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SUMMARY

This thesis studies how managers and their role-set develop internal languages (or
configurations) which differentiates their external environments, and structures
their actions. Development of the cognitive configurations is crucial to planning
future courses of action and thus the recognition of the organisation's survival
paths.  These configurations, which are the result of managers' cognitive
practices, are situated within a multi-dimensional perspective, i.e. they include
the organisation's prospectus of action, paradigms and temporal rules as identified
by its members and therefore are organisation specific. It is thus argued that
theorising about managerial work should include theorising about the way such
prospectus and rules are identified and established by managers and their role-set.

The argument of the thesis commences with an analysis and re-interpretation of
"orthodox" management theories and concepts which are widely considered as
central to an understanding of managerial work. It is argued that theories which
consider the cognitive activities of managers have adopted a single dimension in
their descriptions of managerial work, and hence have expounded inadequate
models of the work of managers and their decision-making activities. Utilising
the concept of "contingent periodicities” it is then illustrated that theories about
managerial sense-making activities and political processes in managing have
presented static accounts of managerial practices and so have neglected the
temporal embeddedness of these practices. However, the argument on continuity
in managerial work is challenged for its disregard of the intentional dimension of
managerial work.

It is also argued that the "real" image of managerial work, i.e. fragmented, brief
and varied; according to "activity" school, presents an incomplete description of
what managers are doing. Thus it is shown that this a-temporal and a-political,
yet popular, approach to studying the work of managers, because of its naive
epistemological stance, fails to grasp the way managers develop cognitive and
habitual practices. Furthermore, their portrayal of managerial work as non-
routine is an unsubstantiated counter-claim against classical management
theorising since their classification of managerial roles cannot be differentiated
from the classicist's prescriptive functions of management. The thesis has
consequently developed its theoretical stance upon the assumptions that managers
are involved in searching and identifying theoretical niches and survival paths.
These theoretical activities of managers are based upon their cognitive and
habitual models and simultaneously constitute the very basis of these models.

The empirical work of this thesis is presented in the form of case studies which
report the application of the working assumptions in four different organisations.
The data are gathered in a triangulation of study methods; that is, focused and
recorded interviews which are unstructured dialogues with four role-sets of
managers around a set of topics; unstructured observation of these managers
activites and a review of documents, reports and correspondence. The data are
analysed with reference to these assumptions, and in relation to the conceptual
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framework of the thesis. The findings of the thesis are in alignment with its
theoretical assumptions. The concluding notes examine the implications of the
continuity-fragmentation debate and suggest that future research into managerial
work must be concerned with temporal rules which structure managerial actions.

KEYWORDS

CONTINUITY

INTENDED DISCONTINUITY
RECURRENCE

EVENTS

TEMPLATE

iv



TABLE OF CONTENTS 2ace No.

ACKNOWLEDGEMENT ii
SUMMARY b5 363
TABLE OF CONTENTS v
LIST OF FIGURES ix
CHAPTER ONE INTRODUCTION 1
CHAPTER TWO RESEARCH DESIGN 8
PUZZLES, THEORIES AND CONCEPTS 9
SELECTION OF THE FIRMS FOR STUDY 24
PREPARATIONS AND REHEARSALS 29
Questions Posed to Managers 29

Methods Used to Record Information 32

Initial Contacts with Managers 33

Other Research Activities 36

Triangulation 40

Questionnaire

PREPARATIONS, ANALYSIS AND PRESENTATION OF DATA 43
RESEARCH FOCUS, METHOD AND ASSUMPTIONS 44
QUESTION OF VALIDITY 47

CHAPTER THREE  CONGNITIVE ASPECTS OF MANAGAERIAL

PRACTICES 50

INTRODUCTION

MEANS FOR SENSE-MAKING 52

54
RECIPE

DISCUSSION B

INDUSTRY RECIPE 67



SOCIO-EVOLUTIONARY MODEL AND CAUSE MAPS
Enactment Process: Selecting the Stimuli
Selection Process
Retention Process
CHAPTER FOUR TEMPORAL-EMBEDDEDNESS OF MANAGERIAL
PRACTICES
INTRODUCTION
TIME, FLOW AND EXPERIENCE
'TIME' IN MANAGEMENT AND ORGANISATION THEORY
'TIME' IN STUDIES OF MANAGERIAL WROK
TIME-RECKONING SYSTEMS: THE ROLE OF CONTINGENT
PERIODICITES
CHAPTER FIVE WHAT DO MANAGERS DQO?
INTRODUCTION
STUDIES OF MANAGERIAL WORK: AN OVERVIEW
Exercise of Control over Work
Content of Managerial Work
Organisational Characteristics
Cyclical Patterns of Managerial Work
A Note on Method
BREVITY, VARIETY AND FRAGMENTATION
CHOICES FOR MANAGERS
WHAT MAKES MANAGERS SUCCESSFUL?

SUMMARY -

CHAPTER SIX APPLYING THEORY TO MANAGERIAL
PRACTICES

CASE I ENGINE LTD.: MANAGING THE LEADING IMAGE

INTRODUCTION

vi

88

94

109

110

112

126

132

139

166

167

171

171

172

173

174

174

177

189

198

205

208

209

210



THE MANAGERS

iNTERPRETATION
CASE II RIVET LTD.: MANAGING CONTINGENT CONTINUITY

INTRODUCTION

BACKGROUND

THE FASTENER INDUSTRY

INTRODUCING THE MANAGERS

RIVET LTD. IN ACTION

RIVET LTD. AND THE CONSTRUCTION INDUSTRY

RIVET LTD. AND THE AUTOMOTIVE INDUSTRY

THE COMPETITION

RIVET LTD. AND THE DEAL WITH THE DISTRIBUTORS

GETTING INTO THE DIY MARKET

THE SEARCH FOR OTHER MARKETS

LAUNCHING "TYPE A" RIVET

INTRODUCTION OF NEW STOCK CONTROL SYSTEM

REPLACEMENT FOR THE PRODUCTION MANAGER

WHAT THE MANAGERS WERE DOING: AN INTERPRETATION
CASE III METAL FINISHING LTD.: MANAGING MARKETS
AND DISJUNCTURES

INTRODUCTION

BACKGROUND

INTRODUCING THE MANAGERS

MF LTD. AND OTHER FIRMS

MF LTD. AND ITS CUSTOMERS

THE PATTERNS OF ACTIVITIES

WHAT THE MANAGERS WERE DOING: AN INTERPRETATION

vii

232

235

236

241
244

247

248

251

254

255

256

258

291

292

293

296

302

305



2ace No.

CHAPTER SEVEN  RECONSTRUCTURING THE FUTURE 328
INTRODUCTION 329
INTRODUCING THE KEY ACTORS 330
DEVELOPMENT OF "ASKFORD" NEWTOWN 333
ASKFORD DISTRICT GENERAL HOSPITAL: THE DEVELOPMENT 335
RATIONALISATION OF RESOURCES 341
STAFFING: SEARCH FOR SKILLED MANPOWER 343
MODERN TECHNOLOGY IN HEALTH ADMINISTRATION 346
NUCLEUS: THE SUITABLE DESIGN SYSTEM FOR ASKFORD DGH
AND THE 1990's 350
THE PROCESS OF ADOPTION OF NUCLEUS DESIGN FOR
ASKFORD DGH 357
MODIFYING THE NUCLEUS DESIGN FOR ASKFORD DGH 360
PLANNING AND THE RECOMMENDED TEAM APPROACH 363
PROJECT TEAM 365
PLANNING TEAMS IN THE DHA 367
ACTIVITIES OF THE MANPOWER & COMMISSIONING TEAM 369
INTERIM SUMMARY ' 376

COMMISSIONING PROCESS : AN INTERPRETATION AND ANALYSIS 379

MEETINGS AND ROLE-SETS 380
GREENFIELD SITE AND ORGANISATIONAL PAST-LOADEDNESS 385
STOCK OF KNOWLEDGE 392
INTENDED DISCONTINUITY 396
RE-MOULDING THE STRUCTURE 399
BARGAINING PERSPECTIVES 401
CHAPER EIGHT EVALUATION AND IMPLICATIONS 413

BIBLIOGRAPHY 436

viii



Figure 2.1

Figure 2.2

Figure 2.3

Figure 3.1
Figure 3.2

Figure 3.3

Figure 4.1

Figure 4.2
Figure 4.3

Figure 4.4

Figure 5.1

Figure 5.2

Figure 6.2.1
Figure 6.3.1

Figure 6.3.2

Figure 6.3.3

Figure 7.1
Figure 7.2
Figure 7.3
Figure 7.4

Figure 7.5

LIST OF FIGURES

Process of Conceptual Refinement

Arriving at an Interpretation of
Managerial Work

Managing: An Illustration of Some of
the Major Elements

Neisser's Perceptual Cycle
Formulation of Cause Maps

An Illustration of QOrganisation and

Environment Interactions in Production
of Cause Maps

Time Orientation in Managerial Planning:

Acorn on Spring Season

Can-making: the Seasonal Source of Uncertainty
A Comparison of Time-Reckoning Systems

Factors Affecting Survival of an Organisation

A Comparison of Managers' Roles & Functions

Dimensions of Managerial Work

Managers' Schema: Rivet Ltd.
Layout of the Offices in MF Ltd.

The Patterning of a Marketing Manager's
Repertoire of Responses (MF Ltd.)

Managers' Schema: MF Ltd.

Calculation of Service Levels

DGH Planned Services/Resource Levels
The 'Harness' Concept of Hospital Design
Nucleus Hospital: Phases of Development

Nucleus Template

ix

Page Mo.

10

22

84

89

90

290

304

325

327

347

348

353



Figure 7.6
Figure 7.7
Figure 8.1
Figure 8.2

Figure 8.5

Figure 8.4

Figure 8.5

Model of Hospital Planning and Desing Process
Sequence of Events in the Hospital Development
Focus of the Thesis

Managers' Event-Spotting Activites

An Interpretation of the Sequence of
Managerial Practices

Process of Development of the Thesis
Argument

Managerial Discrimination

Pace MNo.

389

41!

