsibility of fulfillin g the planning and control contracts with the Ministry, and for 
thee division of budgets within the organization. In the Board, the general manager, the president of the court, 
thee public prosecutor highest in rank and the senior judge from each cantonal court are seated. Apart from these 
directivess regarding the new structure, the Ministry has left the organization of daily work-processes to the 
districtt courts. 

Ass a consequence of the changes in the structure, groups and alliances between groups were broken up, new 
groupss were added as players in the field of the internal organization, and new groups and alliances had to be 
vestedd under changed conditions of governance. In the units, vice presidents of the court and the newly-
appointedd unit managers had to work their way to effective cooperation, the meeting of judges and the middle 
managerr of the court's administration were confronted with the same problem, and in the local Board new 
partnerss were confronted with new tasks and responsibilities. A silent assumption, underlying the mode of 
implementationn of the new structure in this organization was that new alliances would be established by self-
chosenn cooperation at all levels. 
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Intervieww Data 

Thee Judges 

Inn the interviews with the judges, much aversions come to the fore to the changes that have taken place, 
accompaniedd by clear statements of distrust of the administrative authorities. The main aversions of the judges to 
thee new structure are: (I ) The growing pressure on quantity and speed of work that threaten to affect the quality 
off  their work; (2) a loss of mutual gearing of activities with clerks, due to a loss of influence in decisions on 
administrativee and organizational matters; (3) the breaking up of the community of judges in units that have to 
competee for resources; (4) distrustful relations between judges and administrative authorities; (5) the functioning 
off  the local Board related to these problems. 

Quantit yy at the cost of quality. A fundamental aversion of the judges is that in the new structure the quality 
off  their work is threatened by the growing pressure on quantity and speed of work. In the planning and control 
cycle,, contracts specify case loads per judge and per unit, based on a classification of cases in categories of 
complexity,, at which time-norms are attached. They not only criticize on the criteria set by 'bureaucrats' 
becausee they find them inadequate to evaluate the quantity of work done by a judge, they also resent the 
'bureaucratization'' of their work because they feel that it serves other goals than furthering the quality of work 
thatt they themselves strive after. Some even feel that their independence, meant to guarantee the quality of their 
work,, is at stake. The common goal of the judge's endeavors is to preserve the citizen's feelings that they live in 
aa society where justice is done. "I f the judiciary loses its trustworthiness, the society looses its steadiness", as 
onee of the judges puts it. As the quality of administration of justice is the utmost way of preserving societal faith 
inn the judiciary, any circumstance or measure is tested to how this affects the quality of administration of 
justice.. In their eyes, quality is furthered by laws that are unambiguous and without loopholes, by attuning 
verdictss of judges nation-wide, and by taking time for lengthy consideration and consultation with other judges, 
especiallyy in complex or non-routine cases. 

Severall  considerations are brought forward to justify the threat to the quality of justice they experience. First, 
thee contracts and criteria, issued by the Ministry, do not leave much discretion in 'making up' for unclear laws, 
forr which the Minister of Justice also bears a certain responsibility. An unclear law, not uncommon nowadays, 
cann bring a lot of extra work, on top of a rather sturdy work load. The burden of choice between quality-repair, 
oversteppingg time limits and facing consequences for future resources of the unit, or 'give in' on quality to keep 
timee limits, is considered a proliferation of the profession and its noble aims. Second, investing time to attune 
verdictss is seen as valuable and necessary contribution to the quality of administration of justice in the country. 
Thiss investment can get curbed by time-norms, set by outsiders, that are not directly vulnerable to tests of 
'justnesss of verdict' by higher courts as they are. Again they feel that they get the burden of choice between 
'whatt is morally right' and 'what bureaucratic powers wants you to do to get the means to keep doing the right 
thing'.. They blame the Ministry to put them in this 'damn if you do and damn if you don't'- position. Third, 
somee of the judges interviewed say that the criteria have already persuaded 'a few judges in other courts' to 
focuss on cases with a profitable input-output balance, a first step away from independence and rightful 
considerationn of all cases that are brought to court. 

Losss of mutual gearing of activities with clerks. Most of the power to decide on measures concerning the 
supportt staff are in the hands of the hierarchical authorities now. The judges are governing and evaluating the 
judiciall  content of the work of the clerks. They experience the relationship with the hierarchical authorities, 
especiallyy the general manager and the court's middle manager as one of 'forceful separation', in which the 
managerss show 'accredit-to-decide' thinking. They feel they are put in the position of consumers of support 
facilitiess that have to accept whatever others decide on these facilities, whatever the quality of the decisions 
made.. The judges complain about lost possibilities for coordination of work between judges and clerks on the 
onee hand, and about the low quality of decisions made on the other hand. Decisions such as appointing excellent 
clerkss to non-clerical positions or not to extend a good clerk's temporary contract. In general, the judges are 
concernedd about measures that may lessen the commitment of the clerks to their work, since commitment means 
quality.. An often mentioned example of a change for the worse is the matter of working hours. In the past, the 
coordinationn of the work of the judges and the clerks by mutual gearing of activities worked well, also according 
too the clerks. In case that sessions overran their time til l after official working hours, the judges could reward the 
clerkk for working late: "I t was nice to be able to say to a clerk that she could come in later the next morning after 
aa late session." 

Now,, the working hours of the clerks seem to function as a trial area for the hierarchical authorities to test their 
powerr and confront the judges with their loss of governance potentials. The clerks are subjected to a strict 
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working-hourss regime of 8 hours a day, which leaves very little time for informal meetings with the judges or 
forr working after five o' clock. A side effect of this measure is disciplining the judges too to keep their session 
withinn working hours. The regime on working hours is forcefully implemented. It even happens that in the 
morningg the general manager stands at the door, noting the time of arrival of the support staff, or that the units 
gett a call after lunch to control presence. The administrative authorities say that this measure was taken because 
aa few clerks did not make 8 hours 'because of extended lunches with the judges'. The judges sympathize with 
thee clerks, who are very upset about this measure. They feel that it is unjust to punish a whole group for the 
conductt of a few. Most clerks work hard, sometimes late, and do good jobs. The judges fear that if the 
hierarchicall  authorities persist in governing the work of the support staff in this 'bureaucratic way', the quality 
off  the work will be affected in a negative way: "On the one hand, we are asking from them that they do their 
workk as we do it, or as we think they should do it, and that is often making more hours than your official work-
hours,, on the other hand they have got a boss that strictly controls the facets of industrial law, and they are 
caughtt in between". 

Competitionn between units. The unit structure is felt as a dividing the community of judges into parts that 
mustt compete for resources, instead of dividing the workload among the judges and clerks in a flexible way. 
Forr instance, the cantonal units demand more resources, based on their high output rates. The mechanism 
underlyingg the allocation of resources is described as 'whoever shouts the hardest gets the most'. The judges 
noticee that, despite the value they lay on operating as a collective, they tend to tune in with the competition, and 
theyy blame the hierarchical authorities for evoking this 'bad behavior' on their part. They react by closing the 
ranks,, especially the judges of the 'old' court, by showing little willingness to cooperate in measures taken by 
thee 'bureaucrats' and, albeit 'contre coeur', by playing along in the wide-spread rumor network to get even. 

Distrustfull  relations between judges and administrative authorities. Due to the 'forceful separation', 
mutuall  gearing between the judges and the hierarchical authorities governing the support staff has not come 
about,, leaving the judges with the feeling to have lost a good arrangement that is replaced by an inferior one. As 
aa consequence of several incidents that have taken place, the relationship between the judges and 'the general 
manager'ss lot' is clouded by distrust and attribution of a lack of willingness to cooperate. Levels of interaction 
aree down to near zero, both parties withdrawing, waiting for the other party to take initiative. 

Thee judges explain that in the incidents two values they hold are violated time and again. First, their norms^pn 
mannerss and coordination through mutual gearing and, second, the quality of the administration of justice that 
mustt be served by every organizational decision made. About manners it is said that 'the hierarchical lot', in 
demarcatingg their territory of authority tell them in a blunt way that they have nothing to decide any more on 
thee organization of the support staff: "That is a general attitude of the manager and his staff, they begin with a 
statementt of competence. I decide and you don't, if you want to say something about it you are welcome, I will 
listenn to you, but I am the one who decides and no one else". This attitude is also thought of to stir 'lightly 
aversive'' and parrysome emotions amongst the support staff towards judges. 

Somee members of the community of judges are said to feed these emotions by calling upon the independent 
positionn of judges in and out of season, not reckoning with others, for instance by planning sessions outside 
workingg hours of clerks. Again, they feel that it is not just to treat a group based on bad behavior of a few. Most 
judgess are willing to deliberate, but this willingness seems to be rather one-sided: "No one seems to bother to 
askk us things, there are a lot of decisions taken over our heads". But also decisions that are taken with the 
consentt of the judges are not always implemented as agreed. Interpretations of an agreement can shift to a point 
wheree the judges feel the agreement is broken, due to discretion appropriated by the bureaucrats. 

Proposals,, made by the judges to the 'hierarchical lot', like a proposal to ease the work load of the support 
stafff  by appointing temporary clerks on a honorary basis, are not followed upon without a proper justification. 
Besidess that, it is very unclear where in the 'jungle of meetings' such a decision is made. 'The general manager 
andd his lot' is typified as an 'anonymous bureaucratic power.' For the judges, concentrating daily on verdicts 
andd their justification, and feeling personally accountable for them, this is an improper way of doing. 

Manyy of the complaints about organizational measures that do not further the quality of the administration of 
justicee are about the services of the newly formed departments of personnel, finance, information technology 
andd facilities. Since most employees in these departments come from other places in the organization, there is a 
generall  comprehension that they are not yet fully qualified for their new jobs and that mistakes are made in such 
aa situation. The main complaint is, however, about the lack of a client-centered attitude of these departments 
towardss the units. The information, provisions and services that they are responsible for is delivered only after a 
longg period of requests and trouble shooting. When things go wrong, like failures to arrange tenure for support 
stafff  employees in time, delays of salary payments, or failures to arrange insurance for temporary employees, to 
namee a few heavy ones, several judges feel responsible for soothing the emotions in their units. When they try to 
sortt things out with the managers of the departments, they are called meddlesome in affairs that are out off  their 
jurisdiction.. Seemingly supported by the general manager, these new-made managers react in a peculiar way 
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whenn mistakes are pointed out to them: "They always have an excuse for their doings, never take the blame, or 
theyy minimize the mistake into something not worth getting upset about. Especially in matters of tenure, salary 
orr insurance this attitude is most repulsive." 

Somee judges explain part of the problem as a consequence of the unclear position of the staff departments and 
aa lack of coordination devises with the line managers. The general manager should take initiative in clearing 
mutuall  expectations amongst the managers that are subordinated to his authority. 

Thee role of the Local Board. In the new decentralized structure the Local Board is, in general terms, 
responsiblee for furthering the administration of justice and, more specific, for the fulfillment of the contracts 
madee with the Ministry of Justice in the yearly planning and control meetings. The judges are represented by 
theirr President, who is their 'primus inter pares'. Since the judges are the only group that is not represented in 
thee Board based on hierarchy, an agreement is made that the meeting of judges is consulted beforehand on 
matterss that are on the agenda of the Board. Due to short time spans between agenda's for Board meetings, send 
outt by the general manager, and deadlines from the Ministry, decisions are sometimes made without consulting 
thee judges beforehand. The president's tendency to decide for the judges 'to free them from time-consuming 
meetings'' is, in the view of the judges, worked upon strategically by the general manager to gain power over the 
courtt at the expense of their own control. 

Sincee following proper procedures is valued highly as landmark of quality in their own work, the violation of 
proceduress by the Board is taken up highly. This aversion is strengthened by the outcomes of these shortcuts 
thatt are experienced as unfavorable to the court, such as diminishing the court' support staff with two full-time 
equivalents.. These aversions amount to the level of moral outrage when afterwards these decisions are not 
properlyy legitimated by the general manager, or when he reacts formally to complaints of the judges, for 
instancee by stating that "I t is an internal affair of the court how you make decisions". As a judge puts it: "His 
commonn sense can tell him that the damage on internal relations done by these shortcuts is far greater that the 
damagee of a small delay in decision making to give the President a chance to hear us about a matter". The judges 
judgess feel that they do not have the direct power to prevent the Local Board from taking these shortcuts. The 
onlyy thing they can do is show their collective outrage if in their eyes a borderline is crossed. They have 
renouncedd their trust in the President twice in the past two years. Their trust in the Local Board is very low too. 

Thee Administrativ e Authoritie s 

Thee administrative authorities, that is the general manager, the court's middle manager and the managers of 
thee staff departments, are appointed to new functions, created within the changed structure. Apart from the daily 
managementt of their teams, they are, as members of the general management team (GMT), responsible for 
designingg or implementing administrative processes that enhance the organization's efficiency and effectiveness. 
Theyy feel that several factors constrain an optimal fulfillment of their tasks: (1) Many demands made by the 
Ministry;; (2) distrustful relations between groups in the organization; (3) the independent position of the judges; 
(4)) the functioning of the management team. 

AA 'shower of demands and deadlines'. Despite the formal decentralization of authority, the Ministry's 
influencee is still felt strongly in the day-to-day work of the GMT members. The organization has to cooperate in 
manyy projects that are initiated by the Ministry to gather experiences and information from all regional courts, in 
orderr to formulate advises on best practices. Due to a lack of coordination within the Ministry, the demands for 
informationn and actions are manifold and partly overlapping, creating a 'shower of demands and deadlines' that 
ratherr disturbs than sustains their daily work. 

Independentt  position of the judges. The administrative authorities feel that their work would be a lot easier 
iff  all members of the organization could be governed hierarchically. Since the judges' cooperation is often 
neededd to make procedures work effectively, or to gather information for projects, the lack of grip on the judges 
iss felt as a hindrance to their work. They complain about the (costly) time they loose because of this, since each 
judgee must be convinced by them that a change is for the better before he or she conforms to it. If only there 
wouldd be someone around with the power to make the judges comply, deadlines and demands made on them to 
improvee effectiveness could be met so much easier. Some of them also feel that this would be the right thing, to 
do,, since hierarchical governance is needed to keep people from wandering deviant paths. 

Relationss between groups. The administrative authorities describe the internal relations in terms of lack of 
openness,, low levels of cooperation, distrust, problems that are passed on to others, and blaming others in the 
'rumorr circuit'. These problems are attributed to an unclear allocation of power and responsibilities throughout 
thee organization, between line and staff, between unit managers and their superiors, between judges and line 
managers.. They feel that they are unjustly blamed for most of the things that go wrong in the organization and 
thatt their hard work is hardly appreciated by the judges and the support staff. 
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Thee functioning of the management team. The general management team is presided by the general 
manager.. In this team, decisions are made on all matters that concern the support staff of the units. Members of 
thee GMT say that not enough progress is made in team building and policy formation. Meetings go on for hours 
andd decisions are often made ad-hoc because of time pressure. Decisions made not seldom have to be redressed, 
becausee they are contested by unit managers, by members of the support staff, or by the judges, based on 
argumentss of arbitrariness or poor quality. These objections often come as unwelcome surprises, that make it 
hardd for the GMT to surmount 'muddling through'. They attribute them to misplaced distrust in their actions and 
motives. . 

Thee Support Staff and the Unit Managers 

Thee clerks of the units of the 'old' court would not have much aversion to the changes in the structure if these 
hadd worked out as intended. The appointment of colleagues as unit managers, who can represent them in 
negotiationss with the judges and protect them against too authoritarian judges, could have been a change for the 
betterr if the cooperation with the judges had come about. The cantonal courts and the unit of administrative law, 
wheree hardly any aversions against relations within the units are found, prove them right. The main aversions 
aree to: (1) The dual system of authority; (2) ambiguity and arbitrariness of governance; (3) competition between 
units;; (4) distrustful internal relations. 

Duall  authority . Since the clerks get instructions about their work from two parties that distrust each other, 
theyy feel that they are in the firing line of a battle, fought over their heads by the judges and the hierarchical 
authorities.. In situations where judges do not comply with measures taken in the hierarchical chain of 
commands,, the clerks are confronted with contradictory demands on their actions and their loyalty. Since the 
battlee is undecided yet, it is hard to predict in which party loyalty is best invested, leading to feelings of 
uncertaintyy and aversions to both parties for putting them in this position. The unit managers often feel that they 
havee to buffer between the clerks and judges in their unit and their superiors, that want them to execute their 
measures.. They react to this pressure in different ways, but they share the strategy of refraining from exerting 
tooo much pressure on people in order to keep relations workable. 

Ambiguityy and arbitrariness of governance. Among the clerks aversions abound to a lack of clear policy 
formationn and decision making in the GMT. Especially decisions taken about the allocation of promotions, 
salaryy raises, bonuses and sanctions stir feelings of arbitrariness and inequity, since these are not justified by 
clearr policy. Even the hierarchical level on which these decisions are taken is often in a fog. In general, a 'clear 
sensee of where to go' is missing, due to ad-hoc decisions, unjustified decisions and decisions that are withdrawn, 
becausee of contestations. 

Competitionn between units. Like the judges, the clerks feel that their group is broken up by the unit 
structure.. They resent the rising competition among the units because it disturbs good working relations and 
mutuall  help in relieving high work loads on a temporary base. . 

Distrustfull  relations. Although the clerks feel that the uncertainty they experience is partly a result of the 
distrustfull  relations between the administrative authorities and the judges, the relationship with the judges is 
'lightlyy disturbed', but not distrustful. In contrast, the clerks hold against the 'general manager and his lot' that 
theyy cannot be trusted to act in a rightful and just way. The extended rumor circuit, in which individuals and 
groupss are blamed for things that go wrong, and individuals even get 'burned down', adds to their feelings of 
unease. . 

Analysiss of the Data 

Whenn the problems of the three groups are compared, it becomes obvious that they all feel caught in cross-
pressuress from different sources. They blame other groups for their pressure-creating behavior, but they create 
pressuress for others by their own behavior as well. The general complaint about low levels of cooperation is in 
harshh contrast to the positive valuation of cooperation shown in the survey. 90.9 % Of the judges, 100 % of the 
employeess of the staff departments and 96 % of the clerks state that working with cooperative others is 'very 
important'' or 'of the utmost importance.' The value of cooperation is also reflected in the scores on Hofstede's 
values,, as shown below. 
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Tablee 1: Scores of Hofstede's values 

Powerr distance 
Uncertaintyy avoidance 
Individualism m 
Masculinity y 

40 0 
-19 9 
28 8 
-109 9 

Judgess Clerks General manager and 
stafff  departments 

300 35 
366 40 
155 4 

-877 9 

Thee moderate scores on power distance and the moderate, in case of the judges very low, scores on uncertainty 
avoidancee can be interpreted as a shared preference for an implicitly structured organization. In such a structure, 
neitherr governance by people nor governance by way of rules and procedures are strong or dominant, and most 
matterss are dealt with by negotiation between individuals and groups. The low scores on individualism and the 
loww to extremely low scores on masculinity indicate that moral commitment to the organization dominates 
commitmentt based on calculation. And a shared preference for cooperation between groups, for commitment to 
collectivee goals in exchange for a climate of care for employees and for good work relationships. In such a 
culture,, collective success is a strong incentive for commitment to organizational goals. 

Thee question is why the groups, contrary to their preferences, hardly show any cooperation in solving the 
problemss they encounter between them after the change in the structure. Answers to this question wil l be sought 
att the three levels distinguished, looking for factors that constrain productive behavior, and for relations between 
thesee factors within and between levels. 

Workk Group Level 

Changess in the structure of an organization bring about changes in what is expected from organizational 
members.. They have to let go of vested practices and preferences for ways of doing things to be able to conform 
too the expectations that flow from the new structure. The attainment of the goals, pursued with the change is 
contingentt upon two main factors: Whether the design of the new structure is fit  to reach these goals and 
whetherr organizational members can be persuaded to comply to the new demands made on them. Especially in 
casess where cultural preferences for the former structure are strongly vested, a change in culture is needed to 
developp preferences for the new structure that enable compliant behavior. Comparative studies of cases within 
thee project (Wiezer 1992; Fokkinga 1993; Legrand 1994; Bijlsma-Frankema 1997,1999a) revealed three main 
factorss influencing compliance: How the change in structure is valued, how cultural change is managed, and 
success/failuree expectations and experiences. 

Valuationss of the change showed to be dependent on the relationship between the change and the relevance 
structuree of the culture, and on the balance of exchange experienced in the new situation. If the change affects 
practices,, based on core values, the chance of compliance is highly correlated with a positive evaluation of the 
change.. A change that is considered to bring a better fit  to the core values will be welcomed, a change that is 
seenn as diminishing this fit  wil l stir strong aversions. Changes that do not affect core values will give raise to less 
aversions,, even if they are considered changes for the worse. Aversions are potential triggers of non-conformist 
behavior,, as argued elsewhere (Bijlsma-Frankema 1997a), but whether these triggers are released is dependent 
uponn the balance of exchange experienced. If aversions are compensated by individual rewards for conformist 
behavior,, and/or by collective rewards such as collective success experiences, there is a high chance of 
conformistt behavior. If aversions to certain conditions come to dominate the expectation of positive results, 
leadingg to negative exchange experiences, it can be expected that organizational members wil l try to control 
thesee negative feelings by non-conformist coping-strategies, such as: Ritualism, retreatism (Merton, 1957), or 
thee formation of self-enacted groups with anti-organization norms. The commitment to the organization 
decreases,, and the organizational structure is not a good predictor of the behavior of people any more, as a 
consequencee of which mutual gearing of activities is disturbed. This disturbance will be even stronger if the 
exchangee is unclear in the perspectives of agents, either because the conditions do not make clear what kind of 
behaviorr is expected from them, or because the possible results of conformist behavior are unclear, or both. In 
mostt cases, exchanges that are experienced as unclear cause strong aversions. Feelings of uncertainty arise, 
whichh cannot be controlled simply by conformist strategies. In such circumstances the chance of temporary 
retreatismm or even fatalism (Douglas, 1982) increases. 
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Positivee valuations of the new structure and compliance can be enhanced by management in several ways. If 
organizationall  members are persuaded to see the change as legitimate, compliance is furthered. If managers with 
authorityy convincingly explain why the old way of doing things is not sufficient any more to continue the success 
experiencee that brought a sense of pride and self-respect in the past, and why they think the change will bring 
successs in the future, a de-coupling of ways of doing and expected success is set in motion, a first step in the process 
off  de-freezing the culture (Schein, 1989). Besides presenting discomforting data, a powerful means in promoting 
culturall  change is stressing continuity, by pointing at the elements of the old way of doing things that are keenly 
preservedd because these are valued as competing core competencies (Hamel & Prahalad, 1994). These values can 
servee as a bridge between the old and the new structure, because they preserve pride and self-respect throughout the 
changee process (Schein, 1989). A vision on the future and clear and specific success expectations is another success 
factorr in the legitimization phase. 

Feelingss of uncertainly, that tend to accompany change (Gikey 1991), can be canalized by deriving clear goals for 
groupss that can be attained in a foreseeable span of time, and by clear expectations as to the behavior of 
organizationall  members. Unclear expectations almost invariably raise aversions to the change. Managers can 
strengthenn a clear sense of what to do by showing the expected behavior as an example for others. 

Ass long as collective success with the new structure is not visible, monitoring and equity in the treatment of 
organizationall  members enhance the commitment of people to the new goals (Hechter 1990; Wilkins and Ouchi 
1983).. Monitoring creates the no way out stressed by Schein (1985) as a positive condition for change, and it 
enhancess group solidarity . If non-complying behavior is neglected, the sense of equity, a strong incentive to adapt, 
tendss to get lost (Hechter, 1990; Bijlsma-Frankema, 1995, 1999a). According to Schein, no way out must go hand 
inn hand with the feeling of psychological safety, the latter also stressed by Gilkey (1991). If organizational members 
feell  safe to try out the new way of doing things without fear of punishment or loss of position, they will be more 
willin gg to rethink their former preferences. A powerful way of sustaining this feeling of safety is the absorption of 
otherr kinds of uncertainty by management. If this is not the case, for instance when there is still a lot of uncertainty 
aroundd about future positions, the change program can fail as a result (Wiezer, 1992; Fokkinga, 1993; Bijlsma-
Frankema,, 1995, 1997a). 

Inn every phase of the change process, feedback about goal realization serves as an important means to further the 
fitfit  between the culture and the new structure. Experiences of collective success have been found to be very strong 
incentivess to change preferences, which is also stressed by Gagliardi (1986). If collective success is experienced, the 
neww culture will become a source of pride, self-respect and safety (Schein, 1989). The success validates the new 
solutionss to problems proposed by management, furthering trust in management as leaders, which in turn enhances 
thee propensity to take the new structure for granted (Creed and Miles, 1996). Besides, the success facilitates the 
cognitivee transformation of these solutions to basic-assumptions guiding behavior (Schein, 1985; Gagliardi, 1986). 
Whenn success is partial, commitment to the change is mostly preserved if management initiates an organizational 
learningg process wherein organizational members participate to find repair strategies that promise a better 
performance.. When success is not arrived at and no repair strategies are proposed, the chance grows that the new 
structuree is experienced as a failure, and that people blame management for luring them in such a discomforting 
situation.. In these cases, the organization can easily end up in a vicious cycle of diminishing coherence and trust, 
resultingg in growing productivity losses (Gagliardi, 1986). 

