
UvA-DARE is a service provided by the library of the University of Amsterdam (https://dare.uva.nl)

UvA-DARE (Digital Academic Repository)

On costly frictions between organizational cultures and structure

Frankema, K.M.

Publication date
2000

Link to publication

Citation for published version (APA):
Frankema, K. M. (2000). On costly frictions between organizational cultures and structure.
[Thesis, externally prepared, Universiteit van Amsterdam].

General rights
It is not permitted to download or to forward/distribute the text or part of it without the consent of the author(s)
and/or copyright holder(s), other than for strictly personal, individual use, unless the work is under an open
content license (like Creative Commons).

Disclaimer/Complaints regulations
If you believe that digital publication of certain material infringes any of your rights or (privacy) interests, please
let the Library know, stating your reasons. In case of a legitimate complaint, the Library will make the material
inaccessible and/or remove it from the website. Please Ask the Library: https://uba.uva.nl/en/contact, or a letter
to: Library of the University of Amsterdam, Secretariat, Singel 425, 1012 WP Amsterdam, The Netherlands. You
will be contacted as soon as possible.

Download date:24 May 2023

https://dare.uva.nl/personal/pure/en/publications/on-costly-frictions-between-organizational-cultures-and-structure(9d44f186-8661-42ea-b5b6-496cac8802aa).html


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. . 
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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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