419

424

425

429



CHAPTER ONE

INTRODUCTION



This thesis studies managerial practices in the context of four different
organisational settings focussing upon the structural-requlative aspects of these
practices. The study has been approached in three overlapping strands of inquiry
into managerial/organisational practices; that is, the classical perspective, the
"activity" school and the "cognition" school. The conceptual framework of the
thesis is basically located within the theorising of the "cognition" school, and
accordingly refutes the empirical generalisation of the "activity" school that the
managerial work is fragmented and prosaic, and hence that the classical theories
of management are redudant. It is shown that the classical management
theorising cannot be dismissed on the basis of the generalisations and consequently
that they must be re-considered. Through interpretation and re-working of these
perspectives, a multi-faceted foucs has been adopted in order to illustrate the
dynamics of managerial practices and the managers' role in managing the
organisational events which have been disregarded by the popular studies of

managerial work.

The thesis hence comprises a critique of the dominant account of managerial work
and a theoretical model for understanding managerial work. The critique includes
a variety of case studies in orgranisational practices in order to discuss the failure
of the popular perspectives in depicting an effective model of managerial
actions. Simultaneously, therefore, it sets the background for development of the
perspective which centres upon the multi-dimensional character of managerial

actions, but is not propounded as a system of performance appraisal.

The popular account of the work of managers as put forward by the "activity"
school, e.g. Mintzberg, is an attempt which presents this phenomenon in terms of
a set of observable, brief, varied and disconnected activities, hence, showing that

the nature of managerial work is episodic. Managers are portrayed as puppets



whose allocation of time and attention are requlated by the demands of others.

Hence, they are not seen as purposive actors and are envisaged to have no control

over what they do i.e. purely reactive, not proactive.

This so claimed "real" image of the work of managers describes the extent of
influence that managers can exert on their work in terms of their contact
patterns, that is the amount of time that they are engaged in verbal and
interpersonal interactions. This account has mainly developed as a reaction to the
normative management theorisings of the early 20th century and their prescribed
functions of management. According to the "activity" school, the classicists'
portrayal of management as a set of methodical and coherent practices is a
misconception of managerial work, and the "folklore" of management has limited
implications for practicising managers. Therefore, in order to enhance the
managers' performance, i.e. their rationality, the real work of managers must be
observed. The "facts" which are grounded in such observation will close the gap
between theory and practice of management. However, the ultimate
categorisation of managerial roles and typologies presented by the "activity"
school is not different from the classicists' prescribed functions of management.
The "real" image of managerial work constitutes the point of departure of this

thesis.

The contention of the "activity" school that managers are reactive is compatible
with the work of organisational synthesisers and theorists on organisational
decision-makings, e.g. March (1963) and Simon (1958). The latter have explained
managerial behaviour in terms of bounded rationality and have asserted that
managers' modus operandi is designated to satisfy constraints and avoid
uncertainty. In other words managers are not initiators and their behaviour is

constrained by their problem-solving, information processing abilities, unclear



organisational objectives, ambiguous choice situations and fluid participation. It
is therefore reasonable to assert that these studies have merely conceptualised

fragments of managerial work.

Other descriptive accounts of managerial behaviour (e.g. Spender, 1980; Weick,
1979) have emphasised the significant role of managers' judgement in organising
processes. The judgement is part of the formula for avoiding or resolving
uncertainty or reducing the equivocality in the environmental inputs. Their core
argument thus presents managerial activities in terms of mastery of
organisational environments (cf. organisational synthesisers). The outcomes of
these activities, i.e. the enacted environments or organisational situations, are
artifacts or self-fulfilling prophecies. These studies have illustrated the process
by which managers' theories of action are socially constructed, and thus have

concentrated on the cognitive context of managerial work.

Describing organisations as artifacts of managerial activities is also stressed in
some other management studies, with respect to managerial political
machination. Here managerial activities are analysed in terms of the
development of languages or symbaols as control mechanisms (e.g. Pettigrew,
1976). Thus it is argued that within a political perspective the continuity of
managerial actions is shown in terms of conflicting interests of the actors in the
organisations (e.g. Dalton, 1959). However, these writings have too frequently
considered the managerial political plots as ends in themselves and have

disregarded the institutional and structural implications of managerial practices.

With regard to the continuity in managerial work, there are studies of the
temporal contexts in organisations (e.g. Clark, 1982) which claim that if

managerial work is analysed within its time dimensions the underlying continuity



of the fragmented episodes will be shown (cf. Mintzberg, 1973).

The prime focus of these contextual analyses of managerial actions have been to
illustrate the dynamics of managerial behaviour (cf. the "activity" school). The
point is that these studies have mainly concentrated on a single dimension of
managerial work, i.e. political or cognitive or temporal, hence each have

underplayed or disregarded the other dimensions.

It is argued herein that management is a multi-dimensional practice, therefore
consideration of these dimensions will be central to the study of managerial
actions. It is shown that the study of managerial work is concerned with

discontinuities and disjunctures within the continuity of managers' projected acts.

This study probes into the work of managers utilising managers' accounts of their
practices. The research is presented in a way which will show the development of
a perspective for studying managerial practices, through its theoretical

construction and potential methodological application, to its conciuding remarks.

The thesis takes the following form. In CHAPTER TWO the issues concerned with
the research method and analytic tools are dealt with. The process by which
various conceptions of managerial work are analysed and then utilised as analytic
tools for understanding the practice of management. Then the attempts which
were made to win access to various organisational settings are described. An
account of the rationale behind the selection of the organisations is given next.
The interview situations and the observation activities are described. The final
section of this chapter addresses briefly the question of validity of the research

method and analysis.



In CHAPTER THREE one segment of the theoretical framework of the thesis is
put forward. It examines the cognitive aspects of managerial practices. The
characteristics of various models of sense-making and their consequences for the
practice of management are discussed in this chapter. Hence their commonalities
and differences and their inadequacies are considered in order to set out the basis

for the conceptual framework of this thesis.

CHAPTER FOUR introduces and demonstrates the focus and argument of the
thesis. It emphasises the temporal embeddedness of managerial practices whilst

considering the conception of time in certain management theories.

CHAPTER FIVE is a critique of the dominant theorisings about the nature of
managerial work. It commences by considering the general drawbacks of these
theorisings. Then it discusses in more detail the core points of some of these
studies, i.e. those of Mintzberg, Stewart and Kotter. [t will explain the
implications of these studies for management research, managers and
management education. This leads to an illustration of the weaknesses of their

approaches within the theoretical framework of the thesis.

CHAPTERS SIX and SEVEN discuss the empirical work and present the outcome of
the study of four sets of managers in four different settings, i.e. three engineering
firms and a health authority, which are presented here in the form of case
studies. In each case some historical accounts of the organisation and the
managers' activities are given which set the scene for the noted and observed
events and practices. The key concepts which have emerged during the research
and which are discussed in Chapters Three and Four are taken as analytic tools for

understanding the managers' accounts of their practices.



CHAPTER EIGHT polishes the core argument of the thesis, evaluates and
considers the implications of its argument for management theory and research

and management education. Then, sets it within the body of theorisings about the

nature of managerial work.



CHAPTER TWO

RESEARCH DESIGN

PUZZLES, THEORIES AND CONCEPTS

SELECTION OF THE FIRMS FOR STUDY

PREPARATIONS AND REHEARSALS

PREPARATIONS, ANALYSIS AND PRESENTATION OF DATA
RESEARCH FOCUS, METHOD AND ASSUMPTIONS

THE QUESTION OF VALIDITY



This Chapter is devoted to matters related to practical methodology. It begins
with an account of the development of the research themes and concepts and then
goes on to consider sample selection. The methods used in the preparation,
setting-up and conducting of interviews and observations are then described,
followed by an analysis of the collected data. Finally the research focus, method

and assumptions are reviewed and the validity of the research is established.

PUZZLES, THEORIES AND CONCEPTS

I
The research was designed to unravel the ways managers undertake their work.
From the outset it emphasised the cognitive dimension of management which was
underplayed in the popular accounts of managerial work. The general empirical
assumpti‘ons of the thesis grew out of a process of conceptual refinement in which
the existing theorisings about the nature of managerial work were de-composed
and examined afterwards in various settings. The following is an account of this

development process (also see Figure 2.1)

Exploring the theoretical grounds revealed the inadequacies of the existing
characterisations of managerial work which constituted the point of departure of
this thesis. The empirically based generalisations of the 'activity school’, e.q.
Mintzberg (1973), Stewart (1967), could not provide the answer to the initial
research question. According to these studies, managerial work may be
characterised as brief, varied and fragmentary. Such generalisations have been
the outcome of observations and diary recordings and allowed the writers to
refute the managerial functions, i.e. POSDCORB, which are prescribed by the

classicists.
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The questions which were raised at this stage were as follows: firstly if
managerial work is fragmentaé‘y and hence managers do not plan or organise, how
do organisations survive? Secondly if the classical description of managerial work
is a myth, what do managers actually do? And finally what makes the model

depicted by the 'activity school' more 'real' than previous models?

The examination of other conceptions and models of the work of managers
introduced another aspect, that of time, into the investigation process. There
exist studies of managers' activities in different settings (see Clark, 1976 for
example), which have claimed that there is an underlying continuity in what
managers do, which is constituted in the temporal framework that they are
using. In other words, if managerial work is analysed in its temporal context it

will be characterised by continuity rather than fragmentation (see Chapter Four).

The fragmentétion-continuity debates thereafter were considered as 'portable
probes' which were to be taken to organisational settings, as the basis of the
empirical exploration. The initial intent was to analyse the 'content' of
managerial work, which, despite the claims of the 'activity school', are considered
to have been inadequately analysed. Most studies of managerial work have
focussed on the concept of 'agenda' which contains organised/ordered items yet its
potentials are limited in illustrating the dynamics of managerial behaviour. It was
decided, then, that such notions as 'managerial portfolios' put forward by Marples
(1967) provided a better frame of analysis. Utilising the concept of 'portfolio’,
thus, implied investigating managers' future intentions and the underlying

motivations or explanations for such intentions.

The primary set of interviews, which were relatively structured, were carried out

in Engine Ltd. (Case I). Following the analysis of the case material, however, it

11



was recognised that the questions posed at interviews in this case study and thus
the dialogues with the managers centred upon demands and constraints imposed by
their jobs, the time pressures, the imposition of tasks by superordinates etc.
Therefore, initial analysis of the study notes showed that the conceptual

framework of the thesis, which was developed at the time, was inadequately

translated into questions.