Workk Group Level: Case 

Thee case material illustrates most of the insights gathered in earlier case studies. The judges value the new 
structuree in a negative way, especially the conditions related to the distribution of status and power, to horizontal 
coordination,, to planning and to reward and sanctions. In all these areas their experiences that conditions have 
worsenedd have stirred strong aversions, a first indication that relevant elements of their culture are threatened by the 
change.. And, indeed, core values of their professional culture are threatened, such as the quality of work they strive 
after,, their preference of collegial ways of decision making, and mutual gearing of activities as a principle of 
coordination.. They relate their loss of power over the support staff both to a loss of grip on the quality of their work 
andd to the loss of the mutual gearing mode of coordination with the support staff that they valued in the past. The 
introductionn of case loads per judge means that new conditions of planning and reward and sanctions are 
introduced,, that are not only seen as potentially threatening the quality of their work, but as evoking competition 
betweenn units as well, which is in conflict with the core value of collegiality. The strong aversions to the new 
structuree are not balanced by positive outcomes expected from the way the new structure is enacted in the present 
situation.. The threat that they may be 'punished' in the future for putting quality over quantity adds to the negative 
exchangee experienced. 

Ass to the management of the change process, it can be said that the legitimization of the changes has not been 
convincingg in the eyes of the judges. Their strongest aversions, however, are directed against a lack of learning from 
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experiencess with the structure in order to make it work. They are not asked by the administrative authorities to think 
along,, and if they give feedback on failures uninvited, they are called meddlesome in affairs that are none of their 
business.. Besides doing their job as always, the strategies they employ to deal with their aversions range from 
individuall  retreat from 'battle zones', non-compliance to 'sense-less' administrative measures, to raising their voice 
collectivelyy to persuade the president to intervene in matters that are seen as harmful to the quality of administration 
off  justice. Successful interventions, as in the case of a good clerk's dismissal that was overruled, strengthen their 
feelingss that the 'hard separation' between the judges and the administrative authorities is hindering good outcomes 
too come about. 

Forr the clerks, the new structure has brought about changes in the conditions related to the power and status 
distribution,, to horizontal coordination and to reward and sanctions. As the judges, they feel that conditions have 
worsenedd after the change. The lack of clear policy formation by the management team and being governed by two 
groupss of authority-bearers that are in a state of conflict, results in a mode of governance that is experienced as 
bringingg more ambiguities and arbitrariness than they can bear. They blame the judges and the administrative 
authoritiess for not uniting in establishing clear conditions, but while they are somewhat irritated towards the judges, 
theyy do not distrust them, because the judges do not create ambiguity or arbitrariness in their expert role. The 
administrativee authorities are blamed and, as a result, distrusted. Both ambiguities in conditions and arbitrariness in 
rewardd and sanctions threaten core values in the culture of the support staff. Their moderate score on power distance 
meanss that power should be legitimate and subject to judgements of good or evil. Power, based on rewards, on rules 
orr on expertise, is preferred over power, based on coercion or charisma (Hofstede, 1980, 94). The judges' power is 
seenn as legitimate, because it is based on expertise and it is exercised in a participatory way. The power, exercised 
byy the hierarchical superiors, that is meant to be based on expertise in management, is felt as less legitimate because 
itt lacks a base of stability and equity that is expected from 'good management'. Their moderate UAI score, means 
thatt they do not 'blindly' accept rules and decisions made by superiors, but expect that these are just and reliable in 
guidingg actions. The exchange offered by the organization is perceived as having to deal with too much ambiguities 
thatt are not compensated by equity at the reward-side, nor by expectations of positive outcomes in the near future. 

Ass to management of the change process, the support staff mainly misses clear goals and expectations, 
psychologicall  safety brought about by clarity and equity, and the administrative authorities' willingness to learn 
fromfrom the feedback on failures they bring forward. The strategies they employ to deal with the situation can be 
typifiedd as a mix of ritualism, withdrawal within small groups of trusted others, and questioning the decisions made 
byy their superiors, in case of distrust of their motives. The latter strategy is employed by some, while others prefer 
nott to speak up, in fear of damage to their careers. 

Thee main aversion of the administrative authorities to the new structure is to the conditions related to the power 
andd status distribution, to planning and to reward and sanctions. These sets of conditions are also seen as hardly 
compatible.. The demands by the Ministry imply that rewards for their performance in the new structure will be 
contingentt upon their capacity to make the judges and the clerks comply to the demands of the structure, to 
projects,, to time-limits and deadlines. Their main aversion to the structure is that it is not tight enough to bring about 
thiss compliance, that it offers to many 'ways out' for others, thus hindering their own goal-realization and 
subsequentt rewards to come about. This aversion is threatening a core value in their 'bureaucratic' culture, which is 
thatt hierarchical authority is an essential principle of governance. As the support staff, their moderate PDI score 
meanss that power, based on rewards, on rules or on expertise, is preferred over power, based on coercion or 
charismaa (Hofstede, 1980, 94). Contrary to the support staff, they value their own expertise in management highly, 
ass their capacity to issue rules and to allocate rewards, but they feel hindered in enacting these capacities because of 
aa lack of power and authority. As to the management of the change process, they feel that the new structure is 
legitimate,, that the goals and expectations are clear, but that monitoring and no way out are not realized as intended. 
Iff  only the judges had a hierarchical superior that could make them comply, if only the unit managers would make 
theirr subordinates comply without questioning decisions all the time, a lot of problems could be solved more 
effectively.. Their strategies are based on their preference for reinforcing the hierarchy in the organization. They 
demarcatee their power domain toward the judges and try to exert indirect influence on them by directives to the unit 
managers,, who are also pressed to exert their hierarchical authority towards subordinates in a firm way. Since these 
strategiess do not result in compliance, their perspective on the exchange is rather negative: A lack of appreciation 
andd littl e success as 'reward' for dealing with a lot of constraints. 

Interna ll  Relations Level: Dynamics of Distrust 

Itt can be inferred from the PDI and UAI scores that the three groups share a preference for an organization that 
iss held together by negotiation, a network form of organizing. Creed and Miles (1996) argue that the functioning 
off  a network form is dependent on a high level of trust. Since this demand is not met in this organization, the 
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questionn can be asked of how the distrust could develop that constrains the groups to cooperate in realizing their 
preferredd mode of organizing? 

Creedd and Miles (1996) conceive of trust as a function of three variables (1) embedded predisposition to trust, 
(2)) characteristic similarity; and (3) experiences of reciprocity. Broad societal norms and organizational 
governancee systems bring about an embedded predisposition to trust. Given societal norms, organizational 
governancee systems that are based on managerial philosophies can bring about varying degrees of embedded 
trust,, of sharing norms and expectations, and of reciprocity (Gouldner 1960). The higher the level of trust, the 
strongerr the acceptance of the social order by members of an organization: "Trust is both the specific 
expectationn that another's actions will be beneficial rather than detrimental and the generalized ability to take for 
granted,, to take under trust a vast array of features of the social order" (Creed and Miles 1996, 17). 

Sincee embeddedness will be discussed at the next level, let's examine characteristic similarities and 
experiencess of reciprocity. A finding across the cases in the project is that experiences of unfavorable exchanges 
aree more directly associated with arising feelings of distrust than a lack of sharing norms and expectations, but 
thatt distrust, once it is triggered, sharpens experiences of dissimilarity between groups. Most of the time, 
experiencedd similarities, experiences of reciprocity and mutual trust are found together, as are experienced 
dissimilarities,, a felt lack of reciprocity and mutual distrust. In explaining these findings, the theory of March 
andd Olsen (1975) proved to be very helpful. According to this theory, in which development of trust or distrust 
iss related to social integration, the intensity and quality of interaction, in other words positive exchange 
experiences,, are both a consequence of trust and a facilitating condition for sharing seeing and liking, which 
enhancess trust. 

Unlikee most authors on trust, March and Olsen take into account the notion of the relevance of events in the 
eyess of the people concerned. They state that people will come to trust those who are perceived to bring about 
desirablee events, or to prevent undesirable events, in relevant areas. If people trust others, they seek interaction 
withh them, tend to like what they like and see what they see, to share definitions of relevance, thus furthering 
integrationn between them. Distrust creates dissension between people, since, if others are distrusted, people will 
tendd to dislike what they like, tend not to share their definitions of relevance and, to the degree that the structure 
permitss them, tend to avoid interaction with them. In the process of developing trust or distrust, beneficial events 
willl  tend to be attributed to the trusted, detrimental events to those who are distrusted. Trust begets trust, while 
distrustt begets distrust. Both are developed in a cyclical process, in which perceptions of others are as much 
antecedentss as consequences of trust or distrust. Even the matter of defining relevance is not independent of 
trust,, once the process has developed. 

Internall  Relations Level: Case 

Iff  this dynamic view is applied to the data, it is clear that the distrust between the administrative authorities on 
thee one hand, and the judges and support staff on the other hand, is related to events they bring about in each 
other'ss relevant areas that are experienced as detrimental. The strategies that the groups employ at the work 
groupp level in dealing with these events seem to have a three-fold effect on the distrustful relations between 
them.. First, in each group strategies directed at avoidance of interaction with the distrusted others are found. 
Judgess that retreat from 'battle zones', that close group boundaries in using their voice, clerks that withdraw in 
smalll  groups of trusted others, that hide their opinions from their superiors, administrative authorities that enact 
aa forceful separation of their power domain, that try to influence judges in indirect ways. Second, there are 
strategiess that, intended or not, bring differences to the fore in seeing, liking, and relevance between groups. 
Judgess that do not comply with 'sense-less' measures show not to share ideas about the relevance of these 
measuress with the administrative authorities, clerks that keep questioning decisions show differences in seeing 
andd liking with them, and by avoiding consultation of the judges on organizational matters the administrative 
authoritiess distance themselves from the judges1 views, relevance's and preferences. In this way, differences in 
valuess are accentuated, at the cost of the notion of shared values and common goals. 

Third,, since the strategies of each group reflect the core values of the group and at the same time threaten the 
coree values of the opponent, notions of value-incongruence arise that, according to Sitkin and Stickel (1996) fuel 
distrustt even more. The administrative authorities' core value of hierarchical governance is threatened by boss-
lesss judges that, as a group, succeed in overthrowing their hierarchical power once in a while. The 'bureaucratic' 
reactionss of the clerks disempower their chain of command to a certain extent. In turn, they show little respect 
forr the judges' collegial code of decision making and they create more ambiguity and arbitrariness than the 
clerkss can bear. The rumor circuit offers ample opportunities for the attribution of detrimental events to 
distrustedd others, which fuels the distrust even more. 
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Sincee the distrust leads to 'us' avoiding interaction with 'them', each group is driven into culture-based 
defensivee routines (Argyris 1983), in repetition of types of behavior which are no longer adequate to solve the 
problemss at hand. These routines only harden the cultural barriers to seek interaction with the others in order to 
cooperatee in problem-solving. 

Organizationn and Environment Level 

Inn this paragraph, attention is paid to how the organization's relation to her environment - and changes in that 
relationn - influence relations between subgroups and experiences at the work group level. The data of other case 
studiess in the research project indicate that, besides designing the final details of the structure, critical tasks of 
thee local Board are management of cultural change and setting a sufficient level of embedded trust. 

Scheinn (1989) and Gagliardi (1986) both emphasize the inter-relatedness of external adaptation and internal 
integrationn in organizations. The basic idea is that external adaptation cannot be successful without a minimum 
amountt of internal integration, while internal integration can hardly be maintained in situations of failing 
externall  adaptation. Two factors, influencing relations between subgroups can be inferred from the work of 
Gagliardi(1986),, which is founded in Schein's (1989) theory: 
•• Collective success in external adaptation binds, collective failure mostly works as a divisive force. 
•• Leadership is a critical success factor, especially in situations of lack of success in external adaptation. If 

leaderss are united and they can propose workable solutions for new problems, their actions mostly work as a 
bindingg force. If one of these two conditions is not fulfilled, their actions tend to work divisive. 

Gagliardii argues that when an organization is founded, the assumptions of the leader about how to organize 
thee work in order to arrive at a successful enterprise will be imposed upon employees, who do not need to share 
thesee assumptions. Monitoring of employees is needed as a device of governance to secure that they do what is 
expected.. If, however, the mode of organizing brings about external success, a shift from control by superiors to 
self-controll can come about, founded in emerging positive valuations. If the success is repeated often enough, 
peoplee will act as expected because of this 'reward', they become committed to the mode of organizing and their 
partt in it. Collective success thus brings about a 'virtuous cycle' of increasing preferences for ways to solve the 
problemss faced by the organization and acting in accord with them. In situations like this, culture and structure 
cann be said to be in harmony. 

Iff the environment changes, new problems may arise that the culture cannot deal with, because the repertoire 
off solutions is not fit to solve them adequately. In such situations, the cultural repertoire must change in order to 
arrivee at a new fit between environmental conditions and the external strategy. According to Gagliardi (1986), it 
iss the leaders' task to propose new solutions and to manage the cultural change that is needed to make these 
solutionss valued among solutions that are still considered valid. If management succeeds in this, a new virtuous 
cyclee can develop. If leaders fail to do so, the organization can end up in a 'vicious cycle' that works divisive. 
Groupss tend to blame each other for the lack of success. 

Ass was argued before, management of cultural change is about persuading organizational members to comply 
too the demands, made on them in the new structure. Management can further compliance by legitimization of the 
change,, by setting clear goals and clear expectations, by monitoring the actions of employees, by creating 
psychologicall safety, by feedback on goal-realization, and by initiating a joint learning process in areas of sub-
optimall performance. 
AA more recent insight gathered in the project is that change processes are constrained if the level of embedded 
trust,, in Creed and Miles (1996)'s terms, is low (Bijlsma-Frankema 1997b, 1998, 1999b). The findings in these 
casess show that distrust can create serious learning blocks. They also confirm notions found in literature that 
distrustt reduces cooperative efforts of all kinds, and affects morale and commitment in a negative way (Lorenz 
1988;; Etzioni 1988; Miles and Snow 1994). Since change is not only about individual (un)learning, but also 
aboutt learning in cooperation with others, a certain level of trust is needed for realizing the goals, set with the 
changee in structure. Creed and Miles (1996) argue that it is the task of management to set a level of embedded 
trustt in the organization that is high enough to work as a lubricant in daily exchanges between individuals and 
groups,, by three general means. First, setting an example for others by behaving in a trusting way. Second, by 
investingg in structural and cultural means that reduce characteristic dissimilarities and/or that increase positive 
exchangee experiences. Third, by showing a genuine concern for the well-being of employees and treating them 
inn an equitable way. 

Thee specific means to further trust that are mentioned by Creed & Miles greatly overlap with the success 
factorss of cultural change found in the project: Joint goal-setting, information sharing, clarification of goals, 
consultativee mechanisms for joint problem-solving, team building and designing equitable reward and control 
systems,, that display trust. 
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Organizationn and Environment Level: Case 

Thee case shows that, given the external pressure exerted by the Ministry, the level of internal integration, 
neededd for a change towards successful external adaptation, has not come about. The locat Board has not been 
actingg as a team of leaders, proposing workable solutions for new problems that had to be dealt with in the 
restructuringg process. They have not engaged in joint policy formation, joint goal-setting, management of 
culturall  change, or other means of internal integration. A main reason for this is that the formal task description 
off  the Board, as designed by the Ministry, did not encompass joint leadership, apart from their responsibility for 
thee yearly planning and control agreements with the Ministry and allocation of resources within the 
organization.. As good lawyers, the Board members feel that overstepping their formal tasks would be 
unjustified.. Instead of uniting in leadership, they work side by side most of the time, each with different tasks 
andd responsibilities within the organization. 

Theirr enactment of this task perception has contributed to problems of cultural adaptation, to problems of 
internall  integration and, as a result, to problems of management. At the work group level, aversions to the 
changee could easily arise, because hardly any means to manage them has been employed. The change in 
structuree has not been legitimated well enough to convince the judges. Yet, no extra effort has been made by the 
Boardd to take this constraint away, for instance by engaging in a dialogue with them. A clear vision on the future 
andd success expectations are missing, according to most interviewed. The abstract goals of 'effectiveness' and 
'efficiency'' have not been 'translated' into clear goals and clear expectations, thus eroding the base of 
monitoringg as a means to arrive at equity. Because of a lack of policy formation and equitable treatment, a lack 
off  psychological safety is experienced, especially by the support staff. And, an important means to mend ways in 
retrospect,, a joint learning process in problem areas, based on feedback, has not been used. 

Att the level of internal integration, a consequence of the task perception of the Board has been that new, 
pressingg problems, like how to relate the expert authority of the judges and hierarchical authority in a productive 
way,, have been left to the good wil l of those concerned. Distrust could develop between groups, because 
culture-basedd aversions of the one group have led to culture-based strategies that threaten the core values of the 
otherr group. Within the low level of embedded trust, hardly any counteractive mechanism could develop to keep 
thee divisive impact of distrust within bounds. The underemployment of means to manage cultural change, also 
meanss that many opportunities to embed trust in the organization have been missed. If the Board had set an 
examplee by uniting in policy formation, had created opportunities for the different groups to engage in dialogue, 
inn joint goal-setting and in mutual learning, conditions would have been created to prevent the organization to 
endd up in a vicious cycle of dissension and distrust. 

Conclusion::  Vicious Cycles 

Inn this paper, a three-level model was used to address the following question: Why do the groups, contrary to 
theirtheir preferences, hardly show any cooperation in solving the problems they encounter between them after the 
changechange in the structure? 

Thee use of a three-level model was based on the idea that in this way a richer understanding of what goes on in 
ann organization after a change in structure can be arrived at than by confinement to one level of analysis, like in 
mostt studies of professional/organization relations. The findings of this case study sustain the general insight of 
thesee studies that the cultures of professionals and 'bureaucrats' are prone to clash. But, the findings also show 
thatt this clash-proneness is only a small part of the story. In this court, cultural differences could grow into 
aversive,, distrustful relations because of a context of lacking integration initiatives and devices. Three vicious 
cycless seem to have developed along two lines, as is pictured in figure 1. To the left, factors like the lack of 
unityy of leadership and low levels of shared interests are shown, that have contributed to the cycle of distrust 
betweenn groups, that is pictured at the bottom. 
Thiss cycle seems to have brought another one in motion, a cycle of increasing disintegration, in which a growing 
amountt of problems and conflicts remain unsolved as a consequence of distrust-based interaction avoidance, 
whilee the attribution of these unpleasant events to distrusted others fuels distrust even more, leading to further 
disintegration. . 
Anotherr chain of events seems to flow from the lack of initiatives regarding joint policy formation by the Board, 
thee only team where all parties are represented. Without the back-up of policy, agreed upon by all parties, the 
GMTT mostly decides on an ad-hoc base. Since the unit managers do not get a 'clear sense of where to go' from 
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above,, they cannot give their subordinates a clear sense of direction in solving short-term and longer-term 
problems,, a circumstance that not only erodes their capability to solve problems, but their authority as well. 
Thee two lines seem to meet in a third cycle of diminished trust in the unit managers and their superiors. On the 
onee hand, the managers are confronted with a growing amount of problems and conflicts in which they are 
expectedd to arbitrate, while on the other hand their problem-solving capacity is eroded due to a lack of clear 
policy.. Since problems are experienced as unpleasant events, that managers should solve, trust in managers 
declines.. Since this decline in trust constrains subordinates to seek interaction with managers and to 
communicatee about problems in an open way, distrust works as a multiplier in widening the gap between the 
problem-solvingg capacities of managers and the amount of problems at hand. 
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Managers,, involved in acquisition processes, are a rich source of knowledge of 
successs and failure factors of these organizational melting processes. Their 
knowledgee has the quality of an experience-based, empirically tested validity, 
whilee at the same time their rationality is bounded per definition. Our research 
wass directed at tapping this rich source of information by empirical research. We 
studiedd the perspectives of nine managers of a Dutch multinational engineering 
companyy by interviewing them about the success and failure of acquisition pro-
cessess they had been involved in in the past five years. The project was initiated 
byy a request of the company to examine "why so many culture-related problems 
arisee time and again in newly-acquired firms, preventing the level of synergy 
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aimedd at to come about, and how cultural factors can be controlled more ade-
quately""  (Prins & Weber. 1997, p. 9). 

Whenn referring to their experiences, the managers mainly talked about failures 
andd how to avoid these in the future. Since the company was unwilling to disclose 
aa failure rate, estimates of the managers had to be relied upon. The estimates range 
fromm "not better than the global figures, two out of three fail" to "I do not know of 
onee successful acquisition." Success is invariably defined as "remunerativeness 
off  money invested." Given the restricted format of this chapter, we focus mainly 
onn what was said about the success or failure factors of post-acquisition pro-
cesses.. This does not mean that a sharp line could be drawn between the pre- and 
post-acquisitionn phases in the process. Some of the factors that, according to the 
managers,, affect the post-acquisition process can be traced back to the way the 
acquisitionn was handled in the first place. These factors were taken into account 
inn the analysis. The research questions were: Which factors are related to success 
andd failure of post-aquisition processes in the perspectives of these managers? 
Cann groups with different perspectives be distinguished; and, if so, is organiza-
tionall  learning affected by these differences? 

Inn the first part of this chapter, some theoretical ideas are discussed and a short 
explanationn of the cause map method is given. In the second part the results of the 
interviewss with the managers are presented. The cause map method resulted in 
threee different collective cause maps, representing "the Strategists" (two resource 
persons),, SBU-presidents (three resource persons) and HR-managers (four 
resourcee persons). If the maps are compared with literature on management of 
mergerr and acquisition processes (Bueno & Bowditch, 1989; Pritchett, 1987; 
Cartwrightt & Cooper, 1992; Lubatkin & Lane, 1996; McEntire & Bentley, 1996), 
thee HR-managers' map seems to contain richer insights into how to manage 
humann factors in acquisition processes than the other two. So, we wondered why 
theirr knowledge of "people-management" was not diffused among the Strategists 
andd the SBU-presidents as well, in an effort to learn to do better in the future. In 
thee third part of the chapter, the cause maps are analyzed and discontinuities in 
knowledgee are discussed, in order to make clear what constrains the company in 
learningg to solve some of the recurrent problems in the post-acquisition process. 

RESEARCHH SITE 

Megaa (a disguised name) is a Dutch multinational company which supplies 
high-levell  technological products and services to the industrial community. Over 
500 operating companies are grouped into several Strategic Business Units 
(SBU's).. Mega is financially successful and expanding at a steady pace. Orders 
receivedd by the Mega Group totaled over NLG 5 billion in 1997. At the end of 
19977 the number of employees was 23,000, with 12,000 employees in The Neth-
erlands.. Our resource persons, all male, mainly represent the top-management of 
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Mega:: the Board of Directors and its advisory staff (the "Strategists"), operational 
groupp management (the SBU-presidents) and HR-managers of some of the larger 
consolidatedd companies. 

Mostt of the managers started their career in Mega as engineers, and moved up 
withinn the company. The HR managers are different in this respect: they were 
trainedd in the field of human resources management. The acquired companies 
talkedd about are mainly Dutch, only a few are based abroad, in Belgium. France 
andd the United States. According to the managers, no acquisitions were hostile. 
Megaa is seen as more successful in running its business units than in acquiring and 
integratingg new firms. Now that expansion has become increasingly dependent on 
ihee fatter ability, the problem of failing acquisitions has gained relevance. 

MANAGERIALL COGNITION: A CAUSE MAP APPROACH 

Thee quality of managerial perspective depends on how well it attunes to the man-
agementt needs of the company. A key factor of success in this way of thinking is 
thee ability of the management to acquire new knowledge and unlearn former pat-
ternss of thinking if the situation changes or if the company moves in a new direc-
tionn (Argyris & Schón, 1978). 

Mentall  maps of managers, representing their information world, facilitate the 
processingg of new information and decision-making, facilitating the structuring 
andd simplification of a rich and complex information world. A mental map is a 
'usefull  simplicity," as Weick (1990) suggests. Perspectives, however, work as 
lensess too. They can blind managers so that they do not see new facts and prob-
lemss or conceive of patterns of reasoning which fit the management needs of the 
companyy better (Sapienza, 1985; Lorsch, 1985; Douglas, 1986; Miller, 1993; 
Weick,, 1995). 

Inn research on managerial cognition, over 70 different concepts are used 
denominatingg mental maps, as Walsh (1995) shows. Terms like, among many oth-
ers,, cognitive maps (Axelrod, 1976), cause maps (Bougon, Weick, & Binkhorst, 
1977),, strategic myopia (Lorsch, 1985), cognitive frameworks (Cowan, 1986), 
interpretativee schemes (Greenwood & Hinings, 1988) and managerial lenses 
(Miller,, 1993) are applied to describe the phenomenon. With Laukkanen (1996), 
thee term cause map, as introduced by Bougon, Weick, and Binkhorst (1977), is 
preferredd "because it is the phenomenological (concept base) and the causal belief 
dimensionss in subjects' thinking that are being represented, whereas some other 
aspectss of human cognitions, for example, connotative and temporal relationships 
alsoo linking subjective constructs, are not explicitly covered" (p. 39). 

Causee maps refer to directed graphs, which consist of nodes, linked by arrows. 
Thee nodes stand for the concepts, the terms subjects use to describe the phenom-
enaa they perceive in their worlds. The arrows represent their beliefs about efficacy 
(causal)) relationships among the phenomena. 
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Causee maps can be based on several sources of worded data. We used unstruc-
turedd interviews with managers, inviting them to talk about success and failure 
factorss of acquisition processes they had been involved in in the past five years. 

