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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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