Yet, the outcome of this set of interviews could not be easily dismissed. Further
analysis of the interview notes exposed some conceptual implications. The
managers (the respondants) in Engine Ltd. were located in the middle layers of the
Company's hierarchy. They acted as organisational technicians since their work
activities involved maintenance of the Company's operating system. Furthermore,
the examination of the dialogue showed that managerial work cannot be described
by presenting a set of discrete activities. There were the purpose and outcomes
of these activities to be questioned and clarified, and there seem to be an
underlying pattern governing managers' activities. The methods and assumptions
of the 'activity school' provided only a superficial insight into the management
phenomenon. From then onwards, conceptualising management as a cognitive

activity was emphasised.

In the following phase, attention returned to the continuity thesis and its basic
elements, in order to develop the appropriate set of interview question. The
continuity thesis describes managing as a set of time-reckoning activities. It
asserts that managers are engaged in identifying a set of contingent/recurrent
events which they use as frameworks in their managerial decision-makings.
Therefore, in order to identify these frameworks (events), the researcher ought to

examine the temporal perspectives which are utilised by the managers, their



Organisations and their industries. With respect to this assertion the question

raised was what analytic tool could be used to identify these temporal

perspectives.

The idea that managers use events as their frames of reference reinforced the
initial claim of this research that managerial work includes a set of cognitive
activities. There exist.certain studies which have considered the managerial
cognitions: for example, Weick's (1979) and Bougon's (1983) conceptions of 'cause
maps' and 'schemas', and Spender's (1980) thesis on 'industry recipes’. These

conceptions inspired this aspect of the thesis.

With respect to these aspects of managing - continuity and cognition - the general
technical questions of the research was changed. At this stage two more or less
parallel questions were raised. These were: (a) 'what are managers actually
doing?' and, (b) 'what do they say they are doing?'. The addition of '-ing' to the
question was to highlight the assumption about managing as an on-going process
and equally to illustrate that managers think about what they are doing. This was
a counter-argument with regard to Mintzberg's claim that managers spend no time
reflecting upon events. It was realised at this stage that an interpretation of the
nature of managerial work could be arrived at if descriptive, perspective observed

accounts were considered (see Figure 2.2).

The second phase of the empirical exploration was organised on the basis of the
aforementioned arguments. The work of the managers in two different industrial
settings, located in the engineering industry, provided the grounds for examination
of the arguments. In 'Rivet Ltd.' (Case II) various questions were discussed with
the managers and their everyday activities were observed in order to unravel the

temporal dimensions which belonged to their organisation. This Company at the
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time of the study was operating within certain financial constraints. Some of the
managers had also experienced this situation in the previous years. Thus, they
frequently anticipated future events on the bases of these experiences, and took
action accordingly. Similarly, in 'Metal Finishing Ltd.' (Case III), the managers'
'projected acts' were implied in their definitions of 'there and then' situations and

what they thought was going to be the future situations.

The analysis and interpretation of the activities of the managers in these
industrial organisations showed that managers' portfolios contained their future
intentions. It was thus highlighted that certain theoretical concepts ought to be
considered in theorising about managerial work. Then it was realised that the
claim of the 'activity school' about managers' preference for the use of verbal
media and live action could be replicated in these cases, but, it would provide a
nonsensical picture of what managers do. This kind of interaction seemed one way
of keeping up-to-date with the events and things. Therefore the addition of the
concept of 'role-set' (as Merton, 1954) seemed focal to the conceptual framework
of the thesis. The concept of role-set was initially considered in the research
proposal with the intent to illustrate that managers keep abreast of events whilst
attending to a variety of issues and people. It was thought that this aspect of

managerial work is misinterpreted as 'fragmentation’.

This thought was basically developed on the description of managers' portfolios as
put forward by Marples (1967), yet it has evolved in the process of research.
According to Marples, managers keep various issues with different time spans
afloat in their portfolios. These issues are frequently initiated by the managers'
superordinates or subordinates, i.e. their role-set. However, the notion of role-set
remains unfolded in Marples' analysis of the work of managers. This is because he

views managers' portfolios as a 'stranded rope' according to which, he emphasises

&5



that issues have different time spans but this analogy underplays the significance
of managers' role relationships. These relationships, however, are clearly analysed
in Merton's conception of social structures and mechanisms. The notion of role-
set has thus been used in this thesis with reference to Merton's conceptualisation
in order to demonstrate the varying degree of involvement and power of the

actors in the managerial processes in various settings.

A further query which was raised on a similar note, concerned the managerial
decision-making arenas. The observation of the managers' activities and the
interviews with them and the people on their role-set showed that managerial
work to a great extent included detailed discussions and the exchange of thoughts
and information in informal and formal meetings. These arenas hence provided
managers with the opportunities to sort out their surroundings and make sense of
their activities. Thereafter the search for concepts and settings which would

clarify these puzzles continued.

Hence, another concept, which was introduced into this process of conceptual
refinement and in attempts to clarify the puzzles, was the notion of 'logics of
action' put forward by Karpik (1978, 1981). This concept was considered to be
central to the analysis of 'rationalities' and cognitive activities of managers and
their role-set. The concept of 'logics of action' emphasises the goal-directed
nature of activities of the actors in an organisation which develop in a set of
contexts: historical, environmental and political. It includes actors' objectives,
strategies and 'principles of actions' around which they organise their behaviour.
This was a revealing notion with respect to the activities of the managers in the
industrial settings already investigated. @ The adaptive behaviours of these
managers and their organisations had developed as a response to the changes in

their business environments such as increase in inflation rate, reduction in demand
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for their products, and so on. Karpik's perspective emphasises multi-contextual
consideration of organisational actions, yet it underplays the temporal dimension
of such actions. For instance, the aforementioned managers were frequently using

their past experiences of certain events in their anticipation of future changes or

stability.

A further question was raised in relation to the nature and the type of choices,
which were available to the managers under such situations; whether they could
design their choices or modify the existing ones. In other words what could be the
extent of bargaining power that the managers seek to have. Karpik's concept of
'logics of actions' includes the process by which the actors develop their choices.
This argument portrays actors in the organisation as powerful individuals who can
impose their ends upon the activities of their organisations and thus will have
some impact upon the strategies. The question, hence, is about the ways

managers exercise such powers.

The goal-directed actions of the actors as implied in the concept of 'logics of
action', emphasises the 'intentionality' in the conduct of the actors, which is also
considered in Giddens' and Schutz's theorisings. Giddens (1979) has taken this
argument further stressing that actors' intentional practices are situated
temporally and paradigmatically. This contention therefore illustrates the

structuring effects of these situations.

These theorisings about the actors' behaviour initiated other questions such as:
how the paradigmatic conduct of managers is identified and shown how managerial
activities are structured; the extent to which identifying these practices, their
temporal context and underlying paradigms may explain what it is that managers

manage; and finally the extent that one could claim there is convergence in
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theorisings about managerial actions, if the 'structuration’ argument (as Giddens,

1979) is used as the basis for the analysis of methods and assumptions.

The underlying assumptions of the theorisings which were considered were
interpreted in terms of the involvement of the organisational members in the
development of some coping strategies and response mechanisms to environmental
stimuli. This interpretation also meant that the actors' 'situated practices' (as
Giddens, 1979) might be located across a 'reactive-proactive' continuum (as

Lawrence and Kotter 1974; Miles and Snow 1978).

Other conceptualisations about adaptive behaviour of organisations have
considered other aspects of the situation under which the behaviour evolves. For
instance, March (1963) and Simon (1958) have described the main function of
management as decision-making under uncertain situations. Simon, thus, haé
emphasised the human cognitive and problem-solving abilities and illustrated the
actors' 'calculated-rationalities' in the decision-making situations. March (1980)
has described managerial actions as 'ordinary hypocrisy', i.e. he suggests that what
the managers say may be different from how they act. The 'Carnegie school' in
general have argued that in uncertain situations actors in organisation learn by
trial and error; they learn about the technology and objectives of their
organisation whilst in the process of doing their work. Therefore organisational
activities are not as tidy as they may appear to be. People develop their coping
strategies whilst operating within 'organised anarchies'. This conceptualisation of

adaptive behaviour, conversely, implies 'bounded rationality'.
The question hence raised, was related to the extent to which the so-called

'anarchies' structure members' activities. If in such situations, 'solutions are

chasing problems', how and what kinds of planning and organising take place?
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A further theoretical development of the debate on members' learning by trial and
error took place with reference to Argyris & Schon's (1978) thesis on actors'
'theories of action'; that is, espoused theory and theory-in-use. This thesis
postulates that learning takes place as the result of the actors' testing and re-

structuring of the theory-in-use. It equally confirms the 'ordinary hypocrisy' in

organisation life.

Thus, analysis of actors' intentional and adaptive behaviour re-directed the
research question towards the socio-evolutionary models of organisational

behaviour and accordingly towards a search for some linkages.

In the beginning, whilst searching for direction and in constructing the empirical
question of the thesis, managers' adaptive behaviour was considered, regarding
concepts such as 'organisational momentum' (as Miller, 1981, 1982). This concept
implies that organisational activities are directed towards maintaining the
existing established patterns of thought and activity. However, after some
further explorations, the arguments of socio-evolutionary theorists such as Aldrich
(1979), McKelvey (1980) were also considered. These theorists emphasise the
external influences upon the adaptive postures of organisations. They assert that
organisational members are involved in the process of carving and protecting their
identified niches. This assertion was thus incorporated in the process of
describing what it is that managers are managing. In other words, with reference
to Aldrich and McKelvey's arguments, managers are managing the survival paths
of organisations. The next phase of the empirical exploration was, hence, carried
out with respect to key themes such as 'CONTINUITY', 'INTENTIONALITY",

'CHOICE SITUATIONS' and 'LEARNING'.



The set of actors whose activities were investigated, were involved in planning
and design of a district general hospital for a new town in England (Case IV). The
questions which were put to these people in a number of dialogues were aimed at
unfolding their theorisings about the process of planning, about their conceptions
of the events and situations related to the design and building of the hospital and
their understanding of the decision-making processes in their situations. The same
questions were considered during the observation of their interactions, their

periodic and/or informal meetings.