CONSTRUCTINGG THE MAP 

Thee first step in the analysis is to look in the fully transcribed texts for statements 
withh an A —> B character. If interviewees say that phenomenon A leads to (causes, 
influences)) phenomenon B or B is seen as an outcome of (caused by, affected by) 
A,, then A -> B is coded (Laukkanen, 1996). A next step is to catch several natural 
languagee expressions in standardized concepts. Even the cause map of one man-
agerr will be overly complex if drawn for natural concepts, since most people use 
ann array of terms that greatly overlap in meaning. After that, the cause map of 
eachh manager is drawn, based on the A -> B statements extracted from the inter-
vieww text. These individual maps showed substantial differences, especially 
betweenn resource persons from different groups, with much less differences 
withinn the groups. So, we decided to draw three collective cause maps, one for 
eachh group. 

Too arrive at a collective map, the maps of the managers are compared as to stan-
dardizedd concepts, the natural concepts they were based on and the nature of the 
relationss between the concepts. Standardized concepts are reconsidered in order to 
coverr (slightly) different meanings attached to (slightly) different concepts in an 
optimall  way. In the integration of the maps, all A -» B statements shared by all 
resourcee persons in a group, are drawn. Now and then, a relation is mentioned by 
onee or two of the resource persons in a group. These arrows are drawn only if the 
otherr interviews offer support for the way of reasoning employed. In the inter-
views,, some factors are discussed much more frequently and intensely than others, 
ann indication of relevance attached to them. A factor that surfaces as relevant in 
thee maps of all resource persons in a group is distinguished by a double lined box. 

AA last step is to redefine the standardized concepts as continuous variables 
(Teulings,(Teulings, 1996). After that, the maps are drawn, and the arrows are given a sign. 
AA positive signed arrow means: more A —> more B, a negative signed arrow 
means:: more A -»less B. Besides the search for A -> B statements, the transcrip-
tionss of the interviews are examined for equations, of the kind A = B, like: an 
acquisitionn always means a change for the people in the acquired firm. These rela-
tionss are described in a text that goes with the map. In the process of constructing 
thee maps independent ratings by at least two researchers are compared and dis-
cussedd to ensure inter-rater reliability. 

Whenn a map is drawn, the phenomena in the map can be differentiated as to 
centralityy and to inbound/outbound rate (Bougon, Weick, & Binkhorst, 1977). 
Mostt phenomena serve as A and B, influencing other phenomena and being influ-
encedd by others, arrows pointing to and flowing from it. Some phenomena, how-
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ever,, appearing at the borders of the map, are seen as contingencies (Teulings, 
1996)) They are perceived as influencing other phenomena, but no arrows point to 
them,, since they are seen as facts that cannot be influenced: "people will defend 
theirr own way of doing things, that is how culture works" or "managers of the 
acquiredd firm cannot be trusted to give accurate information" are such phenomena 
inn the maps of the Mega managers. 

Thee maps show the perceived paths of influence between these contingenc.es 
onn the one hand and the most dependent variables in the map, such as the out-
comes,, the results, the consequences on the other hand. In our case, a successful 
post-acquisitionn process. 

THEORETICALL NOTES 

Thee research was conducted on the basis of a symbolic interactionist point of 
vieww Two central concepts in symbolic interactionism are "perspective on the sit-
uation""  and "strategy " Perspective on the situation is defined as "the way people 
definee and interpret a situation in which they find themselves." In a perspective on 
aa situation at least three elements can be distinguished (Bijlsma-Frankema, 1997, 
p.. 131): 

1.. The concepts used to define and interpret the situation. This mental map 
sidee of the perspective shows the relevance, what people see, in their 
boundedd rationality, together with assumptions about the interrelations of 
relevantt elements of the situation. 

2.. Preferences and non-preferences attached to relevance. Seeing is liking or 
dislikingg (March & Olsen, 1975; Sapienza, 1985). 

3.. "What to do" elements, notions about strategies which can be used in par-
ticularr situations and estimates of their fruitfulness. 

Perspectives,, derived from broader cultures, are linked to action through strate-
giess As Woods (1980) puts it: "This is where individual intention and external 
constraintss meet. Strategies are ways of achieving goals. They are not isolated 
acts,, but packages of acts interrelated by intention and structure. The intention is 
thee individual's resolution of the problems thrown up by the structure in the 
achievementt of his goals" (p. 26). 

Perspectivess and strategies are social in nature. They are shaped in ongoing 
interactionss with others, producing common understandings and joint actions. 
Accordingg to Lacey (1977) this is a dialectical process: "As a group of individuals 
developss or acquires a sense of common purpose, so the set of strategies adopted 
byy them acquires a common element. It is this common element that enables a com-
monn perspective to emerge. As the perspective develops, and if over a long period 
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off  time, the situations that continually face the group have a common element, then 
thee understandings broaden and develop to produce a sub-culture (p. 70). 

Inn earlier work, Bijlsma-Frankema (1997) showed that symbolic interactionism 
cann be linked to theories of organizational cultures. In this chapter, we discuss 
somee links to theoretical notions that are developed to understand organizational 
learningg processes. As Weick (I995)'s work on sense-making shows, such a link 
iss not so far-fetched as it may seem. Symbolic interactionism is basically a theory 
aboutt how people learn and unlearn. 

Inn trying to make sense of theoretical ideas about organizational learning in 
relationn to our findings, Nonaka (1994)'s theory of knowledge-creation turned out 
too be a useful framework. He distinguishes two dimensions in knowledge-cre-
ation:: an epistemological and an ontological dimension. The distinction between 
"tacit""  knowledge and "explicit" knowledge, and the idea that a continuous dia-
loguee between these two forms of knowledge stimulates the creation of new ideas 
andd concepts, refers to the epistemological dimension. The ontological dimension 
pointss to the extent of the social interaction between individuals, to "communities 
off  interaction" that share and develop knowledge. Based on this dimension we 
foundd three communities within Mega, the cause maps showing discontinuities in 
knowledgee amongst them. We will explore the discontinuities we found, trying to 
understandd their possible impact on organizational learning within the company. 

Nonakaa distinguishes four modes of knowledge-creation: socialization (from 
tacitt to tacit knowledge), extemalization (from tacit to explicit knowledge), inter-
nalizationn (from explicit to tacit knowledge) and combination (from explicit to 
explicitt knowledge). The four modes are alternated in a dynamic cycle of knowl-
edge-creation.. The idea that extemalization is a necessary mode in bridging dis-
continuitiess in tacit knowledge between groups in an organization was especially 
helpfull  in understanding our research findings. 

MANAGERIA LL PERSPECTIVES: THREE COLLECTIVE MAPS 

Inn the next part, the three collective maps are presented and described in the lan-
guagee of the managers. Each sentence represents their perspectives, their ways of 
thinking.. In the last paragraph of this part a comparison is made between the three 
mapss to show differences in perspectives on four central themes: control versus 
cooperation:: how to handle the culture of the acquired firm; trust versus distrust 
andd speed versus carefulness. 

Strategists s 

Thiss group of resource persons is located at the organization's headquarters; the 
groupp represents the Board of Directors and its advisory staff. It is their responsi-
bilityy to conceptualize the corporate strategy and to initiate corporate develop-
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mentt in support of the strategy. The role of the Strategists in acquisitions is 
somewhatt distant from direct management. Initiatives are taken by the presidents 
off  the Strategic Business Units (SBUs). When a president feels an acquisition is 
inn order, he (no she's around) carries out a preliminary investigation and, in the 
end,, presents his findings to the Strategists with a proposal to buy the firm. If they 
approvee of the proposal, a loan is given to the president so that he can conclude 
thee transaction. The main concern of the Strategists is the profitability of their 
investment,, which is monitored through regular financial reports from the 
acquiredd firm. If the business is not made profitable, the Strategists can press the 
presidentt to take "hard measures" such as dismissals and control of financial deci-
sions.. The president in charge is held fully accountable for the results of the new 
firm.firm. Failed acquisitions are known to have brought about severe damage to the 
careerss of the presidents concerned. Such consequences are attributed to strategic 
choicess made by the Strategists, since careers are mainly contingent upon their 
judgmentss and decisions. 

Perspectives Perspectives 

Thee Strategists perceive three interconnected factors that can make an acquisi-
tionn fail: unreliable information about the financial situation of X (the firm to 
acquire),, cultural differences between Mega and X for which no workable solu-
tionss are found and "degrees of freedom" of SBU-presidents in the decentralized 
structuree of Mega. 

DegreesDegrees of freedom. Due to acknowledged differences in priorities, goals 
andd interests between headquarters and the SBU-presidents in charge of the inte-
grationn of a new firm, the presidents tend to diverge from the "ideal way" pictured 
byy headquarters. The Strategists mention three areas of difference between their 
ideass and the actions of the presidents: making use of an acquisition-team to scan 
thee firm before the decision to buy, setting clear goals and conditions for X and 
payingg attention to the post-acquisition process of implementation in the acquisi-
tionn phase. Working with a multidisciplinary acquisition-team is seen as an opti-
mall  way to examine X objectively, based on reliable information, financial 
informationn and information about the cultural perspectives within X. The infor-
mationn supplied by the management of X is seen as colored by subjectivity and 
"feelings""  towards Mega. Unfortunately, according the Strategists, the presidents 
seemm to avoid the formation of such teams. Setting clear goals for the acquisition 
andd confronting X with the conditions to be met, seems to be avoided too. The 
Strategistss think that this impedes an objective investigation of X and a clear 
implementationn plan. The presidents in charge are blamed for not carefully think-
ingg about these facets, resulting in possible discord in the post-acquisition part of 
thee process. 
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SolvingSolving cultural differences. According to the Strategists, cultural differences 
whichh threaten the chances of success can be solved by rapid change, by correct-
ingg wrong expectations and by making X conform to Mega rules and systems. If 
aa firm is bought, it has to change, that is a fact of acquiring, the Strategists say. If 
XX is not changed, Mega wil l have an "unknown outsider" that is hard to control 
withinn its structure. So, X must be changed. According to company ruling, 
Mega'ss financial and administrative systems are to be introduced in the newly 
acquiredd firm within a short period, so that reliable information about its perfor-
mancee will be available. This measure wil l also have an effect in correcting wrong 
expectations,, held by managers in X. Their freedom to develop strategies that 
servee their own goals, like former owners striving after high post-acquisition pay-
ments,, instead of Mega's goals, are curbed in this way. 

Inn the Strategists' view, the organizational structure of X has to change too, to 
integratee the firm in Mega. The changes will have to be made fast, since an orga-
nizationn "is only changeable in the first month of the take-over." Change invari-
ablyy means that the people in X wil l feel insecure and confused. To solve this 
problemm the reasons why must be made clear. People who cannot or wil l not 
adjustt are to be exchanged. In this way, the people in X will know that they cannot 
holdd on to their former culture and ways of doing things. Their negative feelings 
willl disappear and X wil l change, a forebode of a successful acquisition. 

Thee Strategists are annoyed about the presidents who employ their "degrees of 
freedom"" to act in deviance of their "golden rules." The presidents are felt to carry 
outt acquisitions in their own ways, without giving (much) thought to what the 
problemss may be in the long run. Changes suggested by the Strategists during the 
negotiationss about the acquisition are hardly implemented. A post-acquisition 
plann is often not formulated or not carried out. Mutations aim at keeping as much 
controll as possible without having to pay much attention to the acquired com-
pany.. This course of action may result in losing control over an acquisition. 

Thee Strategists say that because Mega managers do not "think before buying," 
theyy neglect formulating (sufficiently) clear post-acquisition goals. Such a plan is 
perceivedd as a factor of success, if thought about at the beginning of an acquisition 
process.. Unfortunately, the presidents do not seem to be capable of making such 
aa plan. Their behavior is perceived as "buying a company and then return to busi-
nesss as usual." After X is bought, presidents pay attention again to their other 
companies.. As the priorities of the presidents are set "wrong," they will only 
makee the most necessary changes, such as implementing a reporting system and 
replacingg some members of the former management by Mega managers and con-
trollers.. Changes are made on the basis of a short-term policy. This may be harm-
full for the strategic and financial goals in the long run. 

Thee Strategists see only two ways in which the behavior of a president in charge 
cann be influenced. On the one hand, "hard measures" can be imposed if the prof-
itabilityy of the new firm remains below expectations. This is also seen as a way to 
enforcee a change of X over to Mega ways. On the other hand, there arc the threat-
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eningg examples of presidents who ended up with severe career damages due to 
failingg results. 

SBU-Presidents s 

Thee SBU-presidents are the most central actors in acquisition processes. They 
takee initiatives, draw up proposals for headquarters to approve and they are in 
chargee of the process after the decision to buy. Their stories about acquisitions are 
nott very optimistic. They talk extensively about the risks, the problems, the uncer-
taintiess which accompany the management of such a process. In their perspec-
tives,, the fear of failure dominates the hope to succeed. Contrary to the Strategists 
andd the HR-managers, the presidents are held accountable for the outcomes of the 
acquisition.. If they fail, their position is at stake. 

Perspectives Perspectives 

Inn the eyes of the presidents, the most central factor in failing is the lack of con-
troll  of people. Since an acquisition always means a change for the acquired firm, 
disquiett and aversive feelings can be expected to bring about low levels of coop-
erationn of managers and employees, while high levels are needed to make the 
newlyy acquired Firm financially successful. Grip on the acquired firm and the pro-
cesss of integration is seen as a matter of getting full and reliable information. The 
betterr the information, the better the grip. The dilemmas in the presidents' map 
aree connected directly or indirectly to the need for cooperation and grip: several 
measuress meant to enhance the reliability of information unavoidably seem to stir 
aversionss that threaten the grip on people. 

DilemmaDilemma of grip. According to the presidents, a lack of grip on the financial 
situationn of the firm to acquire is inherent to the business. In the phase of negoti-
ationss and due diligence insight is gained, but information is never complete, 
sincee the management of X has their own interests at stake. These interests are not 
servedd by complete openness, so the chance of finding financial "stiffs in the 
closet""  afterwards, that will end up on your account, is always there. 

Iff  HQ would provide a multidisciplinary acquisition team that could "comb" 
thee firm before buying, the problem of grip in the post-acquisition process could 
bee minimized. Since such a team is not available, the presidents feel that they 
unjustlyy have to run all the risks . Once the firm is acquired, it is Mega policy to 
putt a Mega controller in the firm to implement Mega's financial systems as soon 
ass possible. This measure is seen as helpful in getting reliable information on 
financialfinancial matters. The presidents think that the grip on people is enhanced by 
replacingg the managers of X who do not fully cooperate from the beginning. Here 
theyy run again into insufficient conditions within Mega: there is not enough man-
agementt capacity available to secure the management entirely against seeds of 
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non-cooperation.. But there is a dilemma too. Replacing managers may have a 
negativee effect on the employees, lowering the level of their readiness to cooper-
ate.. So, what can be gained in grip on people at the top can be lost in grip on peo-
plee in the lower layers of the organization. 

DilemmaDilemma of integration. In choosing between fully integrating the new com-
panyy into the Mega organization or aiming at a more loose bond, financial and 
humann factors seem to be in discord again. The fuller the integration, the higher 
thee chance that the synergy aimed at will develop, a forebode of financial success. 
Att the same time, a higher degree of change is expected to lead to more disquiet 
andd aversions among employees, threatening financial goal realization. So, in the 
end,, the fear of being the captain of an "unmanageable ship" leads to the solution 
off  minimizing the changes for people, apart from the changes in the systems nec-
essaryy for administrative and financial control. 

DilemmaDilemma of time-investment. The "choice" to minimize changes for people 
iss sustained by considerations of time-investments and risks, flowing from a third 
dilemma.. The presidents feel that cooperation of managers and workers in X 
couldd be improved if they could spend a lot of time and energy on the firm. In this 
way,, the negative effects of low cooperation could be curbed, and grip on the inte-
grationn process gained. Investing too much in the integration process of the 
acquiredd firm, however, brings the risk of neglecting the "running business" in 
theirr SBU, for which they are held accountable too. The unfortunate fact that a 
post-acquisitionn process must be managed as an extra task besides the manage-
mentt of the SBU may lead to a double failure if too much time is invested in the 
neww firm. 

HR-Managers s 

Thee HR-managers talk about managing post-acquisition processes from their 
positionn as advisors of SBU-presidents in charge of the operation. In their cause 
mapp implicit comments on the thoughts and actions of the Strategists and presi-
dentss and thoughts about ways to solve the dilemmas the presidents face are 
shown. . 

Perspectives Perspectives 

Thee HR-managers agree with the Strategists that the sooner a new firm is inte-
gratedd into Mega, the higher the chance of financial goal realization aimed at is. 
Theree are three serious threats to a successful and speedy integration process that 
mustt be avoided or handled with care: distrust in Mega among X-managers, endur-
ingg "human fights" between Mega managers and X-managers and aversions to the 
changess in the organization and the work-processes among the employees in X. 
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Distrustt amongst X-managers must be avoided altogether, since it brings high 
costs.. Distrust is seriously constraining a quick integration process and it fuels a 
"humann fight" in the top of the firm. Besides, the best managers, "the heart of the 
firm,"firm,"  may leave, the remaining ones unwilling to take any risks, all factors that 
underminee financial goal realization. Their comment on the solutions for quick 
integrationn that the Strategists propose is that too dominant behavior, enforcing 
Megaa rules and systems, and "hard measures" taken too soon will probably frus-
tratee speed because distrust arises and the human fight is intensified. Distrust can 
bee avoided, but a human fight and aversions to change amongst employees must 
bee dealt with, since they flow from cultural defenses of X's "own ways of doing 
things""  that are always present in an acquisition situation. 

Thee human fight at the top can be kept within bounds by replacing managers 
unwillingg to cooperate, but this measure may cause problems, since it can lead to 
distrustt too. Setting no concrete goals and conditions, a strategy that is said to be 
frequentlyy employed by presidents, is only a way to postpone the fight, thus 
delayingg the integration process. The HR-managers agree with the Strategists 
aboutt the necessity of setting clear goals, although on different grounds. 

Managingg a post-acquisition process is seen as the art of handling your power 
ass an acquirer on the one hand and to bring about commitment of people to the 
changeschanges that have to be made on the other hand. Neither a too dominant nor a too 
"soft""  problem-delaying strategy will do. The key is a combination of clarity 
aboutt your goals and respect for other people's ideas and emotions. Time and 
energyy must be spend to build trust between the Mega-managers involved and the 
managerss in X. Respectful behavior and integrity, careful listening and dialogue 
buildd trust. Trust leads to more openness about problems and negotiations can 
leadd to genuine agreements on change plans. If agreements are reached at, the 
chancee of an unmanageable human fights is diminished effectively and with that 
thee hindrances to the next step in the process, the legitimization of the changes for 
thee employees of X. Convincing the employees that the changes proposed are the 
rightt ones in furthering financial performance is experienced as a crucial means in 
persuadingg the employees to overcome their aversions to the changes. This phase 
takess time too, to talk with employees, listen carefully to their reactions and to get 
aa dialogue started. It will increase their trust in the new management and their 
commitmentcommitment to the plans made. 

Althoughh the time invested in legitimization and communication means a delay 
inn the integration process in the short term, in the long run the HR-managers see 
thiss time as the best investment in a speedy integration process. Its beneficial 
effectss on aversions opens the way to team-building, synergy and a collective suc-
cess-experience,, that have positive effects on integration and financial goal real-
ization.. The HR-managers clearly comment on the "golden rules" of the 
Strategists.. If their expectations are too high, their pressure on presidents to 
enforcee Mega rules and systems is too strong, and "hard measures" are pressed for 
tooo soon, the consequences may be distrust and a human fight. Both these factors 
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delayy the integration process and harm the financial goal realization that the 
"goldenn rules" are expected to bring about. The map shows that the dilemmas in 
thee presidents' map are seen as solvable, provided that time can be invested in 
overcomingg the unavoidable cultural resistance of people to changes in the struc-
turee and in the courses of action they are attached to. 

COMPARINGG THE THREE GROUPS 

Theree are four themes that differ in content and consequences in the perspectives 
off  the three groups: control versus cooperation; how to handle the culture of X ; 
trustt versus distrust and speed versus carefulness. 

I.. Control versus cooperation. The groups differ substantially in their view of 
howw effective control by Mega is in getting the acquired firm aligned in striving 
afterr the financial goals set by Mega. In the Strategists' view, the more control 
youu get, the better. The SBU-presidents talk about grip, which is the outcome of 
control,, as meant by the Strategists, on the one hand. On the other hand, they see 
themselvess as dependent on the cooperation of people in X to maintain this grip. 
Tooo much control can damage this cooperation. They feel trapped in a control ver-
suss cooperation dilemma. In the perspectives of the HR-managers some of the 
measures,, proposed by the Strategists to get control, will lead to distrust of Mega, 
becausee of their enforcing nature. They plea for a balanced mix of clarity about 
goalss and strategies, directed at cooperation, such as negotiation, legitimization 
andd communication. This mix is considered more effective than "just control" in 
realizingg the financial goals aimed at. 

2,2, How to handle the culture ofX? Break it, as soon as possible, by replacing 
X-managers,, by telling people what has to change, the Strategists say. If these 
measuress do not work well enough, "hard measures" must be taken to finish the 
job.. For the SBU-presidents, how to manage the culture of X is a difficult ques-
tion,, for which they do not seem to have a clear answer, due to the dilemmas they 
face.. For the HR-managers, however, the answer is clear: change the culture of X 
byy negotiation legitimization, communication and team-building. Collective suc-
cess-experiencess will sustain the change process. 

3.. Distrust versus trust. In the perspectives of the Strategists and SBU-presi-
dents,, the basis assumption that managers in the acquired firm cannot be trusted, 
seemss to lead to expectations of non-cooperative behavior. The HR-managers' 
mapp is different in this respect. It shows that these managers think that non-coop-
erativee behavior of X-managers is brought about by the behavior of the Strate-
gists.. Based on the assumption of distrust, the Strategists advocate to replace 
X-managerss by Mega managers, to proclaim clear goals and conditions for X and 
too lake "hard measures" if goals are not met as expected. These measures lead to 
distrustt of Mega and to non-cooperative behavior of X-managers. The HR-man-
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agerss see a self-fulfilling prophecy: an assumption of the Strategists comes true, 
duee to their behavior, based on the assumption. 

4.. Speed versus carefulness. How is time related to success or failure of 
post-acquisitionn processes? Is speedy change better than a careful, slower way of 
operating?? The Strategists advocate speed. They feel that a lot of trouble can be 
avoidedd if changes are made in the first month after the acquisition. If people are 
clearlyy told what is going to change, they will adapt to them, because they have 
littl ee choice. The HR-managers distinguish short-term aims from the longer-term 
aimm of building trust. Building trust takes time but in the end the speed of the inte-
grationn process will benefit from this investment, and with that the realization of 
financialfinancial goals. Trying to achieve financial aims within a too short term and tak-
ingg action if they are not realized, as the Strategists tend to do, is seen as counter-
productivee for the process of getting the people of X engaged in a common 
strivingg after the goals of the firm. 

EXPLORINGG DISCONTINUITIES IN KNOWLEDGE 

Thee cause maps of the three groups show clear differences in perspectives. The 
twoo groups that reflect on acquisitions managed by others, the Strategists and the 
HR-managers,, show the greatest differences in knowledge, assumptions and rele-
vantt ideas. The SBU-presidents, the actors in the process, seem to be caught in the 
middle.. The pressure from the Strategists and the advice given by the HR-manag-
erss are partly contradictory. Most of all, their map shows the dilemmas of those 
whoo must act under certain constraints and are held responsible for their actions. 
Inn that sense, their map is of a different nature. 

Thee Strategists and the HR-Managers 

Thee Strategists' thinking is dominated by financial considerations and a strong 
orientationn towards control and standard procedures. In their map, the insights 
intoo how people can be persuaded to contribute to the productivity of the new firm 
aree rather thin. According 'o literature on merger and acquisition processes, this 
wide-spreadd phenomenon is one reason for poor post-acquisition performance 
(Buenoo & Bowditch, 1989; Cartwright & Cooper, 1992; Pritchett, 1987). In many 
cases,, studied by these authors, strong emphasis on strategic and financial consid-
erationss went hand in hand with loo little attention for people and the problems 
theyy experience due to changes in their work and work environment. Other mat-
terss that tend to be neglected are the compatibility of organizational cultures, and 
howw the operations of both firms should be integrated to achieve the desired 
results.. Weak planning before the deal is closed is cited as a reason (Bueno & 
Bowditch,, 1989; Cartwright & Cooper, 1992; McEntire & Bentley. 1996). 
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Accordingg to most authors, attention for people, their perceptions and prob-
lems,, contributes greatly to the success of acquisition processes. Factors cited 
includee showing respect for people, trying to understand and to value their cul-
ture,, taking their problems seriously, engaging in a dialogue to reach mutual 
agreementt on changes and commitment of people involved, legitimization of 
changes,, communication, trustworthy behavior of managers in charge of the pro-
cess,, monitoring of the process, and evaluation and feedback (Cartwright & Coo-
per,, 1992; Bueno & Bowditch, 1989; Lubatkin & Lane, 1996; Pritchett, 1987; 
Saless & Mirvis, 1984). 

Inn Mega, knowledge about how to manage people seems to be available as a 
resultt of the learning processes the HR-managers have gone through. In their map, 
thee emphasis is much more on the importance of collaboration, teamwork, trust 
andd commitment of employees to the changes in the firm's structure and proce-
dures.. So, the question can be asked why the Strategists, facing such high failure 
ratesrates in Mega's acquisitions, have not learned from these insights? Why are they 
persistingg in strategies toward the SBU-presidents that do not bring about the 
desiredd results? These questions may be considered from several points of view, 
eachh giving a partial answer. 

Wee discuss explanations referring to subcultural theories of management, to 
defensivee reactions and superstitious learning, to distrust in the relationship 
betweenn the Strategists and the SBU-presidents, to the lack of collective success 
andd to the absence of possibilities to learn from small failures and to create knowl-
edgee that is better suited to deal adequately with the problems in the acquisition 
processes. . 

Threee Cultures of Management 

Thee differences between the maps of the Strategists and the HR-managers seem 
too reflect different cultures of management, bound to different occupational com-
munities,, as Schein (1996) argues. Schein distinguishes three cultures of manage-
mentt "operating silently within different kinds of organizations": an "Operators," 
"Engineers,""  and "Executives" culture. Culture is defined as "the set of shared, 
taken-for-grantedd implicit assumptions that a group holds and that determines 
howw it perceives, thinks about, and reacts to its various environments" (p. 236). 

Thee culture of "the Operators," line-managers and workers, is strongly peo-
ple-oriented.. Operators tacitly understand how to make groups work more effec-
tivelyy and innovatively. However, these insights often do not diffuse upward in 
thee organization, because of the interaction with the other cultures, the "Engi-
neers""  culture" and the "Executives' culture." 

Thee culture of "Engineers," defined in the same way as Mintzberg (1979)'s 
technocraticc staff, is characterized as preferring "solutions without people. They 
preferr systems, machines, routines and rules that are automatic and totally reli-
able.. Engineers tend to view the need for complex human teams, the need to build 
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relationshipss and trust, and the need to elicit the commitment of employees, as 
unfortunatee and undesirable derivatives of human nature, to be circumvented i f 
possible,, because they are so hard to manage and control" (Schein, 1996, p. 237). 

Thee culture of "Executives," defined as CEO's who have worked their way up 
thee ladder and have been promoted into these positions, reflects their main task: 
too guard the financial liability of the company. They have learned to make "tough 
financiall decisions based on imperfect information because they become isolated 
andd find it harder and harder to trust what their subordinates tell them" (Schein, 
1996,, p. 237). Financial criteria are central in the Executives' considerations, peo-
plee are seen as "human resources" and "cost factors." 

Buildingg up the learning capabilities of teams, which tends to be advocated by 
operators,, is often disallowed by executives "on the grounds that the financial 
returnss cannot be demonstrated or that too many exceptions are involved that 
wouldd undermine the control system" (Schein, 1996, p. 238). Schein (1997) 
arguedd that the attention given to human factors in organizations depends on the 
dominantt coalition formed. Contrary to a CEO-operator coalition, a CEO-engi-
neeringg coalition tends to minimize the human factor. 

Sincee Mega is an engineering company, it is not surprising that the Strategists' 
mapp shows the traits of the latter coalition, showing richness in financial control 
andd procedural thinking, but poverty in thinking about people, with an undertone 
off distrust. Due to this dominant coalition, the HR-managers' thinking, represent-
ingg a more people-oriented, operator-like culture, is not current. What they have 
learnedd about success and failure in post-acquisition processes cannot be easily 
diffusedd upwards towards the Strategists because of invisible cultural barriers. 

Collectivee Failure 

Experiencess of collective failure in dealing with characteristics of the organiza-
tion'ss environment may challenge the assumptions of the organizational culture up 
too a point where the culture has to change to survive successfully, as Gagliardi 
(1986)) notes. If change is not initiated or not managed adequately, the organization 
cann end up in a vicious cycle: "The obsolescence of the organization's distinctive 
competencee is denied and lack of success is blamed on uncontrollable external 
causess or the behavior of certain individuals or groups in the organization. These 
individualss and groups are attacked and criticized. The organization's energies are 
employedd more and more in the search for excuses and scapegoats, and in the 
obsessivee repetition of types of behavior that once suited the problems at hand, but 
aree no longer adequate for managing them properly. Tensions in the group 
increase,, while self-confidence, cohesion, and efficiency decrease" (p. 128). 

Alll three groups in Mega blame others for the failure of acquisitions. The Strat-
egistss and SBU-presidents blame each other for actions that constrain solutions, 
thee HR-managers blame the others for not doing the right things. As to acquisi-
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tions,, the signs of a beginning vicious cycle are present. If the cycle would 
develop,, dissension will grow further. 

Superstitiouss Learning 

Superstitiouss learning occurs "when the subjective experience of learning is 
compellingg but the connection between actions and outcomes are misspecified" 
(Levittt & March, 1996, p. 523). The Strategists attribute failures of acquisitions to 
thee "wrong" behavior of the presidents in charge, instead of trying to learn from 
whatt went wrong in the acquired firms and to broaden their understanding of the 
means-end-relationshipss involved. 

Superstitiouss learning may stem from overconfidence in the ability to bring 
aboutt success, or from defensive reactions to failure. Both these points seem to 
applyy to the Strategists, pointing to a success trap (March, 1995). At first sight 
theyy show a high level of confidence in their own perspective. This may be a con-
sequencee of their promotion, based on performance, as Levitt and March (1996) 
argue,, that "produces self-confidence among top executives that is partly supersti-
tious,, leading them to overestimate the extent to which they can control the risks 
thei/organizationn faces" (p. 523). The Strategists firmly believe that if the presi-
dentss would follow their "'golden rules," control would be guaranteed. Most of 
theirr learning seems to be confined to how they can control the presidents' actions. 

Ann important factor that sustains the confidence of the Strategists in their own 
wayss of thinking is that in running this multinational company, it has proven its 
worth.. Acquisitions may very often turn out to be failures, but these are seen as 
ratherr negligible in the light of the overall success of Mega. At the most, these 
failuress are experienced by the Strategists as somewhat irksome in their experi-
encee of overall control. 

Thiss playing down of acquisition failures adds to superstitious learning too. In 
thee interviews, the "degrees of freedom" of SBU-presidents were talked about 
muchh more intensely and negatively than the financial costs of a failed acquisition 
process.. The deviant behavior of the presidents seems to be much more "nagging" 
too their self-confidence than the money lost, another sign that the failure is 
"definedd away" to another area. 

Redefiningg failure may be a defensive reaction to failures that challenge fun-
damentall  organizational assumptions, as Sitkin states. "The implications (or 
evenn the facts) of the experience may be ignored or denied if they elicit defen-
sivee routines that serve to protect the integrity of the organization's cultural 
core""  (Sitkin, 1996, p. 556). A fundamental assumption in the Strategists' 
thinkingg is that people cannot be fully trusted. In the redefinition of acquisi-
tionn failures as the problem of Mega managers who cannot be trusted to do the 
rightright things, the distrust assumption is kept alive, and the core of the dominant 
culturall  coalition is defended against the "soft" trust-thinking of the HR-man-
agers. . 
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Mutuall Distrust 

Forr  the SBU-presidents the weight of the "exploitation"-oriente d (March, 
1991),, rather  distrustful , theory X-lik e (McGregor, I960) thinkin g of the Strate-
gistss is much greater  than the more "exploration" - and trust-oriented (March, 
1991),, theory Y-lik e (McGregor, 1960) thinkin g of the HR-managers. The presi-
dentss seem to aim strategically at enforcing compliance with the rules of Mega's 
controll  systems and replacement of X-managers who do not get along. At the 
samee time, they seem to avoid anything that can diminish their  grip on their  own 
positionss and careers. They may avoid to make use of an acquisition team because 
thatt  can strongly constrain their  actions and heighten the grip of the Strategists on 
theirr  actions. Besides, they try to avoid stirrin g up people's feelings out of fear  to 
faill  in redirecting these feelings. In the HR-managers' map an explanation is 
soughtt  in too high expectations of financial results, and "har d measures"  that are 
imposedd too quickly by the Strategists. 

Learningg from small failures, which can be very powerful, as Sitkin (1996) 
argues,, is not allowed for  since the time for  such a learning process cannot be 
taken.. Instead of being sustained in improving performance by exploring the 
problemss of people and tryin g out solutions, the SBU-presidents have to deal with 
thee uncertainties of their  assessment of a firm' s financial situation and staff, 
knowingg that a failur e will harm their  career. Sitkin (1996) argues that the last -
conditionn leads to risk avoidance. "I f individuals who fail are doomed to wander 
thee back streets of organizational life, then few will take the risks necessary for 
innovationn and fewer  still will tackle tough problems when those problems can be 
passedd along to someone else"  (p. 561). 

Thee distrust they experience in the ideas and actions of headquarters furthers 
theirr  feelings of distrust of the Strategists. The mutual distrust in which they are 
caughtt  limit s mutual learning between the presidents and the Strategists. March 
andd Olsen (1975) see trust as an essential prerequisite for  the willingness to share 
perceptionss with others. When others are seen as producing relevant events mat a 
personn likes and preventing relevant events that he or  she dislikes, the others will 
bee trusted. 

Thee presidents feel that the Strategists, by "punishing"  them for  a failed acqui-
sitionn process, not sharing accountability, are not to be trusted. Distrust hinders 
learning,, because in situations of incomplete information learning "becomes 
dependentt  both upon processes like discussions and persuasion and upon relation-
shipss like trust and antagonism"  (March &  Olsen, 1975, p. 166). In antagonistic 
relations,, sharing tends to be avoided, as well as interaction beyond the necessary, 
ass stated in proposition 3, 4 and 9: "A n organizational participant will , to the 
extentt  to which he/she distrusts others with whom he/she hass contact, dislike what 
theyy like, not see what they see and, to the extent to which the organizational 
structuree and his/her  activity level permit, avoid contact with them"  (p. 167). So, 
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thee mutual distrust between the Strategists and the SBU-presidents may become a 
barrierr to sharing knowledge in looking for solutions. 

Lackk of Opportunities for Learning 

Organizationall  learning as to acquisition processes seems to be hindered at 
Megaa due to the lack of opportunities for improving tacit knowledge and for 
exchangingg explicit knowledge between groups. Nonaka (1994) stresses the 
importancee of making knowledge sharable by conversion of tacit knowledge held 
byy participants, gathered in action, into explicit knowledge by extemalization. 
"Thee extemalization mode is triggered by successive rounds of meaningful 'dia-
logue,'' to enable team members to articulate their own perspectives and thereby 
reveall  hidden tacit knowledge that is otherwise hard to communicate" (p. 20). 

Tacitt knowledge, once externalized, or made explicit, can be combined with 
otherr sources of explicit knowledge. In the process of combination, new concepts 
cann be articulated and tried out until they emerge in a concrete form. 'This 'exper-
imentation'' can trigger internalization through a process of 'learning by doing.' 
Participantss in a 'field' of action share explicit knowledge that is gradually trans-
lated,, through interaction and a process of trial-and-error, into different aspects of 
tacitt knowledge" (p. 20). 

Iff  Mega's situation is seen through the lens of Nonaka's model, two things 
becomee more clear. Firstly, that the tacit knowledge of the presidents can be 
improvedd and, secondly, that creating more opportunities for the extemalization 
andd combination of explicit knowledge will further organizational learning. The 
SBU-presidents'' building of tacit knowledge about post-acquisitions processes is 
constrainedd by the dilemmas they face. The cause map of the HR-managers offers 
aa way to find solutions for their dilemmas. If the Strategists could unlearn to act 
soo "blindly" control-driven and would give the presidents enough time and sup-
portt to learn from trial-and-error in managing change processes in the new firm, 
financiall  goals will be reached more quickly than otherwise. Sitkin (1996) also 
arguess that learning in merger and acquisition processes is dependent upon "how 
muchh leeway is given to a newly acquired subsidiary to make mistakes before the 
parentt firm's managers, systems and culture are imposed" (p. 571). 

Despitee all signs, it cannot be concluded that learning about acquisition pro-
cessess is absent at Mega. Our research assignment can be seen as an attempt to 
makee tacit knowledge explicit, to be able to engage in a dialogue. There is another 
signn that the Strategists are engaged in a learning process of their own. The rather 
recentt adoption of the idea to form a multidisciplinary acquisition team, that can 
gatherr more complete and more reliable information about a firm before buying, 
cann be conceived of as their effort to transform tacit knowledge of different fields 
likee finance, market, technical processes and human resources to explicit knowl-
edge,, ready to combine. Blaming the SBU-presidents for not following this new 
idea,, may stem from their expectations that such a team could be a first step in 
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closingg the gap of distrust that constrains productive learning in the present situa-
tion. . 

DISCUSSION N 

Thee research was directed at disclosing the perspectives of nine managers with 
regardd to factors related to success and failure of post-aquisition processes. Since 
discontinuitiess in knowledge were found between three groups of managers, the 
questionn was asked how these discontinuities affect organizational learning. The 
causee map method has proved to be a useful tool in analyzing managerial perspec-
tives,, especially when the focus is on factors related to certain outcomes, as in this 
study.. The cause maps offer a clear picture of sequences of A -> B relationships, 
thatt represent the perceived paths of influence between contingencies on the one 
handd and the outcomes of post-aquisition processes on the other hand. 

Implicationss for Management 

Thee study showed that a cause map analysis can be helpful to managers in 
understandingg how success or failure of strategic action is influenced by manage- ~-
rialrial perspectives. Cause maps can serve as mirrors to managers, that may reveal 
boundedd rationality, blind spots and misfits between managerial perspectives and 
thee management needs of the company, thus enabling managerial learning. In case 
off  misfits, comparing the cause maps of managers to relevant literature, may 
enhancee the efficacy of training programs, aimed at re-aligning managerial per-
spectivess and the management needs of the company. And, if cultural differences 
betweenn groups of managers in a company are found, barriers for learning 
betweenn managers can be made explicit and dealt with, to enhance knowledge 
creationn in the company. The cause maps of the managers in this study may also 
servee as material for comparison and reflection. 

Limitationss of the Study 

AA first limitation of the study is that the number of respondents was limited, 
sincee the method, chosen to combine validity of data with a rigorous method of 
analysis,, is very time-intensive. The question can be asked whether the outcomes 
representt the perspectives of the other managers in the company as well. Feed-
backk on the maps by managers in thee company suggested that this question can be 
answeredd affirmatively. A second limitation is that only one company was 
includedd in the study. The maps found may be influenced by the context of the 
multinationall  company chosen. Replication of the research in other companies is 
neededd to be able to generalize confidently on findings. 
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Directionss for Future Research 

AA direction for future research is a comparative study of managerial perspec-
tivess across companies and cultural contexts, to test the outcomes of this study 
andd the insights gained, such as Schein (1996)'s insight that three cultures "oper-
atee silently" in organizations. A comparative study can also shed light on contex-
tuall  factors, that may affect managerial thinking about success and failure of 
post-aquisitionn processes, such as aquisition styles, experiences of success or fail-
ure,, and organizational learning processes. Another direction for future work that 
mayy prove fruitful is bridging discontinuities in knowledge between adjacent the-
oreticall  domains. In the search for explanations of our findings, we came across 
severall  signs of synergetic potential between theories of organizational culture, 
organizationall  learning, and trust, that can be worked upon in future research on 
organizationall  learning processes that involve groups with different cultures. 

92 2 



5 5 

TRUSTT IN MANAGER S AND MONITORING : A 'BOTTOM-UP ' APPROACH 

Inn the past decade, issues of trust in inter- and intra-organizational relationships have been increasing in 
importancee on the agendas of organizational scholars, legitimated by changes in the social structure of societies, 
economicc exchange relations and organizational forms. In literature on trust, changes are indicated that stress the 
growingg importance of lateral relationships and alliances between and within firms, in contrast to the 
hierarchicall  relationships that used to dominate the framing of work relations. Deterioration in the binding 
powerr of reciprocal obligations (Kramer, 1996), of hierarchical relations (Sheppard & Tuschinski, 1996) and of 
sociall  institutions relying on hierarchy to sanction deviant behavior (de Swaan, 1990), seems to require other 
mechanismss to keep the social fabric of society intact, in order to sustain cooperative behavior in interactions. 
Ass Kramer (1996, 3) explains: 

'Thesee changes reflect an evolution in the social structure and in the form of social relations within which 
peoplee function. It seems likely that lateral alliances themselves wil l increasingly suffer from problems of 
exploitationn and 'free-riding' and, as a consequence, develop over time the formal and informal social 
mechanismss that enable trusting behavior to flourish.' 

Thee increased interest in trust has also been connected to growing concerns about the moral dimension of 
society,, in response to materialistic and opportunistic tendencies pervading western societies (Etzioni, 1988). 
Anotherr change noted in the literature was that new organizational linkages are being formed to achieve and 
maintainn competitive advantage in the marketplace. These linkages require organizations to move toward 
networkk forms and alliances. 

'Thesee new forms are designed to be more responsive to rapid change, enable entrepreneurial activity to 
flourishflourish within the organization and across its boundaries, and increase the effectiveness of 
communicationn and problem solving across departments, locations, functional responsibilities, and 
organizationall  boundaries.' (Lewicki & Bunker, 1996, 114). 

AA high level of trust, partly brought about by managerial beliefs, philosophies and actions, is seen, especially 
inn network forms of organization, as a condition necessary for acceptable organizational performance (Creed & 
Miles,, 1996; Miles & Snow, 1992; Powell, 1990). A high level of trust within a network form is seen as a 
functionall  equivalent of building and maintaining control in functional forms of organization. Trust between 
peoplee in a network form reduces transaction costs (Bromiley & Cummings, 1996; Whitney, 1994). According 
too Creed & Miles (1996, 26), alternative forms differ in trust requirements and in the effect and costs of trust 
failure,, so 'in functional forms, trust failures reduce efficiency; in divisional forms, they reduce effectiveness 
andd raise costs; in matrix forms, they cause the firm to fail; and in networks they cause the form to fail.' Trust 
requirementss are linked to underlying assumptions in management beliefs and philosophies. In divisional and 
matrixx forms, the level of trust implicit in the human resources model seems to meet requirements, whereas 
networkk forms need greater trust, as is implied in human investment philosophy (Creed & Miles, 1996; Miles & 
Snow,, 1994). 

Inn this paper, trust in managers is studied empirically. The data are taken from a case study of a general 
hospitall  in transition from a functional to a divisional form. The transition to a form with higher trust 
requirements,, and the conditions of change, heighten the relevance of trust to organizational performance and to 
thee well-being of the members of the organization (Mishra, 1996; Gilkey, 1991). A grounded theory approach 
(Glaserr & Strauss, 1967; Strauss & Corbin, 1990) has been chosen, combining qualitative and quantitative 
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methods,, to answer the questions: Is trust in managers (in this context) related to a combination of the 
behavioralbehavioral traits of managers as experienced by subordinates; and how is control related to trust? 

Researchh Site 

Thee research on 'trust in managers' was part of a case study (Yin, 1990), conducted in a general hospital with 
1,8000 employees, situated in a medium-sized Dutch town. The focus of the case study was on the relationships 
betweenn organizational culture, the existing departmental structure, and the future divisional structure. In the 
neww structure, the departments of clinical medical care, outpatient medical care, and paramedical services are to 
bee integrated into three clusters: Surgery; internal medicine; and gynecology and pediatrics. The Board of 
Directorss wanted to know if the hospital's culture would have the capacity to support the future structure and, if 
not,, how cultural change could be achieved to re-align both structure and culture (Bijlsma-Frankema, 1997b). 

Thee research was conducted in two phases. In the first phase, 76 organizational members, selected by a 
stratifiedd random sample, were interviewed on standard topics (Bijlsma-Frankema, 1997a), one of the topics 
beingg Hierarchical Relations and Trust. Each topic was approached in a non-directive way, to help understand 
thee perspectives of the interviewees and their daily sensemaking (Weick, 1995). The interviews were transcribed 
andd entered into a qualitative data matrix (Bijlsma-Frankema & Droogleever Fortuijn, 1997). A chart, 
integratingg the implicit cause maps of the interviewees in a collective map chart, was then produced. The map 
showss phenomena recurrently mentioned as relevant, as either positive or problematic, and also show the 
postulatedd relationships between phenomena. Six behavioral traits of managers were related to trust in managers. 
Inn the second phase, a questionnaire was devised on the basis of the phenomena in the chart, and supplemented 
withh Hofstede (1980)'s set of 13 items for measuring culture. All members of the organization were surveyed to 
testt the validity of the qualitative data. The response rate was 58%, with littl e variation between departmental 
andd professional groups. A pattern analysis (Ragin, 1994) was applied to the data (n=1053) to answer the 
question.. This kind of analysis offers clear insights in relations between different combinations of behavioral 
traitss and trust or distrust in managers. Such insights are hard to gain in several multivariate techniques, like 
multiplee regression analysis. 

Methodology y 

Theree are several reasons for choosing a grounded theory approach in research on trust in managers. First, 
literaturee on trust and trust in hierarchical relations has so far yielded diverse and sometimes contradictory 
resultss on the basic dimensions of trust, while recognizing that trust has to be viewed as a multidimensional 
constructt (Mishra, 1996). As Tyler & Kramer (1996, 12) concluded in the introductory text in 'Trust in 
Organizationss (Kramer & Tyler, 1996)': 

'Muchh of this work reflects the theme - sometimes explicitly stated and sometimes only implied - that 
manyy extant models of trust from the social sciences provide inadequate or incomplete foundations for an 
organizationall  theory of trust.' 

Itt is in these circumstances that qualitative approaches are advocated as a source of information when first 
constructingg a theory of daily sensemaking of organizational participants, tapping into their 'mental accounts.' 
(Strausss & Corbin, 1990; Kramer, 1996). As Kramer (1996, 238) observed: 

'AA survey of extant theory and research on trust evokes one other critique. It quickly becomes evident, 
fromm even a casual inspection of the large sociological and psychological literature on trust, that there is a 
pressingg need for more 'naive theories' about trust.' 

Howeverr natural these personal accounts, the internal validity of data can be problematic (Kramer, 1996). 
Interviewerr effects may produce cognitive biases in eliciting personal accounts, while researchers' perspectives 
mayy play a part in data interpretation. Therefore, triangulation of qualitative and quantitative data was used to 
diminishh the problem of internal validity and reliability of data (Ott, 1989; Bijlsma-Frankema, 1997a). 
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AA second reason for choosing a 'bottom-up' design has been the challenging notion in the literature that 
severall  dimensions of trust may interact in producing certain levels of trust. Luhmann (1979), for instance, 
seemedd to suggest that, if one dimension of trust fails to meet conditions, overall trust will not be complete. 
Exploringg personal accounts can shed light on this problem. 

Thee third reason for choosing a grounded theory approach is the matter of how trust is related to control. A 
linee of reasoning often employed is that, in modern forms of organization, trust is a mechanism of organizational 
controll  that serves as a functional equivalent of direct supervision and hierarchical command in traditional forms 
off  organizing. There are, however, many questions about the relationship between trust and control that remain 
unanswered,, or that are answered in different ways by organizational scholars. Personal accounts of subordinates 
mayy provide some preliminary clues to the question of how trust in managers is related to control. 

Thee fourth reason for choosing a serendipity pattern approach is, paradoxically, often criticized as a weakness 
off  this approach. It concerns the role of culture in research on trust. Culture is about subjective rationality—what 
peoplee see, what they like, and what actions they value and prefer; these matters influence and are influenced by 
whatt is regarded as relevant (Sapienza, 1985; Thompson et al., 1990; Sackmann, 1991; Bijlsma-Frankema, 
1997a).. It can be inferred from this approach that what is relevant to trust in one (subculture or context may not 
necessarilyy be relevant in another. This context-boundedness of its findings is often seen as a weakness of the 
approach.. Further research into different contexts is needed to be able to generalize confidently on findings 
(Strausss & Corbin, 1990). Context-boundedness may, however, prove to be a strength too, since, contrary to 
manyy other methods, this approach may reveal context-dependence as an essential feature of trust. Although 
severall  authors recognize the importance of a contextual approach to trust (Creed & Miles, 1996; Kramer, 
1996),, these ideas seem to co-exist rather easily with the idea that universal dimensions of trust can be found. In 
thiss research, we explore the idea that a combination or combinations of behavioral traits of managers, as 
experiencedd by subordinates, can function as a sufficient condition for trust. The assumption that organizational 
culturee and context influence the findings will be tested in future work by comparing the case described here 
withh other cases. 

Thiss paper will be structured into three parts: First, several conceptual and theoretical issues that have 
motivatedd the analysis will be briefly reviewed; second, the empirical context of the study will be described 
alongg with an overview of data; and third, the results will be interpreted in the context of the literature. 