The analysis of the collected data and materials revived some of the initial
queries. For instance, these actors' 'past-loaded-ness' played a major part in their
anticipation of the future events, as regards the hospital building project. The
future events included their anticipation of the reaction of their role-sets, of the
possible changes of government policies, etc. The 'load' implied their previous
experiences with the same set of actors, the maps they had developed over the
time they had worked within the same institution or in other types of
organisation. However, the actors claimed that they had challenged the
institutionalised 'load' which seemed predominant in their cognitive activities.
Thus, they considered that their approach to the planning and design of a hospital
was a departure from the normative/prescribed approach. This challenge of the
'established pattern of thoughts' in the NHS was considered as a break in the
'continuity'. But this somehow 'INTENDED' discontinuity was to take place within
the continuity which characterised the survival pattern of the System. It
nevertheless raised the puzzle about the extent of choice that existed for these
actors, i.e. the difference between what they claimed to have as against what
they actually had. These actors seemed to be involved in re-moulding and re-

producing the normal practices in the NHS.



The continuity-intended discontinuity debate was, thus, used to reveal these
actors' 'politickings'. At a later stage their activities were interpreted according
to Crozier's conceptualisation of games in organisation and they way the rules of
the game develop (Crozier, 1964; Crozier and Friedberg, 1980). It was then
argued that the actors' 'cause maps' and their loadedness are expressions of these
games and rules. This debate highlighted the significance of multi-contextual
analysis of managerial work as regards Karpik's argument. One of the
complexities which was involved with a multi-contextual analysis therefore, was
the number of approaches which could be utilised in the interpretation of the case

study data.

Thus, the analysis, comparing and contrasting of the case materials developed the
focal point, which in the earlier stages of the research had been bracketed. As a
result of the initial analysis it was, therefore, asserted that managers are involved
in the development of analytic tools (grammar), which differentiate their
environments (and hence are contextual) and their mode of organising and thus
structure their activities. Figure 2.3 shows the major elements in managing with

respect to the theoretical framework of the thesis.

o
As was shown in the previous Section, this thesis started with a set of
theoretically-driven puzzles about the nature of managerial work. A variety of
concepts and interpretations were constantly and frequently considered as the
result of the theoretical and empirical explorations. There was no pre-determined
structure for the development of its theoretical stance. This unbounded yet
untidy process provided a challenging opportunity for massaging the existing
theorisings about management and managerial work. Nevertheless, the process of

shaping the core theoretical questions of the thesis has not been straightforward.
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This investigation into the field of managerial work began with a set of puzzles
whilst the proposal of the thesis was written. It was recognised that examination
of the nature of managerial work required prior theorisings. The structure of the
thesis, thus, emerged and evolved throughout the process of clarifying the
puzzles. Various themes and concepts were considered in juxtaposition, in an
attempt to establish the theoretical stance of the thesis and to resolve the
puzzles. Hence the stance represents an interpretation of the underlying

analytical and methodological assumptions.

The research strategy, thereafter, included the methods for gathering and analysis
of the data. A blend of research techniques such as interviewing, observation and
document reviewing were used for collecting the data. The analysis and
interpretation of the content of the interviews, minutes of the meetings and
partly the observation notes, has therefore been commonsensical; based on an
understanding of the 'whats' and 'hows' of managerial activities, with regard to the

juxtaposed themes, i.e. the 'portable probes'.

The following section offers a description of the nature of the fieldwork. It
commences with an account of the process of selecting the firms and will continue
with the details of preparations and rehearsals for the encounters with four sets of
managers in four different organisations. Finally, the research techniques and
their strength, the approach to the analysis and presentation of the data are

examined.
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SELECTION OF THE FIRMS FOR STUDY

1. The search for the managers began with the aim of finding a 'representative'
sample of their population. This meant the development of some kind of criteria
for the selection procedure. This idea was considered following a study of
research methods and discussion with researchers whose 'logics of inquiry' required
control of some variables, e.g. size, industry, etc. This method was considered
logical and could provide safeguards against 'abnormalities' in the outcome of the
research. But this consideration was secondary to the process of this research and
with respect to the aim of the thesis. Therefore, this thesis did not set out to
measure variables or test a set of hypotheses about the causal relationships among

these variables.

The primary criteria which were used for selecting the target organisation
reflected the concern of this work for particular environmental and/or industrial
characteristics which would provide the grounds for presenting an actual image of
managerial activities. Therefore it was decided to search for industries which
were going through some kind of change or transition. The firms in the furniture
industry were primarily considered as appropriate targets. There were signs of

stagnation in this industry, as well as developments such as D.L.Y. furniture.

Various directories such as Kompas and Yellow Pages were used, in order to
choose a sample of 20 furniture manufacturers and retailers. Letters were sent to
10 of these firms explaining the aims of the research as the examination of the
effects of environmental changes on managerial activities.  This implied
identifying factors which were located and interpreted by managers and the
course of action they took accordingly. This theme was adopted because (a) the tulk of

empirical studies of managerial work seemed to have characterised managerial



activities without their contexts, and (b) the research question emphasised the
aspect of cognition in managerial work. It was considered therefore that the

context of managerial activities in the furniture industry could provide the

grounds for scrutiny.

Unfortunately only two companies replied, and both stated that they were unable
to co-operate, because their managers and executives at the time were engaged in
preparing projects for coping with economic recession. The file on this industry
was therefore closed and it was decided that 'cold letters' were an ineffective

means of approaching firms and getting interviews.

Thereafter, various people who could provide contacts with 'gatekeepers' in
various firms were approached. No deliberation, in terms of the size of the firms

or the type of industry could therefore be exercised.

One promising contact with an investment company fell through as a result of one
of the company's directors misunderstanding of the aims of the research. Hence,
the research proposal was put under scrutiny and re-defined as a kind of
performance appraisal programme intending to show the inefficiencies and

inadequacies of the managers in that company.

The initial attempts at getting access to the managers therefore proved to be less
straightforward than expected. Use of other means such as the telephone also
proved to be problematic, since there was the need for verbal legitimacy and
justification of the research aims. This often reduced the chances of entering any
firm to a minimum. It was a matter of marketing for the research proposal, so
that it was attractive to the managers and did not pose any  threat to their

status. Thus, a flexible definition of the aim of the research was produced and
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used in verbal/written contacts with potential gatekeepers. For example,
'management of time' was put as the focal question of the research and the
interpretation of it was left to those who were contacted. This bohemian
approach was imposed yet preferred because it did not lock the process of
selection of the firms in a square of conventional consideration of variables; it

left some room for manoeuvring the research direction.

The background to the first set of interviews was set at one of the Annual
Doctoral Programme Conferences. One of the participants in the Conference was
the Personnel Manager of Engine Ltd. (Case I), a manufacturing company, who
offered the opportunity for a limited set of interviews with the other managers in
the Company headquarters. A further telephone call was made to ensure that the
interview timetables were set. An outline was sent in which the research genre
was described in terms of examination of 'managers' theories of action and
organisation of work'. It also contained some queries about time and how it was
allocated to different tasks. The outline was distributed among the managers in
the Company by the Personnel Manager prior to the interviews. The managers
regarded the interviews as an examination of their abilities in using their time
effectively. The discussions were directed towards the deficiencies that they
attributed to the management system, operating system, etc. The use of some
theoretical jargon in some of the trigger questions seemed rather obtrusive in the

process of these interviews.

The interviews with 5 managers in Engine Ltd. were carried out in a day. The

outcome of these interviews are presented in case [.

26



2. The opportunity for interviewing another set of managers emerged through

contacts with academic staff who were involved in management consultancy

activities.

A brief encounter with the Director of Rivet Ltd. (Case II), who was collaborating
with Aston Management Centre on a training course, set the background for the
second set of interviews. Initially the request for interviews with the Director

and other Heads of Departments of the Company had been refused.

This time in contacting the 'gate-keeper' (the Director), a different tactic was

adopted which proved to be effective. Accordingly,

- the main focus of the research was hardly emphasised;

- simple, comprehensive statements were used to describe the research genre;
- the solely academic interest of the research was stressed;

- the confidentiality of the content of the discussions was guaranteed;

- the timetabling of the interviews was left the managers themselves.

The entry was granted on the grounds that some investigations into the activities
and performance levels of the middle managers in the Company were carried
out. In the later stages of the research, the opportunity for discussing the
research question with more senior managers was provided by the Director. The
interviews with the managers in Rivet Ltd. and observation of their activities

were carried out over an 8-week period.
Whilst exploring the nature of the managerial work in Rivet Ltd. (Case II), the

search for other firms which could provide the relevant set-up continued. (At that

time just a few miles away from the centre of Birmingham a campaign was
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launched to revive industry in the Midlands). This was an opportunity for
encounters with industrialists who might be prepared to discuss their managerial

theories and experiences regarding the research probes.

Initial contact with the Managing Director of Metal Finishing Ltd. (Case III) took
place at a one-day seminar, which was held during the campaign. He had been
selected to deliver a talk to the other businessmen on 'survival tactics' and was
judged to be shrewd in the way he discussed and analysed his ways of running the
business. The opportunity was taken and the research question was put to him
briefly, using the same approach as was adopted for the previous case. The
managers iﬁ Metal Finishing Ltd. were interviewed and their activities were

observed for 3 weeks.

3. The circumstances under which the contacts with the 'gatekeepers' for the
fourth set of managers were made were rather different. The 'gatekeepers' were
working in a public sector setting (a health authority) and had come to Aston
Management Centre to offer opportunities for some research activities. The
initial research synopsis that they had suggested included studies of decision-
making processes and power structures in their settings. Several meetings were
arranged for a group of researchers and investigators, including the researcher, to
discuss the proposed project synopsis regarding their own research interests,
areas, etc. FEasy access to people in the Authority and to the documents was
offered to them, and the opportunity was taken up. At the beginning a few full-
day induction visits to the Authority and some of the organisations under its
control were arranged, which indeed set the background for the interlviews and
discussions. It was through these visits that the key actors were selected. The
meetings paved the way and facilitated the researcher's entry into the Authority's

domain of activities. However, the 'gatekeepers' who were the General
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Administrator and the Personnel Officer demanded the researcher to present a
brief outline of the research. This was claimed to be part of the procedure for
facilitating the access to documents and for the actors to prepare for the
interviews. A schedule for interviews and observations was suggested to the
gatekeepers, and the essence of the research was. verbally explained on the arrival

of the researcher on the scene. Thereafter no other written outline was

presented.