Theoreticall  Notions 

Mostt authors agree that the notion of risk is central to the concept of trust. As Luhmann (1988, 95) argued, 
trustt is a solution for specific problems of risk. Luhmann distinguished three modes of asserting expectations— 
familiarity,, confidence and trust. Familiarity and confidence presuppose asymmetrical relations between the self 
andd the environment. Familiarity—distinguishing the familiar from the unfamiliar and putting up with the 
familiar—bringss no need for conscious self-reflection. Both confidence and trust refer to situations that may 
resultt in disappointment. In the case of confidence, expectations with respect to contingent events are formed, 
butt the possibility of disappointment is neglected, because it is a very rare possibility, and also because people 
doo not know what else to do. In contrast to confidence, trust requires a previous engagement on the part of the 
trustfull  person. It presupposes a situation of risk. Trust is required if a bad outcome would make one regret one's 
action.. The distinction between confidence and trust does not relate to questions of probability or improbability. 
Thee point is whether or not the possibility of disappointment depends on one's own previous behavior. If people 
choosee one action in preference to others, in spite of the possibility of being disappointed by the action of others, 
theyy define the situation as one of trust (Luhmann, 1988, 97-99). Dasgupta (1988, 51) similarly described trust 
ass 'connected to correct expectations about the actions of others that have a bearing on one's own choice of 
actionn when that action must be chosen before one can monitor the actions of those others.' Gambetta's (1988, 
217-218)) general definition of trust is close to Dasgupta's and Luhmann's, but more explicit on the link between 
trustt and cooperation: 

'Whenn we say we trust someone or that someone is trustworthy, we implicitly mean that the probability 
thatt he will perform an action that is beneficial or at least not detrimental to us is high enough for us to 
considerr engaging in some form of cooperation with him.' 

Itt can be inferred from these definitions that monitoring is a check on the expectations of trust in risk 
situations.. If others live up to expectations, this good repute will enhance the level of trust, and lead to an 
increasee in willingness to cooperate. This idea is in accord with Lewicki & Bunker (1996)'s three-stage model of 
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trustt development in relationships, of which the first two are relevant to organizations. They suppose that the 
first,first, calculus-based, level of trust is arrived at by keeping to an agreement (even if out of a fear of penalty). It is 
clearr that some form of monitoring of mutual behavior is implicit in this stage of the development of trust. If 
agreementss are kept, trust can develop to a second stage—knowledge-based trust—sustained by a history of 
interactionn in which parties gather knowledge about each other, on which a general expectation that the other 
wil ll  act trustworthily is built. At this stage, monitoring is still seen to be important, but trust is less fragile, since 
sharedd knowledge influences interpretations of the behavior of others in a positive way. 

Trustt  in organizations 

Whenn trust within organizations is examined, features of social order become important. Trust can be 
embeddedd in the structure and culture of organizations to different degrees, as Creed & Miles (1996) argue. 
Theyy conceive of trust as a function of three variables (i) embedded predisposition to trust, (ii ) characteristic 
similarity;; and (iii ) experiences of reciprocity. Broad societal norms and organizational governance systems 
bringg about an embedded predisposition to trust, which can vary widely between societies and between 
organizations.. The latter two variables point to two general principles of social integration that can be traced 
backk to Durkheim (1893)'s mechanical and organic solidarity—sharing and reciprocal exchanges. Given societal 
norms,, organizational governance systems that are based on managerial philosophies can bring about varying 
degreess of embedded trust, of sharing norms and expectations, and of reciprocity (Gouldner, 1960). The higher 
thee level of trust, the stronger the acceptance of the social order by members of an organization: 

'Trustt is both the specific expectation that another's actions will be beneficial rather than detrimental and 
thee generalized ability to take for granted, to take under trust a vast array of features of the social order.' 
(Creedd & Miles 1996, 17). 

Thee question is—under which organizational conditions can trust be developed and maintained at a high 
enoughh level to work as an efficient principle in coordinating the behavior of organizational members? Wilkins 
andd Ouchi (1983)'s theory about the clan, a high trust form of organization, offers valuable insights into this 
question.. They state that there are three necessary conditions that sustain a clan organization: A shared 
paradigm;; members' experiences of congruence between individual goals and organizational goals; and trust in 
equityy in the long run. Trust in equity sustains goal congruence as a cohesive force. 

Itt can be inferred from this theory that mutual trust wil l be embedded in the social order of the organization if 
organizationall  members are socialized to share a paradigm and to think in terms of goal congruence - the latter 
nott coming about without trust in equity in the long run. Creed and Miles and Wilkins and Ouchi seem to agree 
thatt a shared paradigm and fairness in exchanges are both conditions for mutual trust and committed acceptance 
off  organizational goals. To arrive at a conception of fairness, some monitoring seems necessary. A similar point 
iss made by Powell (1996, 63) in comparing rational (exchange) and social norm (sharing) models of trust, 
amendingg the latter with notions from the former: "Societal norm-based conceptions of trust miss the extent to 
whichh cooperation is buttressed by sustained contact, regular dialogue and constant monitoring". Monitoring and 
regularr interaction are related to sharing a paradigm or a set of norms, as Hechter (1987) and March & Olsen 
(1975)) argue. In Hechter's view, monitoring is a necessary condition for group solidarity. In March and Olsen's 
theory,, in which development of trust or distrust is related to social integration, the intensity of interaction is 
bothh a consequence of trust and a facilitating condition for sharing seeing and liking, which enhances trust. 

Unlikee most authors on trust, March and Olsen take into account the notion of the relevance of events in the 
eyess of the people concerned. They state that people wil l come to trust those who are perceived to bring about 
desirablee events, or to prevent undesirable events, in relevant areas. If people trust others, they seek interaction 
withh them, tend to like what they like and see what they see, to share definitions of relevance, thus furthering 
integrationn between them. Distrust creates division between people, since, if others are distrusted, people will 
tendd to dislike what they like, tend not to share their definitions of relevance and, to the degree that the structure 
permitss them, tend to avoid interaction with them. In the process of developing trust or distrust, beneficial events 
wil ll  tend to be attributed to the trusted, detrimental events to those who are distrusted. Trust begets trust, while 
distrustt begets distrust. Both are developed in a cyclical process, in which perceptions of others are as much 
antecedentss as consequences of trust or distrust. Even matters of defining relevance are not independent of trust, 
oncee the process has developed. 

96 6 



Trustt  and control in hierarchical relationships 

Inn most of the literature on trust and control in hierarchical relationships, the focus has been on managers. 
Onlyy a few scholars have studied trust in managers from the perspective of subordinates. There seems to be a 
generall  agreement that trust reduces transaction costs. If vertical relationships are of a trusting nature, 
expendituree on control, checks, monitoring and other kinds of transaction costs can be lowered (Bromiley & 
Cummings,, 1996; Powell, 1990). Several authors discuss trust and control as elements of governance paradigms, 
butt based on contradictory assumptions. Control is identified as flowing from a low trust paradigm, based on 
theoryy X (McGregor, 1960), that, if introduced besides trust as a principle of governance, can destroy trust 
(Whitney,, 1994; Handy, 1993; Bijlsma-Frankema, 1998). Sometimes trust and control are presented as a 
constantt sum, whereby an increase in the amount of control (x) decreases the amount of trust by the same 
quantityy (x), and vice versa. Handy (1993) considered trust in subordinates and control over their work on the 
partt of the supervisor to be such a constant sum. Managers thus face a 'trust-control' dilemma, urging them to 
seekk carefully balanced solutions. 

Whilee most researchers recognize that monitoring is an essential part of a manager's control task, enabling him 
orr her to take actions (Ouchi, 1977; Kolb, 1983; Hackman & Walton, 1986; Gagliardi, 1986; Schein, 1989; 
Whitney,, 1994), there is less agreement about how the trust-control dilemma can be resolved. One of the 
questionss addressed in this research is how subordinates' trust in managers is related to managerial behavior, in 
particularr to monitoring the work of subordinates. In recent literature on trust in hierarchical relations, general 
dimensionss of manager-subordinate relations have been studied to understand subordinates' trust or distrust of 
managers.. Monitoring the behavior of subordinates is seldom mentioned as a relevant element of the manager's 
behaviorr that is related to trust. In Kramer (1996)'s view, monitoring is a feature of the relationship between 
managerss and subordinates. In hierarchical relationships, both parties monitor each other's behavior, searching 
forr clues to the others' trustworthiness. Kramer portrays subordinates as 'intuitive auditors' who fear being 
treatedd unfairly by their managers. They are, therefore, constantly trying to make sense of what happens, 
processingg available information into 'mental accounts.' These mental accounts, once formed, influence the 
evaluationn of new information and the attribution of motives to the manager. Trust influences the way 
informationn is processed in a positive way. Mental accounts based on distrust can lead to 'paranoid social 
cognition'.. Trust is important to subordinates because they often feel dependent and vulnerable. They are 
dependentt on their managers for a variety of critical organizational resources to get their work done in a 
satisfactoryy way. They also depend on managers for psychological resources such as social support, appraisal, 
andd fairness of treatment. Because of this, issues of relational trust will tend to loom larger among subordinates 
thann concerns about task-focused trust. According to Kramer, managers are more concerned about whether 
subordinatess fulfi l their tasks as expected. Their concerns about trust are more task-focussed. 

Thee notion that subordinates' trust in managers is more dependent on relational issues than task-related issues 
iss supported by the findings of Tyler & Degoey (1996)'s research. They studied the relationship between trust in 
managerss and the willingness of subordinates to accept decisions taken by managers. If subordinates feel they 
aree treated with respect and dignity and see their manager as benevolent, their willingness to accept the 
manager'ss decisions is enhanced. Instrumental elements in the relationship, like the competence of the manager 
inn solving problems, or the control of decision-making processes by subordinates, play a less important part in 
thee acceptance of decisions. Tyler and Degoey concluded, like others, that attribution of motives to authorities, 
suchh as the desire to maintain respectful relationships with subordinates, is central to trust in managers. 

Sitkinn & Roth (1993) and Sitkin & Stickel (1996) offered insights into the part that certain kinds of monitoring 
cann play in issues of trust. They distinguished two elements of manager-subordinate relations that are related to 
trust—taskk reliability and value congruence. They argue that legalistic 'remedies' like formalization, 
standardization,, or precise outcome measures can revive diminished trust, if the loss of was caused by 
unreliabilityy in task performance. If, however, value-incongruence is experienced between parties, the 
consequencee can be distrust. In such situations, legalistic remedies tend to foster distrust: 

'Attemptss to 'remedy' trust violations legalistically frequently fail because they paradoxically reduce the 
levell  of trust rather than reproducing trust. The adaptation of legalistic 'remedies' imposes a 
psychologicall  and/or an interactional barrier between the two parties that stimulates an escalating spiral 
off  formality and distance and leads to a need for more rules. And so the process is perpetuated.' (Sitkin & 
Roth,, 1993). 
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Sitkinn & Roth's analysis is in accord with the notion of a cyclical process (discussed above). It can be 
concludedd that most authors mentioned agree on two main trust-related factors. On one hand, trust is related to 
sharing—thee sharing of a paradigm, of relevance's, of interpretations (seeing), and of values (liking). On the 
otherr hand, trust in the manager is related to interactions and exchanges that are experienced as beneficial, as 
respected,, and as fair on the part of the manager. 

Organizationall  Context 

Beforee an overview of the data is presented, some remarks must be made on the context of the study. Based on 
Hofstedee (1980)'s indexes, the culture of the hospital can be typified as moderately tolerant of power distance 
(Powerr Distance Index = 51), low on uncertainty avoidance (Uncertainty Avoidance Index = 24), rather 
collectivistt (Individualism Index = 29), and very feminine (Masculinity Index = -66). Compared with 37 other 
casee studies conducted in Dutch profit and non-profit organizations, scores on trust are rather low. Among the 
respondentss to the survey, 21.1% agreed or strongly agreed with: 'I trust the Board of Directors,' while 26.6 % 
agreedd or strongly agreed with: 'I can fully trust the people that I work with.' Scores for 'I trust my manager' 
weree more positive, 64.1 % of the respondents agreed or strongly agreed. In the interviews, there were frequent 
complaintss about features of the social order in the hospital, which complaints were sustained by the survey data. 
Besidess distrust, people complained about disrespectful behavior, an atmosphere of insecurity, political games 
played,, decisions based on power instead of argument, negative images of groups toward each other that 
hamperedd cooperation, agreements not kept, and problems passed on to others (Bijlsma-Frankema, 1997b). 

Intervieww Data 

Thee interview texts were scanned for items that the interviewees related to trust in the manager. Six items were 
foundd to be often related. Questionnaire items were formulated to test the relationship between these items and 
trustt organization-wide. These items are discussed below. 

Monitorin gg Performance 

Manyy of those interviewed who claimed not to trust their manager (fully), also complained about aloofness in 
thee manager's behavior, resulting in a perceived lack of knowledge about what people do and whether they 
performm as expected. Sometimes respondents said that the manager failed to make clear the expectations of their 
performance.. Lack of care was an interpretation frequently associated with complaints of distant behavior—'It is 
ass if he doesn't care whether we do a good job or not,' one of the respondents said. Some related lack of care to 
thee manager's striving after personal, rather than team goals—'He is so busy minding his own career in the 
organizationn that he neglects us. We do not count enough, I guess'. Respondents who trust their managers 
praisedd them for knowing about their work and performance and for caring about things. Respondents 
consideredd that, if the manager did not monitor tasks as expected, it led to a lack of feedback on performance, 
arbitrarinesss and lack of equity in assessments, and a low level of improvement that inhibited satisfaction. 

PropositionProposition 1: Monitoring by managers based on clear expectations will  be positively related to trust in 
managers. managers. 

Too test the proposition, the following questionnaire items were formulated: 
1.. I trust my manager (strongly agree, agree, neither agree nor disagree, disagree, strongly disagree) 
2.. My manager is well aware of whether I perform as expected (strongly agree ... etc.... strongly disagree). 

Supportivee Behavior 

Supportivee behavior is a second theme that most of the interviewees directly related to trust in their manager. 
Respondentss often explained trust in their manager by stating that he or she supports them in matters important 
too them. Lack of trust is explained in the same way: 'I do not trust my manager fully, since she does not support 
mee enough. When I have to solve a problem and ask her to help me find a solution, most of the time I walk out 
off  her office without a solution. She is very clever in passing a problem back'. For the interviewees, a manager's 
supportt is especially relevant in two areas—in improving individual performance and in resolving problems with 
others.. Help and guidance in improving individual performance are seen as signs of caring. The threat of 
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sanctionss on sub-optimal performance is lessened, and satisfaction can grow as a result of effective support 
given.. Indirectly, people see consequences for the group too. If individuals are helped to improve their 
performance,, improving team performance becomes attainable, and with that, there is a collective satisfaction 
aboutt a job well done. 

PropositionProposition 2: Managers' help and guidance in improving individual performance will  be positively related to 
trusttrust in managers 

Thee other area often mentioned is support by the manager in resolving problems with others. The relevance of 
thiss may be context-specific. In the interviews, there were many complaints about the social order in the 
hospital,, as mentioned before. In such a context, a manager is sometimes the last resort for people trying to cope 
withh others who are 'no good' or uncooperative. By offering unconditional support in such cases, the manager 
nott only shows that he or she cares, but also shows a willingness to accept risk on behalf of a subordinate. If a 
managerr was seen to act in this way, he or she was trusted. Managers who were not (fully) trusted were said to 
shirkk their responsibility in solving problems between people, to 'delegate' problem-solving to subordinates, or 
too promise to act but without any follow-through. 

PropositionProposition 3: Managerial support in resolving problems with others will  be positively related to trust in 
managers. managers. 

Too test Proposition 2 and 3, two questionnaire items were formulated: 
3.. My manager offers help and guidance to improve my performance (strongly agree ... etc. ... strongly 

disagree). . 
4.. My manager will always support me in cases of problems with others (strongly agree ... etc. ... strongly 

disagree). . 

Cooperation-Relatedd Problem-Solving 

Trustt in managers was not only related to support in solving problems with others, but to effective results of 
problem-solvingg within the team or department as well. Respondents who did not (fully) trust their managers, 
pointedd to problems that were not solved because of differences in opinion between team members about the 
preferredd solution to those problems. In some teams or departments, people complained about a pile of 
'nagging'' problems that impede smooth functioning. Respondents who trusted their manager did not mention a 
largee numbers of unsolved problems. 

PropositionProposition 4: Low incidence of problems that cannot be solved because of differences of opinion within 
teams/departmentsteams/departments will  be positively related to trust in managers. 

Too test this proposition, questionnaire item 5 was formulated: 
5.. How often does it happen in your team/department that a problem cannot be solved because of differences of 

opinionn between people? (almost always, often, sometimes, rarely ever, almost never). 

Listeningg to Ideas and Suggestions 

Besidess expectations about monitoring, support, and solving cooperation-related problems, listening to 
subordinatess was seen as relevant to trust. A manager who was fully trusted was often said to be a 'good 
listener'' if subordinates brought up ideas or made suggestions to improve work processes or to improve relations 
withinn or between teams. If people said they do not (fully) trust their manager, general complaints about a lack 
off  fruitful discussions with the manager abounded, sometimes seen specifically as a lack of openness to the ideas 
off  subordinates on the part of the manager. Respondents said that they felt that their manager did not take them 
seriously,, and that he or she showed littl e respect for them. 

PropositionProposition 5: Openness to ideas and suggestions of subordinates will  be positively related to trust in managers. 

Sincee Hofstede (1980)'s questions for measuring his four well known cultural values were part of the 
questionnaire,, his question about experienced leadership style was chosen for the operational measurement of 
thiss theme. Hofstede distinguished four types of managers, based mainly on Tannenbaum & Schmidt (1959)'s 
categories.. Respondents were asked to typify both their actual manager and their preferred manager. The 
questionss were preceded by descriptions of four types of managers: 
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Managerr 1. Usually makes decisions promptly and communicates them to subordinates clearly and firmly. 
Expectss them to carry out the decisions loyally and without raising difficulties. 
Managerr 2: Usually makes decisions promptly, but, before going ahead, tries to explain them fully to 
subordinates.. Gives them the reasons for the decisions, and answers whatever questions they may have. 
Managerr 3: Usually consults with subordinates before reaching a decision. Listens to their advice, considers it, 
andd then announces the decision. Then expects all to work loyally to implement it, whether or not it is in 
accordancee with the advice they gave. 
Managerr 4: Usually calls a meeting of subordinates when there is an important decision to be made. Puts the 
problemss before the group and invites discussion. Accepts the majority viewpoint as the decision. 

6.. To which one of the above four types of managers would you say your own superior most closely 
corresponds? ? 
1.. Manager 1 
2.. Manager 2 
3.. Manager 3 
4.. Manager 4 
5.. He/she does not correspond closely to any of them 
Unlikee the first two, types 3 and 4 are considered as indicating openness to ideas and suggestions of 
subordinates. . 

Feedbackk on Performance 

Thee final trust-related theme that surfaces in many interviews is feedback on performance. Managers who 
weree trusted were praised for giving feedback on performance and for being fair. Giving feedback in a fair way 
wass seen as having consequences for individuals and for the group. Feedback was seen as a way to improve 
teamm performance, especially if feedback to under-performing colleagues was followed by help and guidance 
directedd at improvement. 'It makes you feel that something is being done about better performance of the team'. 
Soo feedback was seen as an investment in people and their collective effort. If managers failed to provide 
feedback,, they were seldom fully trusted. In such cases, people also said that they felt that the manager did not 
caree for them a lot. People who did not fully trust their managers often said that their good work seemed to be 
unnoticedd by the manager, or was just taken for granted. They felt that if they work hard to do a good job and 
succeed,, then the manager should show appreciation. Some even said that appreciation was needed to provide 
motivationn to keep trying. 'If I never get recognition, what do I try so hard for anyway?' 

PropositionProposition 6: Appreciation for good work will  be positively related to trust in managers. 

Too test this proposition questionnaire item 6 was formulated: 
6.. If I do a good job, appreciation is clearly shown (strongly agree...ect...strongly disagree). 

Att the time the questionnaire items were formulated, appreciation for good work seemed not to be specifically 
relatedd to managers, but rather to the more genera! issue of the social order. A closer analysis, which revealed 
thee relationship to trust in managers more clearly, was done after the questionnaire was administered. 
Consequently,, we neglected to formulate an item on appreciation for good work by the manager. 

Quantitativee Data 

Too test the propositions about relationships between the six items and trust in managers, cross tabulations and 
Pearson'ss correlation coefficients were used. In addition, factor analysis was employed. Since the item on types 
off  managers is a nominal variable, it is not included in the correlation matrix nor in the factor analysis. A cross 
tabulationn shows a clear relationship between the four types of managers and trust, the participatory types 3 and 
44 showing a much higher percentage of trust (84.75%) than types 1 and 2 (53.61%). Pearson's chi-square is 260 
(dff  = 20), significant at the p < 0.001 level. Support in case of trouble with others shows the highest correlation. 
Guidancee and monitoring are also well correlated. Appreciation and cooperation-related problem-solving show 
lowerr values, but correlation's were still amply significant at the p < 0.001 level. 
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Tablee 1: Pearson's correlation's and factor  loading's 
Item m 
1.. My manager is well aware of whether I do my job as expected 

2.. My manager offers me help and guidance to improve my 
performance e 
3.. My manager wil l always support me in cases of problems with others 

4.. If I do a good job, it is clearly appreciated 

5.. How often does it happen in your team / department that a problem 
cannott be solved because of differences in opinion between people ? 
6.. I trust my manager 

correlationn to item 6 
.64 4 
pp < .001 
.70 0 
p<.001 1 
.77 7 
pp < .001 
.42 2 
p<.001 1 
-.37 7 
p<.0010 0 

factorr loading's 
.80 0 

.86 6 

.84 4 

.64 4 

-.52 2 

.88 8 

Itt can be concluded that none of the six propositions is falsified by the data. In a factor analysis on 28 
questionnairee items, five factors are found with an eigenvalue greater than 1. The first factor shows high 
correlation'ss with many items related to trust in the Board of Directors. The five items about behavioral traits of 
manager,, and trust in managers, all correlate with factor 2. This finding supports the relationship to trust as 
describedd in the interviews. A factor analysis run on these five variables together with the trust variable results in 
onee factor with an eigenvalue of 3.54, explaining 58.96 % of the variance. The factor loading's are shown in 
Tablee 1. 

Patternn Analysis 

Thee interview material suggested that certain combinations of less than six variables may explain trust as well 
ass all six together. Some variables seemed to serve as substitutes for others in trust-related patterns of 
behaviorall  traits of managers, as experienced by subordinates. The data seemed to challenge the assumption, 
underlyingg various multivariate techniques, that all variables in a model matter at the same time for every 
respondent.. Different subcultures or contexts within the organization may lead to different relevance's and 
expectationss regarding the manager's behavior. A model with six variables may show to be redundant, not with 
respectt to one variable in all circumstances, but with respect to different variables in different circumstances. 

Too follow upon this line of reasoning a pattern analysis has been applied to the data on trust in managers, 
inspiredd by the work of Ragin (1994). In the analysis, that is based on Boolean algebra, truth tables are used. 
Thee basic idea of the analysis is to find patterns of criterion variables that discriminate between outcomes in the 
dependentt variable by comparing patterns and deleting variables and patterns that do not discriminate. 

Al ll  variables are dichotomized into values which are given a upper-case letter and values which are given a 
lower-casee letter. The letters used to code the cases are: M for monitoring performance (assigned in 59.9 % of 
alll  cases ), A for appreciation of good work (50.5 %), G for help and guidance to improve performance (52.2 
%),, S for support in resolving problems with others (58.5 %), P for cooperation-related problem-solving (57.5 
%),, and T for trust in the manager (64.1 %). In this analysis the nominal variable of management style can be 
included.. This variable is coded O - for openness to ideas of subordinates - if the manager is typified as 
participatoryy (type 3) or democratic (type 4) (40.2 %), in other cases the lower-case o is assigned. 

Inn this kind of pattern analysis, decisions about dichotomization are crucial to the outcomes. In the light of the 
questionquestion asked, strongly agree and agree answers, indicating that a trait is positively experienced, are coded in 
upper-casee letters. In case of P, cooperation-related problem-solving, respondents indicating that unsolvable 
problemss "rarely ever" or "almost never" occur get a P, the rest a p. Based on theoretical considerations about 
thee distinct nature of trust and distrust (Sitkin & Roth, 1993), trust is divided into three categories, in: T 
(stronglyy agree and agree, 64.1 %), - (neither agree nor disagree, 19.9 %), and t (disagree and strongly disagree, 
166 %). Because of missing values in one or more variables, 226 cases had to be excluded, leaving 827 valid 
casess for analysis. Each respondent's pattern is coded in letters. For example, MAGSopt means: Positive on 
monitoring,, appreciation, guidance and support, not positive on openness and problem-solving, not positive on 
trustt in the manager. 

Iff  Ragin is strictly followed, two rules guide the analysis: 
1)) If two patterns with the same value on the dependent variable show difference in value in only one criterion 

variable,, this variable is considered as not discriminating, there fore it can be removed form the pattern, for 
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example:: MAgSOp-t and MAgSop-t lead to: MAgSp-t. In this way patterns are reduced to sets of discriminating 
variables. . 

2)) If two similar patterns lead to different values in the dependent variable, this pattern must be removed from 
thee analysis. For example: MAgsOp-t and mAgsOp-T leads to removal of the pattern MAgsOp 

Afterr coding the patterns it became clear that in this data set these rules cannot be applied to the letter without 
loosingg the intended effect of finding reduced patterns of traits that discriminate between trust in the manager 
andd non-trust. There were two problems that had to be taken care of. The first problem was that of the 64 logical 
possiblee patterns 63 were found. The consequence is that Ragin's first rule, if applied, would lead to reduction to 
singlee variables, whereas the pattern analysis is employed to improve on single-variable explanations. The 
secondd problem was that frequencies of patterns, that vary from 1 to 111, are not taken into account. Take, for 
instance,, the pattern MaGSOp. Of the 85 respondents with this pattern, 84 have a T code, 1 a t. If the second rule 
wouldd be applied, this pattern must be deleted from the analysis. With that, information about a 'good' pattern 
wouldd be lost. 

Too solve these problems, 'prediction of trust' percentages, the number of respondents that trust their manager 
dividedd by frequency, are calculated. The highest 'prediction-of-trust' patterns are then compared to patterns 
withh one trait less, to see how the prediction rate is affected. If a high prediction rate is maintained in the reduced 
pattern,, it is assumed that the trait can be deleted, since it is redundant. In this way, the principle of comparing 
andd reducing is kept alive, as well as the search for minimal patterns with optimal discriminatory power. The 
patternss have been arranged into five categories of prediction. The lower-case letters of the Boolean notation are 
deletedd from the patterns for ease of reading 

Results s 

Tablee 2: Prediction of trust/ non-trust. 
Category y 

Highh prediction of 
trust t 
Medium m 
predictionn of trust 
Highh prediction of 
absencee of non-
trust t 
Indecisive e 
patterns s 
Highh prediction of 
non-trust t 
Al l l 

n n 

297 7 

146 6 

115 5 

82 2 

187 7 

827 7 

predictionn of 
trustt range 

TT > 93% 

93%% >T > 
70% % 
70%% > T > 50% 

50%% > T > 22% 

14%>T>> 0% 

100%>T>0% % 

frequenciess "I trust my 
manager" " 
(strongly)) agree 

T T 
293 3 
(98.8%) ) 
125 5 
(86%) ) 
68 8 
(59%) ) 

28 8 
(34%) ) 
11 1 
(6%) ) 
525 5 
(63%) ) 

neitherr agree 
norr disagree 

2 2 
(0.6%) ) 
17 7 
(11%) ) 
36 6 
(31%) ) 

39 9 
(31%) ) 
72 2 
(38%) ) 
166 6 
(20%) ) 

(strongly) ) 
disagree e 
t t 
2 2 
(0.6%) ) 
4 4 
(3%) ) 
11 1 
(10%) ) 

15 5 
(18%) ) 
104 4 
(56%) ) 
136 6 
(17%) ) 

133 Patterns, ranging in frequency from 1 to 87, show a 100% prediction rate. Together with patterns of 93% or 
more,, they are put in the high 'prediction of trust' category. Table 3 shows the definition of categories. For an 
overvieww of all patterns see the appendix. In general, the high prediction of trust patterns show the richest 
combinationn of behavioral traits, the high prediction of non-trust the poorest, while the in-between categories 
showw a descending line in the number of traits that are experienced. The full pattern, MAGSOP, with 87 cases, 
predictss trust in managers in all cases. This supports the idea that the six items chosen are all relevant and that 
thee combination a sufficient condition set for trust. Each of the six items, if found without any other traits, does 
nott perform very well. As is shown in the appendix, percentages of trust range from 53 % to 6 %. 

Inn the rest of this paper, the patterns in the first two categories, with high and medium percentages of trust, wil l 
be.closelyy examined. Reading the appendix from left to right, the question of redundancy can be asked. What 
happenss if, starting with the full pattern MAGSOP, one trait is missing? Is there a loss of prediction of trust 
percentagee and, if so, how much is lost? 
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Five-Trait ss Patterns 

AHH traits can be deleted from the MAGSOP pattern without much loss, indicating that MAGSOP is a "fat" 
pattern.. There are, however, slight differences in the consequences of loosing one trait. When cooperation-
relatedd problem-solving (P), openness tot subordinates' ideas (O), or support in solving problems with others (S) 
iss indicated to be missing, prediction-rates are less than 100%. 

Itt is worth noting that 6 of the 7 high-trust patterns with five traits include monitoring, as is shown in table 3. 
Yet,, monitoring can be missed as long as all the other behavioral traits are present in the eyes of subordinates. 

Tablee 3: Six- and five-traits patterns. 
Pattern n 

MAGSOP P 
MAGSO O 
MAGSP P 
MAGOP P 
MASOP P 
MGSOP P 
AGSOP P 

n n 

87 7 
44 4 
45 5 
16 6 
5 5 
26 6 
9 9 

Highh prediction 
off  trust 
100% % 
98% % 
98% % 
94% % 
100% % 
100% % 
100% % 

Five-- and four-trait s patterns 

Iff  the five-traits patterns with a high prediction rate of trust are compared to four-traits patterns that miss one 
off  the five traits, then seven patterns show to be still solid and one is a doubtful one. ~ 
MAGSO.. If MAGSO is taken as a starting point, MGSO, AGSO and MASO show 100% prediction rates, the ?I 
otherr patterns show lower rates. 

Figuree 1 
MAGSS (86%) 
MAGOO (88%) | 
MASOO (100%) 
MGSOO (100%) % 
AGSOO (100%) 

Apparently,, O or S cannot be missed in this pattern, without loss of prediction power. The three patterns with 
100%% rates seem to suggest that SO, supplemented with any two-trait choice out of M, A and G wil l lead to 
trust.. The combination of S and O can be seen as a basic interaction between manager and subordinates, that 
includess team-directed-ness. According to the interviewees, listening to a team and helping people to solve 
theirr problems is experienced as beneficial because the manager helps the team to overcome things that hinder 
progresss or success. If this combination is supplemented by two more individual-directed traits, a balance 
betweenn beneficial behavior directed at the individual and the team seems to be found. This balance may explain 
thee 100% prediction rates of trust in managers. 

MASOP.. This pattern includes cooperation-related problem-solving, a third team-directed dimension. If one 
traitt is missing from this pattern, only MAOP shows a considerable drop in prediction rate. It can be conjectured 
thatt S is an essential trait in the other patterns. 

Figuree 2 

MASOPP (100%) - MAOP (75%) 

TwoTwo rules can be proposed, based on these data. First, MAS leads to trust if combined with O or P. Second, 
SOPP leads to trust if combined with M or A. SOP is the fullest team-directed combination of traits, M and A are 
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individual-directedd traits. As will be seen later, guidance to improve performance, which is also and individual-
directedd trait, does not perform as well with SOP. Only 88% of the respondents with the GSOP pattern trust the 
manager.. It can be conjectured that while the traits M and A can fulfi l the same function if combined with SOP, 
GG is not a sufficient substitute for M or A. MAS, a combination of individual-directed traits, leads to trust if 
combinedd with O or P, both team-directed traits. If another individual-directed trait, is added to MAS, as in 
MAGS,, prediction of trust falls to 86%. 

Whenn these findings are compared to the 100% prediction rates of MGSO, AGSO and MASO discussed 
earlier,, it can be conjectured that the understanding, that any combination of two traits out of M, G, and A with 
SOO leads to trust is based on an unjust assumption of equivalence between M, A, and G. The following rule 
seemss more adequate: GSO, combined with M or A, leads to trust. MASO is better conceived of as a 
combinationn of MAS and O. 

MAGOP.. If the results of four-traits patterns, derived from MAGOP are compared with the results of 
MASOP,, further evidence can be found on the different nature of the two 'help me' items, G and S. 

Figuree 3 

MAGOPP (94%) 

MAGOO (88%) 
MAGPP (83%) 
MAOPP (75%) 
MGOPP (66%) 
AGOP(100%) ) 

Neitherr MAG, nor GOP do as well as MAS and SOP in combination with a fourth trait. Support in resolving 
problemss with others seems to be a perfect link between individual-directed and team-directed traits in the 
managers'' behavior, because of its double character: Helping individuals to resolve problems between 
individuals.. As a consequence, MAS can be seen as more team-directed than MAG. With MAG, one team-
directedd trait may not bring a proper balance between individual needs and team needs. 
GOPP seem to be a better point of departure for a trusting pattern. Both MGOP and AGOP seem balanced 
patterns.. Surprisingly, monitoring does not do well as a supplement to GOP. The AGOP pattern, with only one 
respondent,, is the only one with 100% prediction rate of trust. 

MAGSP.. Since MAG is not found to be a good starting point for a high prediction-of-trust pattern with four 
traits,, it may be conjectured that if the four-traits pattern misses one of the three individual-directed traits in 
MAG,, results wil l be better. 

Figuree 4 

MAGSPP (98%) 

MAGPP (83%) 
MAGSS (86%) 
MASP(100%) ) 
MGSPP (93%) 
AGSP(80%) ) 

Theyy are, but not in all cases. MASP is discussed earlier as a combination of MAS and P. GSP, which seems a 
nicee combination of individual- and team-directed traits is not doing very well with A. MGSP is doing much 
better,, but not perfect. As wil l be showed further on, the kernel of this pattern is MGP: 'See me, help me to 
improvee my performance and see to it that I am not bothered by problems with others'. MGP leads to trust in all 
casess found. 

MGSOPP and AGSOP. Four-traits patterns, derived from these last two high prediction of trust patterns do not 
leadd to new insights. 

Figuree 5 

MGSOP P 

MGSOO (100%) 
MGSPP (93%) 
MGOPP (66%) 
MSOP(100%) ) 
GSOPP (88%) 
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Figuree 6 

AGSOP P 

AGSO(I00%) ) 
AGSPP (80%) 
AGOP(100%) ) 
ASOP(100%) ) 
GSOPP (88%) 

So,, seven patterns show a 100% prediction rate of trust in the manager. GSO with M or A, SOP with M or A, 
MASS with O or P, and AGOP. In case of very low frequencies, as in AGOP, these outcomes must be handled 
withh care. MGSP will prove to be a special case, in which, contrary to the general tendency in the data set, one 
traitt less heightens the prediction rate of trust. 

Three-- and two-trait s patterns 

Whenn a third trait is missing from the MAGSOP pattern, only a few are in the high or medium prediction of 
trustt category. Even a few two-traits patterns show to be good predictors of trust in managers, although 
frequenciess are rather low. These pattern can shed some light on the bottom line of trust. 

Tablee 4: Three- and two-trait s patterns 
Pattern n 
MGP P 
MGS S 
MG G 
MOP P 
MO O 
AGS S 
AGP P 
AG G 
GSO O 
GO O 
SOP P 

n n 
4 4 
25 5 
16 6 
4 4 
4 4 
4 4 
5 5 
5 5 
7 7 
1 1 
8 8 

Highh prediction of trust 
100% % 

100% % 

Mediumm prediction of trust 

88% % 
71% % 
75% % 
75% % 
75% % 
80% % 
80% % 
86% % 

88% % 

Al ll  three- and two-traits patterns in table 5 that predict 86% of trust or more are considered possible candidates 
inn the search for minimal patterns with high prediction rates. 

MGP.. MGP is an individual-directed pattern supplemented by absence of unsolved problems that can hinder 
ann individual tot do his or her job in a satisfactory way. Only four respondents indicate this pattern as typifying 
theirr managers' behavior, they all trust him or her. If one trait is added, the prediction rate is lowered, in all 
cases.. MGP is the only three-traits pattern that behaves contrary to the general tendency that more traits lead to 
higherr trust 

Figuree 7 

MGOPP (66 %) 
AGPP (83%) 
MGSPP (93%) 

MGPP (100%). 
GPP (80%) 
MGG (71%) 
MPP (22%) 

Missingg one trait from the MGP pattern is especially harmful for trust if it is guidance to improve 
performance:: The MP pattern is a clear non-trust prediction pattern. It can be concluded that guidance is a 
centrall  trait in this pattern. Adding O to MGP lowers trust most considerable, to 66%. This can point to an 
aversivee effect between MGP and the participative style of managing O stands for. In the interviews it is 
sometimess said that "all that talking in meetings cost a lot of time, that is not adding much to my performance". 
MGPP may be the expression of preference for a individual-directed style of managing, where the manager by P 
providess for a sphere wherein the individual is not bothered by problems created at the group level. The best 
combinationn is between MGP and S, support in resolving problems with others. This finding may sustain the 
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ideaa that respondents with the MGP pattern do not like to be bothered by 'group-ness' too much and that they 
expectt the manager to take care of group-related problems for them or with them. 

MGS.. MGS seems to be a rather individual-directed pattern too. Contrary to the MGP-pattern, this pattern 
followss the general tendency that if a trait is added, the prediction of trust rate goes up or stays approximately 
thee same. 

Figuree 8 

MAGSS (86%) 
MGSO(100%) ) 
MGSPP (93%) 

MGSS (88%) 
MG(71%) ) 
MSS (57%) 
GSS (0%) 

Addingg monitoring to GS shows the biggest improvement: A perfect non-trust pattern is turned into a trust-
relatedd pattern. Monitoring seems to be a crucial trait in this pattern. At the plus side, adding appreciation for 
goodd work (A) does not improve the prediction of trust rate. Adding a consultative style of managing (O) is an 
improvementt to 100%, indicating that O may be a necessary part of this pattern, contrary to A. This conclusion 
iss supported by the fuller MAGSO (96%) pattern. If O is deleted, 10% is lost, if A is deleted, prediction goes up 
too 100%. The same reasoning can be applied to O and P. The MGSOP-pattern with a prediction rate of 100% 
cann loose P without consequences, loosing O means a lesser result. 

MGSS seems to be a sub-optimal variant of MGSO in predicting trust in managers. This can mean that the 
'group-ness'' that a consultative style brings, added to support in horizontal relationships (S) is preferred as a 
balancee to individual-directed monitoring and guidance. The difference to the MGP-pattern of "solve the 
problemss but leave me out of group matters" is the preference in MGSO for attention to horizontal relationships 
andd team building. 

GSO.. The GSO pattern offers a fairly high prediction rate of trust, a lot better than GS or SO, but less than GO 
(withh only one respondent). Since patterns that include GO do not do very well, GO is not included in further 
analysis. . 

Figuree 9 

MGSOO (100%) 
AGSO(100%) ) 
GSOPP (88%) 

GSOO (86%), 
GOO (100%) 
GSS (0%) 
SOO (33%). 

Iff  S is added to GO, the group-directed traits dominate. It is therefore, maybe, that adding an extra individual-
directedd trait, M or A, to balance the pattern, leads to 100% prediction of trust. Both MGSO and AGSO are 
discussedd earlier. GSO seems to be a sub-optimal variant of MGSO or AGSO. 

AGS.. The AGS-pattern has a prediction rate of 75% and a low frequency. It could be considered as an 
alternativee for MGS. Can appreciation for individual work replace monitoring? 

Figuree 10 

MAGSS (86%) 
AGSOO (100%) 
AGSPP (80%) 

MGSS (88%) 

AGSS (75%)' 
AGG (80%) 
ASS (50%) 
GSS (0%) 

Itt cannot without loss in the prediction rate. AGS seems to be a failing variant of the MAGS pattern, while 
MGSS even does somewhat better than MAGS. From the MAGS pattern, appreciation can be missing without any 
losss of prediction rate, while missing monitoring - as in AGS - worsens results. Yet, AG seems to be the strong 
axiss in the AGS combination, since AG has a higher prediction rate than AGS. If AGS is combined with a 
participativee style of management (O), prediction of trust rises to 100%. Adding P does not bring much 
improvement.. AGSO is also a pattern in which individual-directed traits are balanced with attention for 
problem-freee horizontal relationships and team-directed behavior on the part of the manager. So, it can be 
concludedd that AGSO is a sufficient set of conditions for trust, and AGS is not. 

SOP.. The three-traits pattern that seems to promise good results as a minimal combination of traits that leads 
too trust in managers is SOP, a pattern in which all group-directed traits are combined. Yet, this combination 
seemss to miss one essential element. Combining this pattern with one individual-directed trait leads to trust in all 
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casess if the individual characteristic is monitoring or appreciation of good work. Adding guidance to SOP does 
nott lead to better results. It can be concluded that the SOP pattern is a failing variant of MSOP or ASOP. 

Figuree 11 

MSOPP (100%) 
ASOPP (100%) 
GSOPP (88%) 

SOPP (88%) 
SOO (33%) 
SPP (50%) 
OPP (50%) 

MOPP and MO. Both these patterns do not do very well in predicting trust, apart from low frequencies. It is 
worthh noting that adding P or AP tot MO does not improve the prediction rate of the pattern. Adding G or S to 
thee MO pattern worsens the results, adding G and S leads to the 100% result of MGSO mentioned above. 
Addingg S and P amounts to the same result. All three-traits patterns in figure 12 can be considered as variants of 
MSOPP or MGSO that fail because of missing traits. 

Figuree 12 

AOPP (75%) 

MGOPP (66%) 

MSOPP (100%) 

MOPP (75%) 

MGOO (50%) 

MOO (75%) 

I I 
MSOO (66%) 

MGSOO (100% 

AGP.. This three-trait pattern has a prediction rate of 80% and a low frequency. If compared to MGP, with a 
predictionn rate of 100%, it becomes clear that with GP appreciation seems not a good alternative for monitoring, 
althoughh both are individual-directed traits and both have to do with the quality of individual work. Yet, the 
combinationn of appreciation and guidance seems to form the axis of a good pattern. Adding P tot AG does not 
improvee prediction of trust, but after adding P and O prediction raises tot 100%. It can be concluded that AGP is 
aa failing variant of the AGOP pattern. 

Figuree 13 

MAGPP (83%) 
AGSPP (80%) 
AGOPP (100%) 

AGPP (80%) 
AGG (80%) 
APP (0%) 
GPP (33%) 

Highh Trust Patterns 

Onlyy the smaller MGP pattern can be added to the eight four-trait patterns that proved to be solid predictors of 
trust:: MGSO, AGSO, MSOP, ASOP, MASO, MASP, AGOP and MGSP. The patterns of all 297 cases in the first 
categoryy include minimal one of these patterns. The overall trust rate is 98.8 %. MGP is a pattern that is doing better 
withoutt other traits. 

Conclusion n 

Inn this paper, some answers were found to the following question: Is trust in managers (in this context) related 
toto a combination of the behavioral traits of managers, as experienced by subordinates; and: how is control 
relatedrelated to trust ? To a certain degree, trust is related to combinations of the behavioral traits of managers. The 
fulll  pattern and five of the six five-traits patterns include monitoring. Of the nine four- and three-traits patterns 
withh prediction percentages ranging from 93% to 100%, six include monitoring of performance by the manager. 
Thee other three patterns include appreciation of good work. Two of these patterns show very low frequencies, 
AGOPP (1) and AGSO (2). So, it can be concluded that in most high trust patterns monitoring by the manager is 
relevantt to trust. A surprising outcome that, to my knowledge, is not mentioned before in literature on 
subordinates'' trust in managers. For sake of a later argument, it is worth noting that all patterns that do not 
includee M, include O. The general tendency, to be seen in the appendix, that if traits are missing from the 
"good""  patterns, overall trust is diminishing, confirms the idea that trust is like a barrel, wherein the shortest 
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stavee determines the level of water that can be held. This idea was proposed by Luhmann (1977), although in 
otherr words. 

Thee answers found are only valid to a certain degree. There are deviant cases that need further examination. 
Tablee 2 shows that in the first two categories, 25 cases of indecisiveness and distrust are found. In the third 
category,, 11 cases of distrust need explaining, as 11 cases of trust in the high prediction of non-trust category. 
Includingg other variables in the pattern analysis may shed light on these cases, for instance items about the social 
orderr in the hospital. Another matter that asks for attention is the indecisive category and the fourth category of 
patternss that seem to predict indecisiveness better than others. If trust and distrust are different phenomena, as 
Sitkinn & Roth (1993) argue, then what can the essence of indecisiveness be? Is it a sign that trust in the manager 
iss not a relevant issue, is the manager not long enough in function to form an opinion, or does it mean that 
plussess and minuses add up to zero in the experience of subordinates? So far, the analysis has not yielded a 
satisfactoryy answer. If the indecisive category is left out for separate analysis, 661 cases are left. Based on the 
patternss of these respondents 93,5% of trust (categories 1-4) or distrust (category 5) can be predicted, a rather 
satisfactoryy outcome. 

Thee patterns found suggest that, in general, a balance between individual-directed traits and team-directed 
traitss leads to trust, but different accents within the balance seem to be preferred by respondents. This means that 
thee assumption that all six variables matter at the same time to every respondent is not tenable in this data set. 
Examiningg patterns of contextual variables may lead to a better understanding of these outcomes. 

Thee matter of context-boundedness has to be addressed in future research. The first results are encouraging, 
though.. In a case study of a mental health network, monitoring, support, guidance, openness and cooperation-
relatedd problem-solving were mentioned again as relevant to trust in managers. Appreciation of good work was 
replacedd by fairness of assessment by the manager. Correlation coefficients range from .57 to .76. Another new 
variablee added, promotion of the team's interests within the organization is even stronger related to trust (r = 
.80).. A replication of the pattern analysis with the MAGSOP traits resulted in 92.2 % prediction of trust or 
distrust. . 

Inn answering the question why the six items found are related to trust, the distinction between instrumental and 
sociall  concerns, made by several authors mentioned before, does not seem very helpful if the concept of 
(cultural)) relevance is taken into account. Relevance, attributed to behavioral traits of managers, means that 
subordinatess see these things as the core tasks of the manager, and that they attach value to a proper execution of 
thesee tasks. In this view, task-reliability equals benevolence and respect, shown for subordinates. Both signify 
value-congruence,, that impedes distrust to arise. Sitkin & Stickel (1996) make a similar point in stating that 
perceivedd mismatches between managerial systems and employee task perceptions are potentially important as a 
factorr in escalating cycles of distrust in managers, because these mismatches easily lead to feelings of value-
incongruence e 

Thee items found are better understood as specifications of two general features of the manager's task, as 
wordedd by Hackman & Walton (1986): Monitoring and taking action. If monitoring is insufficient, taking action 
cannott be optimal. Two items refer to the gathering of information about subordinates' relevance's that seem 
necessaryy to act in a 'proper' and effective way: Individual-directed monitoring and openness to ideas of 
subordinatess in a team setting. All high trust patterns contain M or O. These two features point to the importance 
off  face-to-face contact, interaction-seeking, mutual dependence and reciprocal exchanges, mentioned in the 
literaturee on trust. Taking action can be individual-directed, as in guidance to improve performance, and - in the 
endd - appreciation for good work, but the data show that just that is not enough, since problems between people 
cann hinder the team to experience the collective success that is valued highly in a collectivist culture. Support in 
resolvingg problems with others and cooperation-related problem-solving can be understood as means to pave the 
wayy to feelings of collective success and well-being. These features stress the positive effects on trust of value-
congruencee and sharing of relevance's, problem definitions and success. 
Sharingg and exchanging, Durkheim's two principles of solidarity, seem to be very alive among the people that 

workk in this hospital. They are not the only ones. Looking at general statements about trust in the literature, like 
thosee mentioned in the introduction of this paper, one can wonder if trust isn't just another word for Durkheim's 
conceptt of solidarity. 
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Appendix::  Patterns, Frequencies and Prediction of Trust Percentages. 

Patter nn n %T Patter n n %T Patter n n %T Patter n n %T Patter n n %T 
MAGSOPP 87 100% 
MAGSOO 44 98% 
MAGSPP 45 98% 
MAGOPP 16 94% 
MASOPP 5 100% 
MASOO 9 100% 
MASPP 3 100% 
MGSOPP 26 100% 
MGSOO 16 100% 
MGSPP 15 93% 
MGPP 4 100% 
MSOPP 6 100% 
AGSOPP 9 100% 
AGSOO 2 100% 
AGOPP 1 100% 
ASOPP 8 100% 
GOO 1 100% 

MAGSS 32 86% 
MAGOO 8 88% 
MAGPP 11 82% 
MAOPP 4 75% 

MGSS 25 88% 
MGG 16 75% 
MOPMOP 4 75% 
MOO 4 75% 

AGSPP 5 80% 
AGSS 4 75% 
AGPP 5 80% 
AGG 5 80% 
GSOPGSOP 8 88% 
GSOO 7 86% 
SOPP 8 88% 

MAGG 13 62% 
MASS 6 67% 
MAOO 2 50% 
MAPP 8 63% 

MGOPP 3 67% 
MSOO 6 67% 
MSPP 6 67% 
MSS 7 57% 

ASOO 8 63% 
ASPP 6 67% 
ASS 10 50% 

GSPP 2 50% 
GG 9 67% 
SPP 6 50% 
SS 15 53% 
OPP 8 50% 

MAA 7 29% 

MGOO 4 25% 
MPP 9 22% 
MM 29 41% 

AOPP 4 25% 

GOPP 4 25% 
GPP 3 33% 
SOO 3 33% 
00 19 32% 

AOO 7 14% 
APP 10 0% 
AA 25 8% 

GSS 1 0% 
PP 33 6% 
magso pp 111 5% 
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AFTERTHOUGHT S S 

Sincee in each study conclusions are drawn, I do not see much use in repeating all of them here. Instead, I wil l 
concludee with some thoughts that made sense to me when I looked back on these five studies and looked 
forwardd to future ones. I wil l discuss afterthoughts about a basic theoretical idea, research methods, outcomes, 
andd limitations of the studies. 

Basicc Idea 

Inn all five studies the gathering and analysis of data is build on a theoretical idea, that, like a Lego stone, is 
usedd to build different representations. The idea is that behavior is a co-product of culture and structure, and that 
frictionss between the structure-as-experienced and the structure-as-preferred, measured as aversions to the 
structuree can, under certain conditions, lead to unproductive behavior of organizational members. 

Thee idea that the relation between the structure-as-experienced and the structure-as-preferred is relevant to 
explainingg conformist or deviant behavior is grounded firmly in how people think about the situation they are in 
thee organization and how they act in it and recreate it from day to day. The pupils and teachers, the workers and 
managerss in the dairy plant, the judges, the administrative authorities, the clerks, the three groups of managers in 
thee multinational company, the employees of the hospital, they all talk about the relation between their 
experiencess and their preferences, their contentment's and aversions and how they try to cope with the latter. It 
couldd be argued that this observation is an artifact of the theoretical framework used, but my day-today 
experiencess as an employee and as a human being do not tell me otherwise so far. 