PREPARATIONS AND REHEARSALS

Having gained approval for entering the abaove-mentioned organisations, certain
issues were considered to ascertain the continuity and quality of the study in each
case. It was recognised that there was a need for some preparations and
rehearsals prior to the entry. Whilst on the scene it seemed essential that the

researcher built some trusting relationships with the managers.

Questions Posed to Managers

In order to maintain some harmony between various stages of the research a
workable perspective was developed within which a combination of techniques
were to operate. The perspective partly evolved from the conceptual refinement
process and partly from the puzzles/research questions which emerged from this
process. The interviews and observations and document reviews were directed

towards finding the response to such gueries.
The unstructured interviews circled around a number of issues. In each case the

research question was simply introduced as being about what managers do,

however, there were some subtle differences in the way this introduction was
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presented to different managers. A personal guide containing the queries was also

designed, to enable the researcher to keep the interviews in focus.

In Case I the discussions started by a number of questions about the managers'
jobs, their typical day or week in their offices, how they allocated time to various
activities, whether they allowed time/resources for unexpected events, and how
they perceived the nature of their business environments. Some further questions
arose from the discussions. Basically, as post-hoc examination showed, the
dialogues in this case were influenced by 'activity school' type of questions.
Ironically, the critique of their perspective constituted the point of departure for
this thesis. Furthermore, the tight interview schedule reduced the opportunity for

more penetrating questions.

In the Cases II and III the personal guide contained a different set of issues as the
conceptual framework emphasised the 'COGNITION' and 'CONTINUITY' in
managerial work. In these cases, the discussions commenced by questions about
what managers thought would be happening in the future regarding their business
and managerial activities. Similarly, they were asked to talk about some major
events which they thought hadl changed the nature of their work, and what course
of action they would take or avoid taking if the event recurred. Furthermore
there were questions about the outcome of the day (the one which was observed)
etc. These items were used as the starting points, but if the managers' interests
in other issues were detected and perceived to be relevant to the research

question, they were taken up and the discussion would continue accordingly.
A different set of issues set the background for dialogues with the administrator

in Case IV. These were related to the dimensions in managerial conduct, i.e.

temporal, intentional and paradigmatic. In the previous cases these issues were
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touched upon - the temporal context of managerial work and the development of
manager's maps accordingly, were examined. The focal theme in Case IV was the
'INTENDED DISCONTINUITY" - an attempt to unravel the administrators' ways of
reproduction of maps and strategies to challenge institutionalised practices.
Therefore, the questions were put to these planners in a straightforward manner,
revealing these assumptions. The extent that the previous experiences of the

actors influenced their approach was considered in the discussions.

The important task in some of the interviews, however, was to maintain control
over the direction of the discussion. Often the dialogues changed to monologues
in which the 'managers' tried to clarify some points and thus moved away from the
main track of the thesis. At other times the discussions led to some conceptual
analysis and debates on management theorisings. The experience of the
interviews with the managers in Engine Ltd. (Case 1) showed that the opening
questions play a significant part in the direction of the discussions. The questions

used in Case I were leading and contained some inappropriate wording.

In Cases II and III, the questions about the nature of past events triggered
experiences and complaints about the system, the superiors' lack of understanding
of the nature of their business, imposition of ‘'illegitimate' demands, etc.
However, some of their tensions were released as they talked to the researcher,
 who listened attentively and offered some theoretical resolutions. She was then
offered the job of 'company psychologist'! These occasions were frequently utilised
for obtaining a better understanding of the background issues and perhaps reducing

the equivocality in the information given on the events.

When the managers continued talking about those problems which seemed clearly

irrelevant to the research themes, some non-verbal cues were to show the
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disinterest in the topic, yet this had to be done with caution to avoid any changes

in their positive attitudes towards the interviews.

Discussion with the managers were also carried out in the form of 'chats' outside

their familiar contexts and when they were out of their managerial roles.

Methods Used to Record Information

In the interviews with managers in Engine Ltd. (Case I) attempts were made to
make detailed notes of the content of the discussions. This created an uneasy
atmosphere. The managers frequently glanced at the written points. The
discussion came to a halt each time the reseacher started taking notes since the
extent of eye contact was reduced. This disrupted the momentum of the
discussions. The written notes, when considered afterwards, were mainly
interpretations of what was said on the basis of Mintzberg's and Stewart's ideas,

rather than the actual account of the discussion.

For the other set of interviews a tape-recorder was used. This seemed to be a
more effective means. The agreement of the managers on the use of a tape-
recorder was not sought, due to the fear that the reply could be negative. The
element of surprise helped. The tape-recorder was displayed in the first moments
of the interview, and then it was placed in a suitable corner where it could cause
minimum distraction. It was explained to the managers that the use of tape-
recorder was mainly to reduce the burden of intensive note-taking and thus
concentrating on their views and descriptions of their work activities. The
assurance was given accordingly that the recorded interviews would be considered
as confidential and thus inaccessible to others. Only in Case III did one manager

(the marketing manager) seem uneasy and reluctant to speak when the recorder
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was switched on, yet as the time passed he relaxed in the presence of the

recording machine.

[t must be mentioned that during the informal interview the recorder was not used
and the notes were taken when it seemed appropriate. This was essential

methodologically since they set the background for the next set of questions.

Initial Contacts with Managers

As the formal entry was approved, in addition to preparation, rehearsals and
reconstruction of sentences, attempts had to be made to mould the field, i.e. the
set-up of the study. Basically, to gain unlimited co-operation of the managers, a
low profile was presented, one which was academically shaped and showed naive

understanding of the organisational relationships.

At the beginning of each set of interviews the terms of trade were set. These
were concerned with the disruption of the flow of managers' organisational
activities which could be caused by the researcher's presence. Assurances were
given that attempts would be made to minimise the disruptions and adjust the
timetables. The formal introduction of the researcher by the gatekeepers in some

cases produced a variety of reactions and consequences.
There were mixed reactions among the managers in Engine Ltd. Some showed
interest, some were indifferent. However, none considered the researcher as the

agent of the gatekeeper or the Board of Directors.

The managers in Rivet Ltd. were approached on the assumption that the Director

had already introduced the research purpose. However, the introduction seemed
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to have aroused the suspicion of the members of the management team. The
Production Manager, who was the first person on the interview schedule, answered
the starting queries about what he was doing, reluctantly and with caution. On
other occasions he expressed some concern about how the recorded interviews and
consequent findings would be used. He demanded that a copy of the researcher's

feedback report to be sent to him directly.

Whilst interviewing the managers in Rivet Ltd. the stated aim of the research was
defined and re-defined to alleviate the difficulties caused by the Director's
description of the research in terms of the question of the effective use of time

by managers.

The Marketing Manager also expressed his mistrust at the first encounter.
Although at later stages he confessed that the discussions had some therapeutic
effects for him, it took some time before the managers in Rivet Ltd. showed any

trust in the genuine academic interest of the researcher.

In Metal Finishing Ltd. the interviews with the Marketing Manager, who was
incidentally the Managing Director's brother-in-law, became insipid, formal
exchanges of straightforward questions and answers. Because of the way the
offices were laid out and lack of space, the first set of interviews with him took
place in the Managing Director's office. On this occasion a set of ambiguous
general replies were provided and the main issues were avoided. The problem
seemed to be the location of the interviews. A better rapport was developed at
later stages and some time was spent with the Marketing Manager outside the
Company.

The set-up for interviews in 'Cropshire' District Health Authority (DHA) was

different. There were induction visits to the Health Authority, and the members
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of various management teams, i.e. District Management Team, Manpower and
Commissioning Team occasionally were present to provide the necessary
background information about the Authority's activities, the nature of their on-
going project, etc. The key informants were identified and selected on these
occasions. The schedule for interviews was organised mutually. Hardly any
disinterest or reluctance among the administrators was detected. Some of the
administrators willingly took part in some conceptual arguments. However, on
one or two occasions there were some comments made by the District Personnel
Officer which implicitly questioned the genuine motives underlying the research
question which was interpreted as 'discovering the politics' of their organisation.
They provided an 'office corner' for the researcher (on her request) which was used
in intervals and for sorting out notes and documents. In Rivet Ltd., one corner of
the production staff lounge was used during the intervals. The lounge was located
outside the production manager's office. It was referred to as the workers'
canteen, although no food was served there. The lounge was also used by another
researcher from another academic institution who had been there for a year. The
place was used by the shop floor employees during their breaks. Occasionally, in

the absence of the Marketing Manager his office was used as the working place.

In Metal Finishing Ltd., the committee room which was linked to the MD's office
was used. The other person who would be using the office was the Chairman of
the Board. There was a limited chance of meeting the other members of the

management team.

In the earlier stages of the inquiry into the Health Administrators, activities, the
office of the personnel officer, one of the gatekeepers, was used. However, in the
absence of the District Personnel Officer his office and its communication

facilities were used. These arrangements were made by the General
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Administrator. The researcher was confined to the use of these offices and
indirectly prohibited from entering the others. Conforming to the rules of the
Authority, however, was essential and actually safeguarded free access to the
documents and people in the Authority. The people who were in the lower

echelons seemed more disturbed as the researcher toured around the offices.

Other Research Activities

In addition to conducting semi-structured interviews, some rigorous non-
participant observation of the managers' activities in different time periods and a
review of relevant documents were carried out. The latter included minutes of
various meetings held by the management teams, various correspondence,
newspaper cuttings kept by the organisation. Several reqular and informal
meetings were also attended which provided some additional information about
managerial processes. The only exception was Engine Ltd. where no time was
spent on passive observation, due to the fact that there was time allowed only for

short interviews and no other research activity.

In the other cases the observational activities were spread over various hours of
the day, and days of the week. In Rivet Ltd. and Metal Finishing Ltd. the
managers were observed whilst working in their offices. Thus some days were
mainly spent on taking notes of what the managers did, who they contacted, or
who contacted them, how many phone calls they made, how many meetings
(formal, informal, brief or long) they attended, etc. Also in Rivet Ltd. the
Production Manager was followed to the shop floor and each time he contacted
the foreman and the chargehand, notes were taken of their exchanges of ideas and

dialogues, etc.
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The meetings were used to observe the managers in action and in the presence of
their role-set. The marketing man in Rivet Ltd. provided the researcher with
some rare opportunities for takin'g part in promotional sales and meetings with his
peers in other companies. When the appropriate time arose some queries were put

forward to these people. Notes were taken accordingly and when it seemed

appropriate.