Although,, apart from studies based on dialectics, the social scientific literature is not replete with studies that 
pursuee the idea in a systematic way, it is by no means a new idea. I came across a citation from a lecture on 
humorr by William Hazlitt (1819), saying: "Man is the only animal that laughs and weeps; for he is the only 
animall  that is struck with the difference between what things are and what they ought to be." The point that is 
madee very clearly here is that people can't help weighting out experiences of how things are against how they 
couldd be or should be, and that emotions, positive and negative, are stirred by differences. 

Thee focus of this book is on how people act if they are struck with such differences in a negative way. In the 
firstt three studies and in the full study of the hospital, a three-level model is employed to build a representation 
off  the empirical world studied. In this model, problems of a different nature can be distinguished at each level, 
withoutt losing sight of their inter-relatedness. 

Researchh Methods 

Thee mode of combining of qualitative and quantitative methods, as developed in the course of the case studies 
onn organizational cultures, is nothing more than an elaboration of the idea, presented in every handbook on 
methodologyy that I know of, that research wil l benefit from following the empirical cycle, in which inductive 
andd deductive approaches are alternated. Although this idea has always appealed to me as a sound one, it took a 
longg time before I could break away from the common tendency to stick to one side of the empirical cycle. 

Inn the combination of qualitative and quantitative measures developed, both types of methods are used in their 
ownn right and strength, while weaknesses at both sides can be compensated. The non-directive style of 
interviewingg and the search for shared perspectives often result in a vivid picture of what people see as relevant 
inn their situation and how they perceive relations between these phenomena, static and dynamic. Quantitative 
methodss are less fit to arrive at these kind of insights. Qualitative methods, in turn, often fall short in answering 
thee question of whether the results found can be generalized confidently to a larger population than the sample 
off  respondents studied. Quantitative measures can be used to get information on that matter. If qualitative data 
disclosee a relation between two phenomena that is often mentioned by the respondents in the sample, a simple 
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cross-tabulationn can reveal what part of the survey respondents' answers reflect this relationship, albeit that it is 
aa 'still' reflection. 

Byy 'grounding' quantitative measures in the outcomes of qualitative research, much better results can be 
arrivedd at than by relying on a deductive approach only. The good results of the pattern analysis can serve as an 
illustration.. And good results are not confined to this specific method. A stepwise regression analysis, run on the 
dataa about trust in managers, resulted in 69 % of the variance in trust explained, rising to 80 % if the indecisive 
categoriess are excluded from the analysis. The tables with the results, taken from Bijlsma-Frankema (2000), are 
presentedd in the appendix. 

So,, 1 firmly believe that quantitative studies could benefit from 'grounding' operational measures in qualitative 
studiess on perspectives of the groups or categories studied. But I also think that if the results of qualitative 
researchh were more often put to a test of how representative they are of larger populations than the sample 
studied,, more progress would be made in this line of work. 

Inn the course of the studies I also have become an advocate of triangulation as a way to raise questions about 
representationss of the empirical world that are based on one method. The results of the Boolean analysis and the 
regressionn analysis, for instance, are rather compatible, but the differences also raise questions. Different 
outcomess may also raise awareness of differences in strengths and weaknesses of the methods used. A weakness 
off  pattern analysis, compared to regression analysis, is that by dichotomizing variables a lot of information is 
lostt and that the results depend heavily on the mode of dichotomization. In this case, theoretical insights 
regardingg trust could be used to select a mode of dichotomizing in a confident way. A strength of pattern 
analysiss compared to regression analysis, is that the assumption that all variables are relevant to all respondents 
inn the same way can be put to a test and be falsified, as in this case. The stepwise regression analysis, in turn, 
offerss a clear picture of which variables are most relevant to trust throughout the data set. In this case the 
regressionn analysis contributes to parsimony in its own way, because few variables explain a fair amount of 
variancee in trust. In this respect I have seen worse results of this technique. 

Usingg triangulation in analyzing data is often not 'safe and simple.' In the introduction, I mentioned that I do 
nott believe that the results of one technique can validate the results of another in an unproblematic way. I agree 
withh Silverman (1993) that more accounts give more insight, but that one account cannot be used to judge the 
validityy of another. If findings are similar, their plausibility is strengthened, and the notion of adequacy 
sustained.. Differences in findings are a reason to look further for explanations. The latter is a very productive 
side-effectt of triangulation, in line with Blumer (1969)'s justified plea for exacting scrutiny. 

Outcomes s 

Thee most salient outcomes will be shortly described here, following the three level model 'bottom-up'. At the 
levell  of the work group, the relation between aversions and unproductive behavior is discussed, along with the 
notionn of relevance. At the level of internal relations, the focus is on distrust and on the relation between trust 
andd learning. At the third level, the part that management can play in vicious cycles and in preventing these 
cycless to develop is discussed. The last outcome that is examined is the relation between monitoring 
performancee and trust in managers 

Aversionss and Unproductive Behavior 

Inn the first three studies, the analysis is directed at explaining the relationship between aversions towards the 
structure-as-experienced,, including the behavior of others, and (un)productive behavior of respondents. In the 
lastt two studies the focus is mainly confined to aversions of respondents towards behavior of others that they 
definee as unproductive. In chapter two, some rules of thumb about the relation between aversions and 
unproductivee behavior, as developed in the course of the project, are described, in answering the question: To 
whatt extent do aversions towards the structure lead to unproductive behavior? 

"Inn many situations, feelings of aversion to certain conditions do not lead to unproductive behavior. There are 
threee factors that enhance the chance that frictions will breed unproductive forms of behavior: (1) The relevance 
off  the friction in the perspective, shown by the strength of the aversion; (2) the balance of the exchange 
experienced;; (3) the clearness of conditions and rewards in the exchange. 

Thee relevance of frictions is partly determined by their embeddedness in the overall experience of the 
exchangee by work-group members. As long as aversions are compensated by sufficient opportunities and 
rewardss stemming from the structure, organization members will be willing to conform and to show the 
behaviorr expected by structure: In that case the conditions offer a balanced or even positive exchange. 

Iff  aversions to certain conditions come to dominate the expectation of results, and the exchange is experienced 
ass negative, organizational members will try to control these negative feelings by coping-strategies not directed 
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att conforming, such as: Ritualism, retreatism (Merton, 1957), or the formation of self-enacted groups with anti-
organizationn norms (Walton & Hackman, 1986; Reed, 1988). The commitment to the organization decreases, 
andd the organizational structure is not a good predictor of the behavior of people any more, as a consequence of 
whichh mutual gearing of activities is disturbed. 

Thiss disturbance wil l be even stronger if the exchange is unclear in the perspective of agents, either because 
thee conditions do not make clear what kind of behavior is expected from them, or because the possible results of 
conformistt behavior are unclear, or both. An exchange experienced as unclear causes strong aversions. Feelings 
off  uncertainty arise, which cannot be controlled simply by conformist strategies directed at the organization. In 
suchh circumstances the chance of temporary retreatism or even fatalism (Douglas, 1982) increases. 

Inn the relation between the perspective on the exchange and the strategies the dimension of time plays an 
importantt part: The perspective on the exchange in the past ass well as in the future affects the behavior of work-
groupp members. Especially if the organizational structure has changed shortly before, the perspective on the 
exchangee in the new structure will be colored by the perspective on the exchange in the past. To put it briefly: 
Peoplee miss preferred conditions that have disappeared and for new conditions no relevance or preference has 
beenn developed yet. 

Givenn a clear structure, three main factors affect organizational members' adaptation to the demands of the 
neww structure: How the change is evaluated, how it is legitimized and the (collective) success experienced or 
expectedd from the change. When the new structure is experienced as more favorable than the old one adaptations 
comee almost naturally, since the new structure is more in harmony with the culture. Legitimization of the change 
iss especially important in situations where the new structure is felt as a loss compared to the valued old one. The 
neww structure is accepted much easier in situations where management has succeeded in convincing 
organizationall  members that the company could not survive in its old form. 

Thee third factor, the (collective) success experienced or expected, has proven to be an extremely powerful one 
throughoutt the cases. The experience of success is felt as a strong reward in the exchange, that can compensate 
forr a great deal of temporary aversions. Success also helps people to overcome aversions and to develop 
preferencess for the new structure. If collective success is experienced, the levels of commitment found are high, 
whilee failure breeds aversions that tend to grow as the failure continues. 

Thee perspective on the exchange in the future determines to what extent work-groups are willin g to do their 
bestt for the organization and invest their energy in careers within the organization. When a positive exchange in 
thee future is expected, they wil l more easily overcome their aversions to the present situation, because the future 
opportunitiess and rewards compensate these. An exchange experienced as positive in the present situation 
accompaniedd by a negatively experienced future exchange, will not stimulate people to invest their energy in the 
organization,, they wil l inquire into exit options. Dependent on the perspective of a job alternative outside the 
organizationn and the feasibility of such an alternative, people will leave or will have the feeling that they are 
stuckk in the organization. In such situations, fatalism is often found" (p. 45-47). 

Inn all five studies, relations between aversions and unproductive behavior are found. A common finding across 
thee studies is that there seem to be two broad categories of behavior that people see as unproductive, whether 
theyy talk about their own behavior or that of others: Withdrawing efforts from the common enterprise, and 
breakingg norms of 'proper' behavior towards others. 

Withdrawingg efforts encompasses behavior such as truancy and minimizing on homework (pupils), shirking 
work,, mistakes, and careless handling of equipment (workers in the dairy plant), ritualism (clerks), retreating 
andd closing the ranks (judges), failing to arrange insurance for temporary employees (staff departments), 
avoidingg interaction with others (administrative authorities, SBU-presidents). Withdrawing behavior of 
managerss is also mentioned in several studies, mostly commented upon by others. The employees of the hospital 
andd the workers in the dairy plant point to managers that withdraw efforts from monitoring, dialogue, and 
problem-solving.. In the Andromeda school, pupils feel that teachers do not take full responsibility for solving 
problems,, like problems between pupils. And in the court the judges feel that the local Board, by not consulting 
them,, withdraws from dialogue. 

Thee other type of behavior that is seen as unproductive is about breaking norms of 'proper' behavior toward 
others,, norms about honesty, keeping agreements, respect, and justice. The Andromeda teachers complain about 
pupils'' dodges, their pupils talk about unfair treatment by teachers and teachers that blame the class for not 
beingg a nice one. In the court, the clerks talk about arbitrariness and inequity, the judges about 'improper' 
behaviorr of the administrative authorities, including display of power, breaking agreements and playing down 
failures.. According to both groups, 'improper behavior' also includes attacking others in the rumor circuit. In the 
lastt two studies, no direct complaints about this type of behavior have been found, but the HR-managers of the 
multinationall  company and the employees of the hospital seem to agree on the importance of respectful behavior 
towardss others. 
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Relevance e 

Althoughh the concept of perspective included the notion of relevance from the beginning of the project, my 
awarenesss of the importance of this notion has grown as the project progressed. This has led to another 
specificationn of the relation between aversions and (un)productive behavior, as worded in chapter three: 
"Valuationss of the change show to be dependent on the relationship between the change and the relevance 
structuree of the culture, and on the balance of exchange experienced in the new situation. If the change affects 
practices,, based on core values, the chance of compliance is highly correlated with a positive evaluation of the 
change.. A change that is considered to bring a better fit to the core values will be welcomed, a change that is 
seenn as diminishing this fit will stir strong aversions. Changes that do not affect core values will give raise to less 
aversions,, even if they are considered changes for the worse" (p. 62). 

Thee idea that the more relevant the area of change is experienced, the stronger the aversions can grow, is 
illustratedd with the data of the court. In the study on trust in managers, strong aversions to behavior of managers 
thatt are shared by employees are taken as indications of experienced relevance's in relation to trust. The data of 
thee dairy plant point to another factor that influences the intensity of aversions to changes in the structure, that is 
thee amount of difference between the structure-as-experienced and the structure-as-preferred. The strongest 
aversionss in this case were directed at conditions that, due to the change, were almost contrary to their 
preferences,, that were still directed to the 'old' regime. Since the frictions experienced were about 'basic' 
conditionss of power and status relations and of reward and sanctions, it can be assumed that in this case high 
relevancee and large differences went hand in hand in producing strong aversions. 

Distrustfull  relations between groups 

Att the level of internal relations, distrust, and consequences of distrust, have shown to be main factors that 
'constrainss cooperation between groups that differ in solutions found and preferred for problems of human co-
existencee in organizations'. In all studies but the dairy plant, distrust clearly comes to the fore as a divisive force, 
ass described by March & Olsen (1975): Distrust creates dissension between people, since, if others are 
distrusted,, people will tend to dislike what they like, tend not to share their definitions of relevance and, to the 
degreee that the structure permits them, tend to avoid interaction with them. In the process of developing trust or 
distrust,, people will tend to attribute beneficial events to the trusted, detrimental events to those who are 
distrusted.. Distrust begets distrust. As trust, distrust is developed in a cyclical process, in which perceptions of 
otherss are as much antecedents as consequences of distrust. A finding across the studies is that distrust, once it is 
triggered,, sharpens experiences of dissimilarity between groups. Most of the time, a felt lack of reciprocity, 
experiencedd dissimilarities, mutual distrust and attribution of negative labels and motives to others are found 
together. . 

Inn the study on trust in managers, aversions are taken as indications that relevant expectations of managers' 
behaviorr are unfulfilled. In answering the question why the six items found are related to trust, the distinction 
betweenn instrumental and social concerns, made by several authors mentioned before, does not seem very 
helpfull  if the concept of (cultural) relevance is taken into account. Relevance, attributed to behavioral traits of 
managers,, means that subordinates see these things as the core tasks of the manager, and that they attach value to 
aa proper execution of these tasks. In this view, task-reliability equals benevolence and respect, shown for 
subordinates.. Both signify value-congruence, that impedes distrust to arise. Sitkin & Stickel (1996) make a 
similarr point in stating that perceived mismatches between managerial systems and employee task perceptions 
aree potentially important as a factor in escalating cycles of distrust in managers, because these mismatches easily 
leadd to feelings of value-incongruence. 

Pursuingg this line of thought would mean that the two types of aversions distinguished before can have quite 
similarr effects. If people withdraw from efforts in tasks that are defined as their core tasks by others, this can 
easilyy be seen as disrespectful behavior and be interpreted as value-incongruence, both triggering distrust. 
Withdrawingg efforts from the common enterprise and breaking norms of proper behavior may, however, be 
consequencess of distrust, even aversions to these forms of unproductive behavior may be products of negative 
attributionss due to distrust. 

Trustt  and learning 

Thee data of all studies except that of the dairy plant suggest a relation between trust and learning, a theme that, 
too my surprise, is seldom addressed in the literature. In the study on managerial perspectives, distrust is analyzed 
ass a hindering learning, because of avoidance of interaction and unwillingness to share seeing and liking with 
distrustedd others. This idea can also be applied to the relations between the Andromeda pupils and teachers and 
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too the relations between the managers and the clerks in the court. In both cases, distrust seems to have led to a 
lackk of openness about experienced problems on the part of the less powerful, that constrains a joint process of 
learningg to find solutions. 

Thee employees of the hospital also relate trust and learning, but in a different mode. All MAGSOP items can 
bee interpreted as signifying the relevance of learning to do better as a group and feeling good about it. Figure 1 
iss a representation of how themes are related by the respondents. The items 'removing learning blocks' and 
'dialogue'' are added by me to help elucidate the relation of the MAGSOP items to learning. 

Monitoring g 

Feedbackk to 
individuals s 

Helpp and guidance to 
improvee performance 

Improvingg individual 
performance e 

Threatt of sanctions 
diminished d 

Feedbackk on 
teamm performance 

Improvingg team 
performance e 

Care e 

Supportt in resolving 
problemss with others 

Accepting g 
responsibility y 
andd risk 

Cooperation-related d 
problemm solving 

Opennesss to ideas 
off  subordinates 

Removing g 
learningg blocks 

Satisfaction n 

Dialogue e 

Trustt  in manager  I  ̂ _ 

Viciouss Cycles 

Figuree 1 

Inn three studies, the problems found at the different levels of analysis chosen, seem to interact in a dynamic 
way.. In the Andromeda school, the dairy plant, and the court, one or more interconnected vicious cycles seem to 
bee at work. In the Ismene school, a positive, virtuous cycle has been found. Two factors seem to play a critical 
partt in the positive or negative direction of a cycle: Collective success and teams of teachers or managers that act 
inn a concerted way. These factors, that are also mentioned by Gagliardi (1986), seem to play an important part in 
thee failure of post-acquisition processes in the multinational company as well. 

Becausee vicious cycles are divisive in nature, they are fertile ground for distrust between groups to grow, as 
thee data of the Andromeda school and the court suggest. The first three studies also show that a team of teachers 
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orr managers can end up in a situation where, due to vicious cycles at work, the gap between the team's problem-
solvingg capacity and the amount of problems at hand, is hard to close. 

Preventingg Vicious Cycles to Develop 

Thee studies offer some clues as to what management can do to prevent vicious cycles to develop: Management 
off  the change process with special attention to cultural change, embedding trust in the organization, and acting 
uponn what employees experience as relevant. In chapter three, the success factors of management of change are 
summarized.. Management can further compliance of organizational members to the demands of the new 
structuree by legitimization of the change, by setting clear goals and clear expectations, by monitoring the actions 
off  employees, by creating psychological safety, by providing feedback on goal-realization, and by initiating a 
jointt learning process in areas of sub-optimal performance. 

Thee dairy plant and the court are cases that show how change processes can fail if too few of these means are 
employedd by management. In the dairy plant, the take-over has not been legitimated, nor were the changes in the 
structuree that resulted from it. Clear goals and expectations were nor formulated, maybe due to a lack of unity in 
thee management team. The workers miss monitoring by the managers and feedback on performance, they even 
complainn about a lack of feedback on 'bad1 behavior. It is not surprising that in this situation a joint learning 
processs to improve sub-optimal performance is not initiated by management either. 

Inn the case of the court, none of the success factors of change management have been employed either. The 
changee in structure has not been legitimated well enough to convince the judges. Yet, no extra effort has been 
madee by the Board to take this constraint away, for instance by engaging in a dialogue with them. A clear vision 
onn the future and success expectations are missing, according to most interviewed. The abstract goals of 
'effectiveness'' and 'efficiency' have not been 'translated' into clear goals and clear expectations, thus eroding 
thee base of monitoring as a means to arrive at equity. Because of a lack of policy formation and equitable 
treatment,, a lack of psychological safety is experienced, especially by the clerks. And, an important means to 
mendd ways in retrospect, a joint learning process in problem areas, based on feedback, has not been used. In the 
studyy of managerial perspectives on success and failure of post-acquisition processes, the HR-managers are the 
onlyy ones that stress the importance of legitimization of changes as a success factor. They also say that hardly 
everr clear goals are formulated for the post-acquisition process, a condition they denominate as a straight failure 
factor. . 

Inn chapter three it is also argued that change processes are constrained if the level of embedded trust is low. 
Basedd on Creed & Miles (1996)' work, three general means are described that management can employ to 
advancee embeddedness of trust in the organization. First, setting an example for others by behaving in a trusting 
way.. Second, by investing in structural and cultural means that reduce characteristic dissimilarities and/or that 
increasee positive exchange experiences. Third, by showing a genuine concern for the well-being of employees 
andd treating them in an equitable way. The specific means to further trust that are mentioned by Creed & Miles 
(1996)) are: Joint goal-setting, information sharing, clarification of goals, consultative mechanisms for joint 
problem-solving,, team building and designing equitable reward and control systems, that display trust. 

Inn the Andromeda school, the court and the multinational, distrust has disturbed relations between groups. 
Theyy all suffer from a lack of sharing information, of joint goal setting, of clear goals. In these three cases, very 
feww mechanisms for joint problem-solving seem to be embedded in the structure of the organization. Team 
buildingg is especially lacking in the Andromeda school. For the clerks, the lack of equity is most relevant to their 
distrustt of those who are responsible for rewards and sanctions. 

Thee study of the hospital suggests one more way for managers to embed trust in the organization, that is 
gatheringg information about what employees see as relevant problems, by way of monitoring and consultation, 
andd taking action regarding these problems. This does not mean that managers should blindly follow the 
definitionss of subordinates, but that knowing relevance's is a prerequisite for a dialogue about what both parties 
considerr relevant and for joint goal setting. 

Monitorin g g 

AA most surprising outcome in the light of literature on trust is the positive relation between monitoring 
performancee and trust in managers, as experienced by the employees of the hospital. Apart from the work of 
Powelll  (1996), a positive relationship between trust and monitoring is hardly ever mentioned in the literature. 
Thiss outcome contradicts the generally accepted idea that trust-based modes of governance and control-based 
modess of governance are hard to reconcile because they are based on contradictory assumptions about 
trustworthinesss of people. Control is often seen as based on low trust in peoples' willingness to do a good job. 
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Thee employees of the hospital, however, associate monitoring strongly with care, but also with feedback, 
improvingg performance and, as a result, satisfaction. 

Thee most plausible explanation can be based on their stories, that is that monitoring, like listening to 
subordinates,, is seen as a necessary step to taking action, directed at problem-solving or at improvement of the 
workk processes. Although the matter of the context-boundedness of these findings has to be addressed in future 
research,, the studies of the schools and the dairy plant contain some first clues regarding this matter. 

Inn the Ismene school, the pupils are extensively monitored, resulting in a combination of discipline and care 
thatt makes them feel quite comfortable, because they are withheld from doing what would harm their careers, 
butt also because their problems are noticed and dealt with. It can be conjectured that this system of guidance is 
onee of the bases of their trust of teachers. In the dairy plant, the workers miss not only the monitoring mode of 
theirr former bosses, they also complain about a lack of differentiation in rewards and a lack of sanctions for 
unproductivee behavior. 

Iff  these data are taken together, it can be conjectured that monitoring is seen as a prerequisite, not only for 
problem-solving,, feedback and learning, but also for actions that 'repair' unproductive behavior, and for an 
equitablee system of rewards and sanctions. 

Limitation ss of the studies 

AA limitation of the studies is that they focus on how people cope with aversions to the structure-as-experienced, 
thuss covering only a segment of the possible relations between experience-preference differences and behavior. 
Differencess between 'how things are' and 'how they can be' can take the form of a challenge to take charge, to 
learnn new things, to innovate. In the data gathering these ideas were included, but in the analysis of the data I 
havee mainly concentrated on differences that have stirred negative emotions, most of the time because people 
feell  unable to take charge to change the structure in the preferred direction. By studying the full range of 
possiblee consequences of differences between the structure-as experienced and the structure-as-preferred, more 
cann be learned about the specific conditions that give rise to aversions, and about conditions that bring about 
specificc forms of unproductive behavior. 

Anotherr limitation is that consequences of unproductive behavior as to the organization's overall performance 
iss mentioned, but not measured. The term costly in the title of this book mostly refers to costs, as experienced by 
(groupss of) organizational members. Further research is needed to explore relations between unproductive 
behavior,, as defined in this book, and organizational performance. Designing a research project that is suitable 
too this aim wil l not be an easy task, since the demands of in-depth investigation and the scale needed to compare 
aa range of combinations of both phenomena seem hard to reconcile. 

Thee context-boundedness of the findings is, in my view, both a strength and a limitation of the serendipity 
approachh chosen, as I have argued in chapter five. A strength of this approach is that, in Kramer (1996)'s words, 
thee incomplete foundations for an organizational theory of trust can become more complete. Theoretical matters, 
forr instance how trust and control are related, can be clarified by studying perspectives of organizational 
members.. Theories of organizational cultures can also profit from this approach, as it is suited to disclose 
differentt patterns of relevant trust-related themes in different cultural contexts. A weakness is, of course that the 
findingss may be so specific for the organization studied, that they cannot be considered valid outside this 
context.. Studies in other schools, (dairy) plants, courts, multinationals, and hospitals are needed to be able to 
generalizee confidently on the findings presented in this book. 
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Appendix:: Results of a Stepwise Regression analysis 

AA regression analysis was run on the data of trust in managers in the general hospital. In this analysis, the 
nominall  variable 'openness to ideas of subordinates' is replaced by the variable ' atmosphere of security', based 
onn the following survey item: 'The atmosphere at work makes me feel secure to suggest improvements (strongly 
agree...etc...stronglyy disagree).' 

Tablee 1: Correlation matrix trust in managers 

Variabl e e 

11 .trustma 
2.support t 
3.guidanc c 
4.monitor r 
5.noproso o 
6.openatm m 
7.appreci i 

pp < .000 in all l 

Mean n 

2.44 4 
2.57 7 
2.74 4 
2.60 0 
3.50 0 
2.71 1 
2.78 8 

cases s 

S.D. . 

.99 9 
1.00 0 
1.04 4 
1.00 0 
.95 5 
.97 7 
1.04 4 

1 1 

.77* * 

.70 0 

.64 4 
-.37 7 
.48 8 
.42 2 

2 2 

.66 6 

.56 6 
-.35 5 
.48 8 
.43 3 

3 3 

.67 7 
-.32 2 
.39 9 
.46 6 

4 4 

-.24 -.24 
.33 3 
.42 2 

5 5 

-.34 -.34 
-.26 6 

6 6 

.37 7 

N N 

889 9 
844 4 
901 1 
881 1 
1023 3 
990 0 
1006 6 

Legenda::  Trustma = trust in manager, support = support in case of trouble with others, guidanc = help and 
guidancee to improve performance, monitoring = monitoring, noproso = no cooperation-related problem-
solving,, appreci = appreciation for good work, openatm = atmosphere of security. 