Outside the office hours and lunch times, some time was spent socialising with the
managers in Rivet Ltd. and their colleagues, during which some informal

exchanges of information occurred and were noted.

The observation of the managers in Metal Finishing Ltd., however, took place on
an ad hoc basis. The Managing Director suggested several accompanied trips to
the shop floor. The people on the shop floor were not informed of the researcher's
limited stay in the Company. He had arranged for lunches to be served formally
in his dining room for the researcher and the management team throughout the

time of the study.

In the District Health Authority, meetings seemed to be the appropriate set-up for
observing the administrators in action. There was no chance of any other passive
observations. However the tea breaks and lunch hours which were spent in the
Authority's small canteen provided the opportunity to observe these actors in the

presence of their role-set, on an informal basis and to consider some of their

claims accordingly.
Throughout the field study, notes were taken of the temporal rhythm of these

managers activities. The organisational timetables and diaries were also noted.

The diaries of managers were reviewed in attempts to identify patterns of -their
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activities which could be influenced by the pre-determined, scheduled regulatory
events. For example, the strategic planning in Rivet Ltd. was scheduled for a
particular part of the year. This review was also designed to find cut about
certain events at which the researcher could be present. In Rivet Ltd., a member
of the Fastener Group, the request for attending the Group's review meeting was
refused because of the confidential nature of the information which would be
disseminated in those meetings. In the DHA, in the beginning the attendance of
some special meetings, e.g. Resource Allocation Working Party seemed less
problematic and the opportunities were even offered. However, the situation
changed in the later stages and the officers seemed reluctant in providing such

opportunities.

In all cases, the minutes of the meetings which were held prior to the time of the
research were studied and analysed. The prime objects of reviewing and analysing

the content of the minutes of various meetings were:-

(@) To establish an account of certain events which were referred to in the
minutes. This meant re-construction of some of the events through a set of

'chronological codes' which could be detected;

(b) To examine the content of the minutes of the meetings which were attended

by the researcher against the observed discussions;
(¢) Toidentify the key actors for future observations or interviews.
Furthermore, the correspondence between the managers and the individuals in

their role-set were reviewed. The object of reviewing documents of this nature

was (a) to examine the ways managers articulated their relationship with others in



writing and (b) to what extent these activities influenced the content of their

portfolios and the agendas of their meetings.

Notes were taken, throughout the fieldwork, on the theoretical issues 'on puzzles'
on the method and questions as they evolved and whilst the researcher was on the
premises. The non-verbal cues of the actors was also noted in the interviews and
meetings. The actors used the non-verbals either to emphasise a point or show its
significance to their colleagues or the researcher. The conversations which
occurred between the managers and the members of their organisations, other

than the key actors, were also noted.

Briefly, this work has involved meeting managers in their work environments and
talking with them about their experiences, about what they were doing and were
going to do, regarding their surroundings, other people and events. In this way the
managers responded to temporary stimuli which were initiated by the researcher
and the research puzzles. The impact of the investigation, the questions, the
effect of the researchers' presence upon the situation, the actors and their

reactions and responses were taken into account in analysis of the data.

At times, in the interviews and observations, whilst the researcher was active on
the premises, there were some changes in the patterns of the activities of the
managers and their colleagues. There were fewer interruptions in the managers'
day. Some actors mentioned that the questions which were raised in the
interviews influenced their approaches to their work, their understanding of what
they were doing and their relationships with their colleagues. They admitted that
their focus of attention was directed to issues which they felt could partly explain
the changes in their surroundings. Furthermore, the presence of the researcher

raised the curiosity of those people in the organisation who were not informed of
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the purpose of her presence. They used various means such as preparing cups of
tea or following the researcher to the photocopying room, to approach the

researcher and to question the purpose of her presence.

Triangulation

A set of research tools have been used in this study in an attempt to present an
accurate account of managerial work. The principle of triangulation (Denzin,
1978) has been followed in order to enhance the validity of the collected data.
The semi-structured interviews created interactions and allowed the process of
inquiry to flourish by verbal exchanges of experiences, without any interference or
participation of the researcher in the actual managing of the situation. The key
actors' accounts of their situations, of what they thought they were doing and
their anticipation of the future events were compared and contrasted with those
of their role-sets. The informal discussions with the non-key informants who were
working in the specialised areas, were used for further cross-checkings. In
addition at different times during the interviews, a set of questions were put to
the managers about the events in certain times in their company's life, in an

attempt to detect inconsistencies in the given accounts.

The object of this 'semi-active' observation was: (a) to see these people in action,
(b) to develop a better understanding of what they were doing and (c) learn about
how they did it. The examination of other sources of information was carried out
since they might provide clarifications and checking points, for the accounts given

by the interviewees.

Indeed, this work has greatly relied on the ability of the managers to relay their

activities and perspectives to the observer. Therefore, the analytic task has been
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transferred to the actors, i.e. those who were involved in the process of managing.

However, the advocates of the 'activity school' (e.q. Mintzberg) have rejected
interviewing techniques because the managers are 'expected to translate reality
into meaningful abstraction' (1973:222), despite its aforementioned potentials.
This claim is by no means a description of what has been done in the course of this
study. Here, the triangulation is meant to reduce the uncertainty of
interpretation, i.e. the gap between the observer's and the manager's account of
the events. It must be noted that Mintzberg through his passive observation has
attempted to answer the question of 'what do managers really do?'. His
observation of the activities of 5 Chief-executive officers, within his
predetermined categories (also within a perspective which is influenced by certain

institutional factors) is used as the criterion for the "real".

Other studies of managerial work have used the 'diary method' in which the time
distribution of managerial activities and job factors are determined by the
manager or the observer, on a pre-coded pad. This approach might be appropriate
if the research question was about the amount of time that managers spend on
various tasks, in which case the details of each task and task categories must be
known. Such a time-study approach to managerial work, however, was considered
as inadequate regarding the conceptual framework of the thesis. It is, hence,
argued that the temporal context of managerial work may not be adequately
illustrated by the static records of pads, in which the motivational behaviour of
the actors are disregarded. Moreover, the key episodes that structure the

manager's working day cannot be unfolded by a set of pre-determined categories.
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Questionnaire

In the early stages of the research the possibility of using the questionnaire
method, as an additional tool, was considered. This idea was dismissed regarding
the interpretative aspect of the thesis. Thus, any categorisation or clustering of
managers and their work which would be produced by the questionnaire method,
seemed irrelevant to the core question of the research. Thereafter, the appeal of
the questionnaire as a research technique diminished further, as its drawbacks
were taken into account. These drawbacks include the boundaries that the set,
structured questions put around the respondant's mode of thinking. In addition,

c;iuestionnaires block interaction between the respondant and the researcher, which
may trigger off alternative responses, and limit the opportunity for clarifying the
vague questions. Also, the questionnaire often provides the ideal responses and
not the actual ones, because the respondant may attempt to put forward the
response which they assume as 'ought to be' rather than 'is'. Regarding the core
questions of this thesis, the emphasis is put on understanding what managers are

actually doing, rather than what they think they should be doing.

It must be noted that the findings of the empirical work of this thesis would be
different if a different research technique such as questionnaire were used. For
instance, considering the events in Metal Finishing Ltd., if the researcher had not
been present at the Company at the time, it would have been impossible to notice
the recurrent quality control problem which was occurring. This incident was
documented under a different category in the Company. So, such an event as an
indication of the company's way of handling an internal recurrent problem, could
be disregarded in a review of the documents. Or, regarding the events in Rivet
Ltd., through frequent visits and.interviews at different intervals, the reseacher

found that the production manager was demoted and thus the Director was
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'wearing two hats'. This incident changed the pattern of the Director's activities,

hence, further interviews and observations had to be carried out.

PREPARATION, ANALYSIS AND PRESENTATION OF DATA

The recorded interviews and discussions were transcribed verbatim. The
irrelevant occurrences such as 'would you like a cup of tea?' were omitted and the
remainder were noted and categorised as observation data. No editing of the data
was carried out during the transcribing and thus there was no interpretation or

analysis at that stage.

The interview transcripts* were arranged in order of dates, managers and firms.
Similarly the observational notes were filed by dates, the individual actor and the
meetings. These notes included the researcher's personal impressions of the
respondants, her perception of what they did and observations of their non-verbal
cues, about the layout of the offices, and the places of interviews. The notes
were taken in a narrative fc.nrrn and the sequence of events as regards the

interviews and chats were considered.

The approach adopted for analysis of the collected data was common-sensical, just
like the way managers in the interviews took the points of discussions. Their
explanations of events, i.e. what they did and were going to do, were taken as
'truth'. As the trust between the parties developed, there seemed no reason to
assume that what was put forward was false. Nevertheless, any distorted account

was considered to be the explanation of some characteristics of managerial life.

Foot Note

* Altogether 48 hours of interviews were carried out which have produced
transcripts totalling approximately 117,150 words.
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Theoretically, it was thought that interpretation of the discussions and transcripts
could be done by learning the jargon used by different sets of actors. Review and
analysis of the secondary sources of the data established the background for such
interpretations. In order to reduce the gap between the meanings, structures of
the researcher and the researched (managers), attempts were made to understand
their 'external objectifications'; that is, what the actors thought and explained as

the happenings, their practical meanings. This was a complicated process in

practice.

The 'portable probes', or the themes for discussions established further clues for
understanding the recorded data. However, the use of themes in this way has been
differentiated from the conventional content analysis. The main focus was to
search for the meanings of the actors' statements and what was communicated

thus.

The interpretations of the collected data and materials are presented in the form
of case studies. The cases commence with some background information about
the settings and the wider economic and political systems in which they were
operating. The key events at the time of the study are reported. Then some brief
descriptions of the managers' educational background and work experiences and
their job characteristics are presented. The final section of the case studies are
devoted to a mixture of interpretations and discussions on the bases of the
theoretical probes. No attempts have been made to draw any conclusions at this

stage.

RESEARCH FOCUS, METHOD AND ASSUMPTIONS

The research method, i.e., techiques for collection and analysis of data, adopted
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for this thesis, has been qualitative. That is to say a set of brackets were put
around the temporal and spatial domains of the managerial world. The brackets
are, as previously mentioned, the probes, themes and concepts, which equally have
defined the boundaries for describing what was investigated, i.e. the managerial
activities. In other words they operated as maps which were used by the
researcher to find her way around the manager's world. They were simultaneously

the means for describing what was observed.

The brackets evolved from a theoretical exploration process by the researcher and
in her attempt to present an actual account of the managers' activities. The
examination of these maps in the field resulted in further puzzles and thus the

need for development of further maps emerged.

Presenting an actual image of the work of managers required close contact with
the managers and their domain of activities. Interviewing and observation
techniques were adopted to fulfill this aim. Discussions with the managers took
place in their environments where they talked about their experiences, people and
events. They were observed in action, and the instances of their interactions with
their role-set were noted. Therefore, as discussed before, use of distancing
mechanisms such as questionnaire or pre-coded diary forms were not considered.
They seemed to be inadequate means for exploring the analytic tools which were
used by the managers. Moreover, using such techniques could have minimised the

opportunity of noticing events and organisational incidents.

The method of this study includes interpretative tools, but it is not
phenomenological, nor anthropological. No attempt was made by the researcher
to emerge from her own rationality to the managers' in order to produce

explanations of what they were doing. In fact, the intent was to identify the
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contexts of managerial activities. The 'probes' were used for such
identifications. This was in line with the basic assumption of the thesis, which
considers the contextual embeddedness of the managerial analytic tools. To
summarise, in this research work theoretical maps are used to identify, describe

and analyse managers' empirical maps.

This approach was taken in order to illustrate the way the assumptions that the
researcher held about the nature of the managerial work could be anchored to the
method of investigation. For instance, a rough and ready justification for
exploiting such themes as managers' 'past loaded-ness', their 'logics of action' and
the notion of managerial 'role-set' has been to show that managers are engaged in
production, interpretation and modification of their everyday scenarios. It is thus
argued that in this process managers are not alone, scenarios are shared and

intersubjectively constructed.

According to Morgan (1980) "the choice and adequacy of a research method
embodies a variety of assumptions regarding the nature of knowledge and the
methods through which that knowledge can be obtained, as well as a set of root
assumptions about the nature of the phenomenon to be investigated."” (p. 49). The
point that Morgan has asserted here is that, there is 'one' appropriate paradigm for
a research question, i.e. one set of ontological, epistomological and
methodological assumptions (also Denzin, 1978). However, regarding the stance of
this thesis this assertion becomes problematic. In other words, the absence of
positivistic hypothesising and adoption of a qualitative approach implies that the
stance adopted here is epistemologically anti-positivist. Yet, investigation into
recurrent periodic events and logics of action implies a search for causation and
regularities, which shifts the epistomological stance of the thesis towards the

'objective' end of the continuum.
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The ontological assumption of the thesis i1s, for instance, about the social
construction of managers' portfolios and analytic tools. This locates the thesis
theoretically in the interpretative paradigm. Regarding the assumptions about the
nature of the manager's activities, the stance of the thesis swings between the
interpretative and functionalist paradigms. The thesis asserts the social
construction of indicators which managers use for enactment of their
environments which simultaneously become the means for modification of these
indicators - thus managerial activities are described as self-fulfilling prophecies.
However, the attempts to analyse the assumptions underlying the methods of this
study and locate them in an appropriate paradigm have been problematic. The
complexity of locating the thesis in a single‘paradigm may be attributed to the
distinction which is drawn between the paradigms, and because of their

incommensurability.

THE QUESTION OF VALIDITY

The method which was used in this work for investigating managerial work and for
analysis of the data, does not possess the tidy, well-defined boundaries of a more
positivistic method. In selecting the method there was the question of reducing
the structured-ness of the methodology in order to make it more relevant to the
research question. The understanding and interpretation of the data has developed
partly on the basis of a shared commonsense, i.e., what is theoretically and
practically known about the managers' jobs and partly on the managers'
descriptions of their traits and experiences. One basic assumption in the process
of investigation was that in order to understand what the managers were saying,
one ought to have got into their meaning structures. This seemed a complex task
and could not be carried out by discussions. Moreover, according to Schutz,

meaning structures are incommensurable, thus emerging from one and getting into
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another may not occur in practice. Regarding the aim of this work, the part that
the managers played in developing such meanings, their verbal definitions of the
situation could, however, provide this understanding. This is also to argue that the
perspectives adopted by some studies of managerial work, in particular the

'activity school' provide an inadequate means for achieving such an understanding.

To describe the validity of the data implies a move towards a positivistic stance,
i.e. production of objective knowledge. The data for this work was gathered by
triangulation and interpreted according to a set of concepts and within the
researcher's personal paradigm. This means, production of 'objectified' subjective
understandings and interpretations of managerial activities. However, such
understandings have not been used for prediction or control of management
behaviour for instance. In analysis of the data the aim has been to present an
account of what managing is with regard to the managers' thinking practices, and
not the examination of the factors which were the cause or effects of these
practices. The question of validity implies the production of a scientific
explanation, which is paossible if a scientific approach to the research phenomenon
is adopted. However, the conceptual framework used for understanding
managerial activities is verified by triangulation of techniques, which may not

necessarily be considered as a scientific approach.

The validity criteria for this work are based on practical uses to which the
'knowledge' produced may be put. The arguments of this thesis provide grounds
for assessment of the existing conceptions about managerial activities, and
understanding of what managers are actually into. This presents rather a

subjective validity.

Irrespective of the practical problems the number of managers interviewed is
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considered as sufficient, since the object of the thesis, that is to present an
adequate model of managing, seems to be fulfilled. Hence, the questions of size

and sample population have been regarded as peripheral.

The outcome of the analysis, both theoretical and empirical are presented in the
form of tentative suggestions. No generalisations are made as there were

managers in a variety of settings, with whom no encounter was made.

The description of managerial activities are not cross-checked with those actors
involved except for the managers in Case II who received a feedback report on the
outcome of the discussions. No disagreement with the suggestions was
expressed. But, according to Filmer et al (1972) any test of validity as such is
open to infinite regress. The managers might have agreed simply with what was
suggested to be the characteristics of managerial work, in order to avoid further
contacts with the reseacher. However, this argument does not apply to this

thesis, as further contacts were made, and more detailed discussions entered into.

To summarise, it may be argued that there are methodological complications
concerning the inquiry into managing. Some positivist methods fail to illustrate
the managers' view of what it is that they are managing. The phenomenological,
anthropological approaches provide private and subjective accounts of managerial
processes. In order to enhance the quality of the results obtained the method used
in this study includes a blend of research tools within a paradigm which lies on the

border between interpretative-functionalist paradigms.
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COGNITIVE ASPECTS OF MANAGERIAL PRACTICES
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INTRODUCTION

This chapter introduces one segment of the theoretical framework of the thesis.
The framework will address the deficiencies of the theorisings of the "activity"
school by employing a set of managerial and organisational models which are
considered as focal to the understanding of managerial work. The framework has
thus been constructed in response to the aim of the thesis which considers a
change in the foci of research into management as necessary for the presentation
of a more adequate picture of managers' actions and the progress of the
discipline. The Chapter includes, therefore, the critical evaluation,
decomposition, re-assembling and re-interpretation of the selected models. Thus,
it attempts to present a potential prospectus for studying managerial practices.
The selection of the existing theoretical models of managers' action has partly

been influenced by the empirical work of the thesis.

The managerial models, which constitute the basis of the theoretical framework,
share a basic epistomological assumption; that is, that the actors, here managers,
get to know about their surroundings by transforming their experiences of their
surroundings into knowledge. This assumption is in agreement with the central
argument of this thesis, that managers theorise about the things and people around
them. They apply their theorisings to practices which in return may/may not alter

their initial theorisings.

However, there is more diversity in the jargon used in the postulation of models of
managers' theorising activities than in the underlying assumptions. For instance,
Weick (1977, 1979) and Bougon (1977, 1983) have examined the "schemas" and
"cause maps" which are used as guidelines by individuals in their sense-making

activities and include rational and experiential items. Or consider Spender's work
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(1980) which is about "industry recipes" and has been developed on the basis of
Schutz's definition of "recipe" and "meaning structures" (as Schutz, 1962, 1964).
According to Spender, "industry recipes" are common-sense ways of running the

business which are shared (through experience, social construction) among the
managers. Or Clark's work (1976, 1982) which concentrates on "time-reckoning
systems". This involves ‘a model developed on the basis of Gurvitch's time-
reckoning rules and an interpretation of Giddens' concept of structuration. The
model, thus, illustrates that there are socially constructed time-reckoning systems
used by managers for making sense of their environments which equally structure
their managerial activities. Clark's model, however, emphasises the temporal
dimensions of managers' theorising activities which are disregarded in the
formerly mentioned models (see Chapter Four). Some of these models, however,
have emphasised the single (individual) construction of maps, e.g. Bougon, whilst
others have focused on their collective (shared, social) construction, e.g. Spender,

Weick and Clark.

In the following sections the characteristics of these models, the processes by
which they are developed, their commonalities and differences and their
inadequacies will be examined with the aim of illustrating the theoretical

perspective of this thesis.

THE MEANS FOR SENSE-MAKING

The conceptual redundancy that may be found in the writings about managers'
stocks of knowledge, reveals the point that there are a variety of ways that
managerial "thinking practices" (as Weick, 1979a) can be studied and described.
Despite this diversity of method and jargon, it is argued here that there is a

convergence emerging in theorisings about managers' thinking practices which
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may be attributed to their adoption of Schutz's notion of recipe and so his thesis

on intersubjective understanding of actors.

The next two chapters are therefore purely attempts to introduce a prospectus for
studying managers' actions. Schutz's conception of recipe as the analytic tool
used by the actors in their sense-makings, sets the background for this attempt.
Furthermore, it will be shown that Schutz's theorising has equally influenced
conceptually, hence methodologically, the management models which are

considered in the construction of the conceptual framework of the thesis.