AA stepwise regression analysis was run twice on the data, yielding different proportions of explained variance in 
thee trust variable. In the first analysis, all five answering categories were included. The results are shown in table 
2.. In the second one the 'neither, nor'-categories were excluded from all variables but noproso. Since noproso is 
ann 'how often'-item, this variable is not changed. The results are shown in table 3 

Tablee 2: Results of regression analysis for trust in managers** 

Variabl e e 

Support t 
Monitor r 
Guidanc c 
Openatm m 
Noproso o 

R22 (adjusted) 

F F 
dff  regr. 
R22 change 
FF change 

SteDl l 

betaa t 

.777 34.5 * 

.59 9 
(.59) ) 
1189.66 * 
1 1 
.59 9 
1189.66 * 

Step p 

beta a 

.60 0 

.31 1 

.66 6 
(.66) ) 
779.77 * 
2 2 
.06 6 
150.6* * 

2 2 

t t 

24.11 * 
12.3* * 

Stepp 3 

beta a 

.51 1 

.21 1 

.22 2 

.68 8 
(.68) ) 
573.11 * 
3 3 
.02 2 
55.4* * 

t t 

18.8* * 
7.5* * 
7.4* * 

Step p 

beta a 

.47 7 

.20 0 

.21 1 

.11 1 

.69 9 
(.69) ) 
446.44 * 
4 4 
.01 1 
22.0* * 

4 4 

t t 

16.6* * 
7.4* * 
7.2* * 
4.7* * 

Step p 

beta a 

.46 6 

.20 0 

.20 0 

.09 9 
-.07 7 

.69 9 
(.69) ) 
363.66 * 
5 5 
.004 4 
10.8* * 

5 5 

t t 

16.11 * 
7.5* * 
6.8* * 
4.0* * 
-3.3* * 

*p<.001 1 
***  pairwise selection of cases, N varies from 814 to 1023 
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Tablee 3: results of regression analysis for  trust in managers (indecisive categories excluded)** 

Variabl e e 

Support t 
Monitor r 
Guidanc c 
Openatm m 

R22 (adjusted) 

F F 
dff  regr. 
R22 change 
FF change 

Ster r 
beta a 

.86 6 

.74 4 
(.74) ) 
1503.0 0 
1 1 
.74 4 
1503.0 0 

>1 1 
t t 

38.8* * 

* * 

* * 

Step p 
beta a 

.63 3 

.31 1 

.78 8 
(.78) ) 
925.33 * 
2 2 
.04 4 
89.8* * 

2 2 
t t 

19.3* * 
9.5* * 

Step p 
beta a 

.59 9 

.21 1 

.17 7 

.79 9 
(.79) ) 
662.33 * 
3 3 
.01 1 
30.5* * 

3 3 
t t 

18.4* * 
5.6* * 
5.5* * 

Sten n 
beta a 

.54 4 

.20 0 

.17 7 

.10 0 

.80 0 
(.80) ) 
515.6* * 
4 4 
.01 1 
16.3* * 

4 4 
t t 

15.7* * 
5.5* * 
5,7* * 
4.0* * 

*p<.001 1 
***  pairwise selection of cases, N varies from 520 to 1023 
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SUMMARY Y 

Inn this book, five separate studies are presented that, at first glance, do not seem to have much in common: A 
studyy on truancy in secondary education, on frictions between organizational culture(s) and structure in a dairy 
plant,, on vicious cycles in a judicial organization, on managerial perspectives regarding success and failure of 
post-acquisitionn processes in a multinational engineering company, and on trust in managers in a general 
hospital.. In the introduction, three interrelated common grounds are discussed: The author's social scientific 
interests,, theoretical ideas that helped to make sense of the findings and that contributed to a framework for 
askingg questions, developed in the course of the studies, and the research methodology that has been employed 
inn pursuing these interests. The studies are ordered chronologically to give the reader some idea of the 
developmentt in thinking in which they are embedded. 

Thee studies all more or less address the following question: Which conditions enable, or constrain, 
cooperationcooperation between groups that differ in solutions found and preferred for problems of human co-existence 
withinwithin organizations? This question can be denominated as a sociological question, based on Goudsblom 
(1974)'ss general definition of sociology: "In sociology we study the ways in which people can solve the 
problemss of human co-existence (p. 103)." That is, if the meaning of 'solving' is broad enough to include 
strategiess directed at skirting problems. Based on Lammers (1987)' more elaborate definition, organizations are 
definedd as: 'Communities, more or less characterized by hierarchy, that function on the foundation of a formal-
rationall  design (p. 29).' 

Inn chapter one, relations between two school classes of pupils and their teachers are studied. In chapter two, 
relationss between management and workers of a dairy plant. In chapter three, the focus is on judges, clerks, and 
administrativee authorities in a court of law. In chapter four, differences in perspectives between three groups of 
managerss of a multinational company are studied, and some inferences on relations between the groups are 
drawn.. In chapter five, trust in relationships between mangers and subordinates is studied from the perspectives 
off  the subordinates. 

Conceptuall  Framework 

Thee questions asked in the separate studies have also been influenced by the conceptual framework used, 
whichh is mainly based on symbolic interactionism, supplemented by theories of organizational culture(s), of 
trustt in organizations, and one or two ideas from the literature on organizational learning. The conceptual 
frameworkk has been developed in the research project 'Organizational cultures in changing organizations', of 
whichh the studies, with exception of the first one, are a part. The design of the research project has been inspired 
byy a statement of Allaire & Firsirotu (1983), saying that it is 'a matter of common observation' that disharmony 
betweenn an organization's structure and culture enhances the chance of productivity losses. 

Thee focus of the project is on organizations in which a major change in the structure has taken place in the past 
feww years, due to merger, acquisition or changing policy, to be able to study the consequences of frictions 
betweenn culture(s) and structure. Another reason for focussing on organizations after a major change is that in 
suchh situations organizational members take less elements of the structure for granted, due to the disruption of 
thee change, which is a favorable condition for studying perspectives. A last consideration is the possibility to 
bringg dynamic elements into the analysis and the dimension of time, both based on the experiences of the 
participantss in the process of change. 

Inn chapter two, the conceptual framework developed and tested in the research project is presented. Besides 
questionss about the past and expectations of the future, three levels of analysis are employed in data gathering 
andd analysis: (1) The work-group in its daily work situation, directed at an understanding of how groups handle 
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thee day-today problems they experience; (2) Relations between subgroups in the organization, to get a picture of 
thee internal integration and differentiation, the problems experienced by subgroups in these relations and how 
theyy are dealt with; (3) The organization in relation to its environment, directed at an overview of how united or 
dividedd people throughout the organization think about this relationship, the problems of this relationship and 
howw they are handled by management. 

AA main problem in designing the theoretical framework has been to find concepts that are suitable for 
operationall  measurement of frictions between structure and cultures. Hofstede (1980)'s theory proved to be a 
goodd stepping stone. His definition of culture is a sensitizing one: "The collective programming of the mind 
whichh distinguishes the members of one human group from another (p. 21)." Values are seen as the basic 
dimensionss of a culture. A value is defined as: "A broad tendency to prefer certain states of affairs over others 
(p.. 18)." He distinguishes four value-dimensions of culture: Power-distance in hierarchical relations (PDI), 
uncertaintyy avoidance (UAI) , a preference for individualism versus collectivism (IDV), and a preference for 
masculinee versus feminine work-related values (MAS). Since an organization's structure can be seen as a state 
off  affairs that is reflecting certain values, as 'congealed culture', frictions can be conceived of as differences 
betweenn the state of affairs as preferred and the state of affairs as experienced by organizational members. The 
linkk between culture and structure is explicitly mentioned by explaining combinations of high and low PDI and 
UAII  scores as preferences for particular organizational structures. By comparing structures-as-preferred and 
structures-as-experienced,, frictions can be measured in a meaningful way. 

Thee definition of culture chosen is founded in both Hofstede's definitions of culture and value, and in 
symbolicc interactionist theory. For operational measurement of 'the collective programming of the mind', 
Hofstede'ss measurement of values was chosen, supplemented by the concept and measurement of 'shared 
perspectives.'' The concept of perspective is a sensitizing concept, linking culture, structure and behavior. In the 
projectt it is defined as: The way people define and interpret the situation in which they find themselves, which 
governss the way they behave in that situation. 
Thee perspective on the situation that organizational members develop can be seen as the outcome of a 
confrontationn between the deeper-seated elements of culture on the one hand and the characteristics of the 
organizationall  situation on the other. In the perspective, preferences for a certain structure and the structure-as-
experiencedd are tested against each other, aversions come to the fore, but pragmatic adaptations are established 
ass well. So, if'the situation' is taken as an indication of structure, it can be argued that in symbolic interactionist 
theoryy human behavior is seen as a co-product of structure and culture, of constraining (and enabling) traits of 
thee structure, and of processes of sense-making, defining and interpreting the situation, crystallizing in more or 
lesss shared perspectives. 

Aversionss to a structure-as-experienced are taken as indications of frictions between the structure and culture-
basedd preferences. Unproductive behavior is indicated by statements of organizational members about behavior, 
theirr own or that of others, that is not contributing optimally to the realization of shared organizational goals. 
Basedd on Merton (1957)'s work, the structure of an organization is defined as: A network of social relations in 
whichh expectations are embedded regarding the behavior of organizational members. Six sets of conditions, that 
embedd expectations, are distinguished in alignment with Hofstede (1980)'s four value-dimensions, to arrive at a 
meaningfull  concept of friction and to be able to define the structure of an organization in terms of organizational 
regimes. . 

Researchh Methodology 

Inn all studies, an interpretative approach to data gathering is chosen, to match the conceptual framework. This 
choicee is based on the idea that the pursuit of validity of data, and of conclusions about relations between data, is 
betterr served by using sensitizing concepts to study the social construction of reality by organizational members 
thann by employing a mere deductive research design. To reduce the cognitive distance between researcher and 
respondents,, a non-directive style of interviewing is used. The respondents are invited to talk about their 
perspectives,, their meanings and definitions, their relevance's, their aversions, their problems. Although most 
interviewss are guided by a list of topics, these topics serve only as sensitizing concepts. Each topic is questioned 
inn a non-directive way, and ample opportunities are given to the interviewed to talk about topics that they come 
upp with. The problem of adequacy of the representation of the data is also reduced by the mode of selection of 
thee respondents, by describing the findings in the language of the respondents, and by checking the fit between 
thee descriptions, the transcribed interviews and other information gathered within the organization. In the 
processs of describing the data, a qualitative data matrix has been used. 
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Besidess qualitative methods, several other techniques have been employed in gathering and analyzing data, but 
theyy have all been 'grounded' in the qualitative data. In chapter four, a cause map analysis is employed to 
comparee the perspectives of three groups of managers. In the case of the general hospital, described in chapter 
five,, a pattern analysis and a stepwise regression have been used on data from a survey, that has been designed 
onn the outcomes of the interviews. 

Fivee Studies 

Inn chapter one, two school classes from different schools, with comparable populations of pupils and widely 
differentt drop-out rates are studied. In both schools, a third-grade school class is examined by interviewing 
pupilss and their teachers, eliciting their perspectives on life at school and in the classroom, and strategies they 
employy in the pursuit of control. The questions asked are: Which characteristics of the school's social order are 
-- in the perspectives of pupils - related to truant/attending behavior; and: Can a difference in truant rates 
betweenbetween the two classes be explained by characteristics of the social orders and strategies that pupils employ in 
dealingdealing with these characteristics? The data show extreme differences in pupils' perspectives, in truant rates, 
andd in pupils' commitment to school, thus challenging the common notion that all schools with high percentages 
off  pupils from ethnic minorities will have a more than average amount of problems with pupils. In the analysis 
off  the data, insights from sociology of education and organizational sociology are combined to explain why in 
thee low drop-out school pupils are engaged in virtuous and self-correcting cycles, while pupils in the high drop-
outt school tend to shift from self-correcting cycles into negative efficacy-performance spirals. Explanations are 
searchedd for in the schools' regimes, in characteristics of their cultures, in the modes of monitoring pupils, in the 
levelss of trust between teachers and pupils, and in the nature of the relation between the schools and their 
environments. . 

Inn chapter 2, the development of the theoretical framework of the research project 'Organizational cultures in 
changingg organizations' is described, along with the choices made. Next, the analytical possibilities of the 
frameworkk are demonstrated on a case study of a dairy plant. At the level of daily work experiences; the case 
showss how preferences of workers, developed in a small, family-owned firm with a regime that comes close to a 
personall  bureaucracy, work as a lens in interpreting the structural changes to a work-flow bureaucracy after the 
firmfirm is acquired by a cooperative. Aversions to the new structure are mostly felt in areas where, due to the 
changes,, preferences are no longer met by the structure. At the level of the relation of the organization to its 
environment,, in this case the cooperative, aversions are directed at uncertainty about the future of the plant and 
too a lack of collective success. As a consequence of both types of problems and the unproductive behavioral 
reactionss of workers and management, internal relations between workers and management have become 
disturbedd as well. The problems of external adaptation and internal integration seem to interact in two vicious 
cycles,, that are connected by the actions of members of the management team. 

Inn the third chapter, 'Vicious cycles in a court of law', data, taken from another case of the project, are 
presentedd and analyzed. As the case of the dairy plant, the case of the court shows interaction effects between 
change-inducedd aversions to the structure, a lack of collective success and disturbed internal relations, in this 
casecase between judges, clerks, and administrative authorities. The study is based on the following question: Why 
dodo the groups, contrary to their preferences, hardly show any cooperation in solving the problems they 
encounterencounter between them after the change in the structure? In each group different, subculture-based aversions 
havee brought about forms of unproductive behavior that also seem to be rooted in the subcultures found. These 
differentt 'solutions' of groups have stirred aversions in the other groups , thus heightening awareness of aversive 
diversityy within the organization. In this case, sub-cultural differences have turned into invisible walls of 
distrust,, that constrain cooperation and prevent the groups to engage in a dialogue about the problems between 
them.. At the level of the relation between organization and environment, a lack of collective success goes hand 
inn hand with a lack of united leadership. The results of previous studies on success and failure of (cultural) 
changee management are also used in the analysis of this case, showing that hardly any of the means, associated 
withh success, have been employed by management. 

Thee study reported in chapter four has been initiated by a request of a multinational engineering company to 
examinee why so many culture-related problems arise time and again in newly-acquired firms, preventing the 
levell  of synergy aimed at to come about, and how cultural factors can be controlled more adequately. The 
companyy offered the opportunity to interview nine managers that had been involved in acquisition processes in 
thee past few years. A 'cause map' approach is chosen to analyze the content of the managers' perspectives on 
successs and failure of acquisition processes and differences between their patterns of thinking. The - secondary -
analysiss of the data, presented in this chapter, is directed at explaining the discontinuities in knowledge found 
betweenn the three groups distinguished, the 'Strategists', the SBU-presidents and the HR-managers. The 
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researchh questions are: Which factors are, in the perspectives of these managers, related to success and failure of 
post-acquisitionpost-acquisition processes? Can groups with different perspectives be distinguished; and, if so, is organizational 
learninglearning affected by these differences? The discontinuities found are explained by referring to subcultures of 
management,, to defensive reactions and superstitious learning, to distrust in the relationship between the 
Strategistss and the SBU-presidents, to a lack of collective success, and to a lack of possibilities to learn from 
smalll  failures and to create knowledge that is better suited to deal adequately with the problems in the 
acquisitionn processes. 

Chapterr five is based on data, taken from a case study of a general hospital. Contrary to most cases, the data 
aree not gathered after, but before a major change in the structure. The Board of Directors wanted to know if the 
hospital'ss culture has enough potential to support the future structure and - if not so - how cultural change can be 
realizedd to achieve a fit between structure and culture after the change. This case study is an example of the 
latestt phase of the research project, in which qualitative and quantitative data are related in a more systematic 
way,, by 'grounding' questionnaire items in the interview data. A major theme that surfaced as relevant in the 
interviewss is trust, trust in managers, trust in 'the people I work with', and trust in the Board of Directors. Since 
inn the material of the schools, the court, and the managers of the multinational company trust-related problems 
inn 'vertical relations' are also found, the data about trust in managers have been selected for this study. A pattern 
analysiss is used to answer the following questions: Is trust in managers in this specific context related to a 
combinationcombination of the behavioral traits of managers, as experienced by subordinates ; and: How is control related 
toto trust ? 

Sixx traits are found to be related to trust in the manager: Monitoring the performance of subordinates, 
appreciationn of good work, offering guidance to improve one's performance, support in case of trouble with 
others,, openness to ideas of subordinates, and preventing that problems cannot be solved because of differences 
off  opinion between people. Based on the patterns found, 93.5 % of trust or distrust can be predicted. A stepwise 
regressionn analysis shows that support in case of trouble with others, monitoring the performance of 
subordinates,, offering guidance to improve one's performance, and an atmosphere of openness to suggestions of 
subordinates,, explain 80 % of the variance in trust in managers, if the indecisive answers are excluded from the 
analysis.. Of the trust-related traits found, monitoring is the most surprising one, since this factor is seldom 
mentionedd in the literature on trust. It is argued that the items found can be understood in the light of two core 
taskss of managers, monitoring and taking action, based on information gathered in the monitoring process. 

AA theoretical conclusion that is drawn in this study is that conditions that are positively related to trust can be 
reducedd to two broad categories, sharing and positive exchange experiences, which come close to Durkheim's 
conceptss of mechanic and organic solidarity. 

Afterthoughts s 

Thee book ends with some afterthoughts about research methods, the most salient outcomes throughout the five 
studies,, and limitations of the studies. The paragraph on research methods concludes with two comments about 
thee common tendency among sociological researchers to confine themselves to either quantitative or qualitative 
methods.. It is argued that by 'grounding' quantitative sociological measures in outcomes of qualitative research, 
muchh better results, like higher percentages of explained variance, can be arrived at than by relying on a 
deductivee approach only. The second comment is that if results of qualitative research were more often put to a 
testt of how representative they are of larger populations than the samples studied, more progress would be made 
inn this line of sociological work. 

Thee most salient outcomes throughout the studies are discussed by following the three-level model used 
'bottom-up'.. At the level of the work group, the matter of to what extent aversions to the structure lead to 
unproductivee behavior is discussed. In many situations, feelings of aversion to certain conditions do not lead to 
unproductivee behavior. The chance of unproductive behavior of organizational members, is higher if (1) more 
elementss of the structure are experienced as unclear or ambiguous; (2) the frictions concern matters that are 
consideredd as more relevant within the culture; (3) aversions are less compensated by expected rewards for 
conformistt behavior, leading to more unfavorable interpretations of the exchange between organization and 
employee. . 

AA structure that is experienced as unclear or ambiguous, almost invariably stirs strong aversions. Given a clear 
structure,, three main factors affect organizational members' adaptation to the demands of the new structure: 
Howw the change is evaluated, how the change is legitimized, and (collective) success experienced or expected 
fromm the change. When the new structure is experienced as more favorable than the old one, adaptations come 
almostt naturally, since the new structure is more in harmony with the culture. Legitimization of the change is 
especiallyy important in situations where the new structure is felt as a loss compared to the valued old one. The 
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neww structure is accepted much easier in situations where management has succeeded in convincing 
organizationall  members that the company could not survive in its old form. Valuations of the change show also 
too be dependent on how the change is related to the relevance structure of the culture. If the change affects 
practices,, based on core values, the chance of compliance is highly correlated with a positive evaluation of the 
change.. A change that is considered to bring a better fit to the core values will be welcomed, a change that is 
seenn as diminishing this fit will stir strong aversions. Changes that do not affect core values will give raise to less 
aversions,, even if they are considered changes for the worse. The third factor, the (collective) success 
experiencedd or expected, has proven to be an extremely powerful one throughout the cases. The experience or 
expectationn of success is felt as a strong reward in the exchange, that can compensate for a great deal of 
temporaryy aversions. Success also helps people to overcome aversions and to develop preferences for the new 
structure.. If collective success is experienced or expected, the levels of commitment found are high, while 
failuree breeds aversions that tend to grow as the failure continues. 

Inn all five studies, relations between aversions and unproductive behavior have been found. A common finding 
acrosss the studies is that there seem to be two broad categories of behavior that people see as unproductive, 
whetherr they talk about their own behavior or that of others: Withdrawing efforts from the common enterprise, 
andd breaking norms of 'proper' behavior towards others, norms about honesty, keeping agreements, respect, and 
justice. . 

Att the level of internal relations, distrust and consequences of distrust, have shown to be main factors that 
'constrainn cooperation between groups that differ in solutions found and preferred for problems of human co-
existencee in organizations'. In all studies but the dairy plant, distrust clearly comes to the fore as a divisive force, 
ass described by March & Olsen (1975): Distrust creates dissension between people, since, if others are 
distrusted,, people will tend to dislike what they like, tend not to share their definitions of relevance and, to the 
degreee that the structure permits them, tend to avoid interaction with them. In the process of developing trust or 
distrust,, people tend to attribute beneficial events to the trusted, detrimental events to those who are distrusted. 
Distrustt begets distrust. As trust, distrust is developed in a cyclical process, in which perceptions of others are as 
muchh antecedents as consequences of distrust. A finding across the studies is that distrust, once it is triggered, 
sharpenss experiences of dissimilarity between groups. Most of the time, a felt lack of reciprocity, experienced 
dissimilarities,, mutual distrust and attribution of negative labels and motives to others are found together. 

Inn four of the studies, the data suggest a relationship between trust and learning, a theme that is seldom 
addressedd in the literature. In the cases of the high drop-out school, the court and the multinational company, 
distrustt seems to have led to avoidance of interaction, to unwillingness to share perspectives and preferences, 
andd to a lack of openness about problems experienced, that constrain a joint process of learning to find solutions. 
Inn the study of the hospital, all trust-related items can be interpreted as facilitating or constraining a process of 
learningg to do better as a group and feeling good about it. 

Inn three studies, the problems found at the different levels of analysis chosen, seem to interact in a dynamic 
way.. In the high drop-out school, the dairy plant, and the court, one or more interconnected vicious cycles seem 
too be at work. In the low drop-out school, a positive, virtuous cycle has been found. Two factors seem to play a 
criticall  part in the positive or negative direction of a cycle: Collective success and teams of teachers or managers 
thatt act in a concerted way. These factors, that are also mentioned by Gagliardi (1986), seem to play an 
importantt part in the failure of post-acquisition processes in the multinational company as well. 

Becausee vicious cycles are divisive in nature, they are fertile ground for distrust between groups to grow, as 
thee data of the high drop-out school and the court suggest. The first three studies also show that a team of 
teacherss or managers can end up in a situation where, due to vicious cycles at work, the gap between the team's 
problem-solvingg capacity and the amount of problems at hand, is hard to close. 

Thee studies offer some clues as to what management can do to prevent vicious cycles to develop: Management 
off  the change process with special attention to cultural change, embedding trust in the organization, and acting 
uponn what employees experience as relevant. Management can further compliance of organizational members to 
thee demands of the new structure by legitimization of the change, by setting clear goals and clear expectations, 
byy monitoring the actions of employees, by creating psychological safety, by providing for feedback on goal-
realization,, and by initiating a joint learning process in areas of sub-optimal performance. 

Managementt can employ three means to advance embeddedness of trust in the organization. First, setting an 
examplee for others by behaving in a trusting way. Second, by investing in structural and cultural means that 
reducee characteristic dissimilarities and/or that increase positive exchange experiences. Third, by showing a 
genuinee concern for the well-being of employees and treating them in an equitable way. 

Thee study of the hospital suggests one more way for managers to embed trust in the organization, that is 
gatheringg information about what employees see as relevant problems, by way of monitoring and consultation, 
andd taking action regarding these problems. This does not mean that managers should blindly follow the 
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definitionss of subordinates, but that knowing about relevance is a prerequisite for a dialogue about what both 
partiess consider relevant and for joint goal setting. 

Inn the light of this reasoning, the surprising outcome that monitoring is positively related to trust in managers, 
becomess understandable. In the study of the school classes, support is also found for a positive relation between 
monitoringg and trust. These findings contradict the generally accepted idea that trust-based modes of governance 
andd control-based modes of governance are hard to reconcile because they are based on contradictory 
assumptionss about trustworthiness of people. Control is often seen as based on low trust in peoples' willingness 
too do a good job. Following upon the interviews with the employees of the hospital, it is conjectured that 
monitoring,, like listening to subordinates, is seen as a necessary step to taking action. Action, directed at 
problem-solvingg or at improving work processes, learning processes, and results. This may also explain why the 
workerss in the dairy plant complain about a lack of monitoring by managers. 

Thee studies are, of course, limited in several ways, of which three are discussed. First, that they cover only a 
segmentt of the possible relations between experience-preference differences and behavior. Second, that 
consequencess of unproductive behavior regarding the organization's overall performance are mentioned but not 
measured.. A third matter, the context-boundedness of the findings, is discussed as both a strength and a 
weaknesss of the serendipity pattern approach chosen. Studies in other schools, (dairy) plants, courts, 
multinationals,, and hospitals are needed to be able to generalize confidently on the findings presented in this 
book. . 
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