The underlying theme of the models of managerial actions is that people in various
organisational settings develop their understanding of their surrounding through
interactions with the members of their role-set. Consequently, they are socialised
into certain ways of carrying out their orgénisationai activities. Hence, these
understandings of or means for understanding their surroundings are shared. The
implied assumption here is that this "sharedness" of understandings is extended to

their definitions of situations, i.e. perceived environmental characteristics.

The notion of recipe (meaning structures) as described by Schutz is used here to
dismiss certain conceptions about management and working managers. These
conceptions have failed to explicate the dynamic aspects of the process in which
managerial stocks of knowledge develop. It is hence claimed that a concept such
as recipe provides the background for a more accurate depiction of what managers
do and perhaps the response to the gquestion: why is there a need for a model of

managers' thinking?

The point is that the implications of the existing management literature for the

practicising managers has been limited, and they provide no explanations for



decline or fajlure of organisations. It is thus argued that the selected concepts,
e.g. "recipes", "cause maps", "strategic time-recokoning systems", describe the

mechanisms which control the managerial process. They also show the ways such

mechanisms become institutionalised.

It is asserted here that describing managerial work as prosaic and largely
unplanned (as "activity" school) is therefore to disregard the structural
implications of the dimensions of what managers do. This contention represents a
re-working of the theorising of the organisational synthesisers, e.g. March and
Simon, who have illustrated the nature of managerial sense-makings in their
depictions of the organisational process. They have established that decision-
making activities include the selection or elimination of certain alternatives. The
implications of these activities for the process of management are with regard to

the ways.they are perceived and realised.

The following will include a critical review of Schutz's notion of recipe and its
influence upon organisational and managerial thoughts. One central argument
which is developed on the basis of this review will suggest that managers are
involved in theoretical activities which have structuring influence upon their
actions. Such activities have implications in terms of the managers' learning and

adaptive behaviour.
RECIPE

Schutz's work has proved particularly attractive to those engaged in developing a
model of managers' sense-making; for example, Spender, Weick, March, and those
investigating sociological methods. His concept of "verstehen" has been utilised by

researchers who have adopted a phenomenological approach or an interpretative

D



paradigm (e.g. Hopkins, 1982; Spencer, 1980). Within a theoretical framework
based on "verstehen" the researcher (or the observer) is expected to understand

meanings given by the observed actor to his/her surroundings as well as his/her

own.

Chiefly, Schutz's philosophic inquiry began with his reflections and critique of
Weber's concept of "social action" and "social relationships". Among the many
questions that Schutz has raised are some concerned with Weber's definition of
action and what he means by actors attaching a subjective meaning to their
actions. Schutz also raised the question of how others can have access to such
meanings. In resolving these issues Schutz has turned to Bergson (1910) and
Husserl (1928) and thus has attempted to discover how the meanings of the actors'
experiences are constituted in their internal time consciousness. For Schutz
action is intrinsically meaningful, it is endowed with meaning by human

intentionality, i.e. consciousness.

Schutz's attempts at unfolding the phenomenological foundations of the social
sciences are based on his views that "empirical knowledge involves discovery
through processes of controlled inference ... that it must be capable of being
verified" (1967a: 52). In addition, Schutz believes that "theory" means the
formulation of relationships between a set of variables and that regularities in

social sciences have restricted universality.

Accordingly, Sci.wtz has argued that the interpretative framework should consider
re-construction of the ways that actors explain their actions and the theoretical
framework used by the observer must not depart from those of the actors. This is
based on Schutz's assertion that the actor is the only one who knows what he does,

why he does it and when and where his/her action starts and ends. This argument
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emphasises the subjective experience of the individual and the intersubjective
interpretation of such experiences. The main concern of this section is to unravel
Schutz's thesis about the observer's (researcher's) understanding of the common-
sense world as experienced by the actors in order to clarify its conceptual and

methodological implications for this research.

An appropriate starting point will be to review the main concepts in Scutz's
analysis of meaning structures. Schutz's seminal definition of social reality sets
the scene for his re-interpretation of Weber's notion of "subjective interpretation”
and Husserl's "stream of consciousness". He has defined "social reality" as "the
world of cultural objects and social institutions" into which actors are born and
with which they have to come to terms. From the outset the actors on the social
scene experience the world they are in not as a private world but as an
"intersubjective" one, that is, as a world "common" to all, either actually given or
potentially accessible to everyone; and this experiencing involves

"intercommunication" and "language" (ibid: 53).

For Schtuz the most crucial issue is the ways this "reality" is constructed,
maintained and interpreted by the actors/agents. The actors within their stream
of lived experience try to make sense of the world. Thus, there exists the
conscious and intentional activity of attributing or attaching meaning to
experiences by actors. This is a retrospective activity, hence, only already
experienced events are meaningful to the actor. Such retrospection continually
carries the actor from one instance to the next, so creating continuity and
recurrence without which the lived experience is meaningless. This time

dimension is significant to Schutz's analysis.
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There are two angles from which the time dimension in Schutz's argument may be
approached. Firstly, he has argued that the reality an actor faces has been there
before she/he was born and will be there after his/her death, and in fact it cannot
be wished away. Thus social reality has historicity and becomes taken-for-
granted. Schutz uses the term "epoche" (temporal implications) to draw a
distinction between meaning, consciousness and experience. Secondly, there is the
aspect of retrospective sense-making in Schutz's argument whereby actors turn
back on themselves and look at what has been happening. Meanings originate in
this kind of reflection. Thus what is passed is important to the process of meaning
attribution. But what about the future? Schutz has arged that the process of
attributing meaning by reflection also depends on the actors' identification of
some kind of goal that they intend to seek or are seeking. This is implied in
Schutz's definition of action, that action is "the execution of a projected act"
(1967b: 61) and that actors are constantly anticipating what is about to happen.
The projected act is thus envisaged as the outcome of their action. Schutz has
arqued that the simple future tense is often used by actors to explain their future
intentions, which implies that an action has already taken place (thus is a
certainty). Whilst, according to Schutz, the future perfect tense ought to be the
way to describe the projected act and/or actors' genuine "because" motive, it is
this "anticipated" and not the "happened" action with which the investigator is
concerned. Furthermore, Schutz asserts that the "epoche" here diffuses the
implied assumption about the objectivity and externality of the social world, i.e.

that it is out there.

This debate is given to help clarify the point that meaning does not lie in the
experience itself but arises out of a reflective process. An event, in actors'
experience, thus becomes marked and meaningful within a spectrum of time.

However, the meaningful experiences will not remain unchanged. They are



retained yet will undergo some modifications. Every action and act is different
from the others and as it happens it will modify past meanings and influence the
manner by which the actor will perform the next action and thus his/her projected
act. Everything is done pragmatically and is thus taken-for-granted. This, yet
does not imply that the bracketed parts of the actors' experiences, for instance,
are disconnected. They are related to each other by the fact that they belong to
the actor concerned. All of the actors' separate acts of attaching meanings and
bracketing his/her experiences are unified in the actors’ awareness and
consciousness. Such combination or synthesis, according to Schutz, constitutes
the actors' meaning context. This process is continuous, thus in their further
synthetic interpretation of actors' experiences are ordered and integrated into

what Schutz has called the "stock of knowledge at hand" (1967a: XXVIID.

Indeed Schutz's definition of "social reality" introduces an epistomological
challenge to the origins of knowledge that actors have about the world. In his
analysis of rationality, Schutz proceeds by arguing that actors, in their daily life,
have their knowledge about the world "automatically" at hand (1976: 72). On the
basis of such an explication, actors' knowledge about their surrounding becomes
taken-for-granted. This knowledge is, however, built up from various sources, and
embraces personal experiences of the individual as well as those which are shared
with others. Actors learn about the world "naively", as Schutz explains. An
actor's personal storage of knowledge is built up from his/her heritage, education,
tradition and habits. Schutz emphasises that what is retained in an actor's stock
of knowledge is clear and homogeneous. The stock also contains "suppositions,
conjectures, means and ends, motives, causes and effects" (1967a: 72). All these
are woven together without the actor's clear understanding of’ their "real
connections". Irrespective of the quality and the nature of the knowledge, it is

known by the individual and the individual only.
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Schutz's analysis of "verstehen" as the experienced form of understanding implies
that because of the subjective nature of the actor's experience hé/she cannot of
course understand others' actions by simply observing them.* There is a
distinction drawn between the observer's understanding of the observed
experiences (i.e. subjective understanding) and the actor's (the observed)
understanding. At this point Schutz has tried to distinguish between subjective
and objective understanding. By objective understanding he means understanding
others within their meaning context. This represents the difference between
analysing a painting and the meaning that it could have for the observers, within
their time spectrum, trying to find out about the thoughts of the painter while
painting it. The implication of such an objective understanding is that it is more
publically or generally acceptable or valid account of the experience. Schutz has
also referred to this as intersubjective understanding, that is to say p:;eople seeking

to comprehend the subectivity which is inherent in the other people's actions.

So far, following Schutz, it has been maintained that action is intrinsically
meaningful: it is endowed with meaning by human intentionality, i.e.
consciousness. Thus one can speak of subjective meaning of action by reason of
individuals' intentional acts, as well as objective meanings, i.e. the meaning
structure that an action demonstrates. In addition it is maintained that these
structures can be bracketed. Perhaps most significant aspect of Schutz's work to
this thesis is his theory that actors draw upon their past experiences which are

stored in their consciousness; that they are continuously modifying, ordering and

Foot Note

* Note the implications of this argument for Mintzberg's research method.
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editing these experiences; and that these experiences are coded and decoded

through intersubjective understanding.

There are some issues which should be raised at this stage. First Schutz has
argued that in the learning process actors are socialised into habits, traditions.
What are the origins of these habits? Why do actors accept their historicity? Do
actors ever question their validity? Schutz claims that the origins of these habits
are unknown to the person and are taken-for-granted and accepted by decendents
uncritically. These "principles are only partially and randomly distilled for
specific situations of our lives" (1976: 73). There is no guarantee of the reliability
of these rules. Perhaps, this is because the actors find them "sufficient for
mastering" of everyday life. As long as they reduce equivocality they are assumed
appropriate, for Schutz believes that people "are not interested in quest for
certainty". They are satisfied when their purposes are realised within the
boundaries of these "mechanisms of habits" and they will carry out the same

motives in the future if the same situation recurred.

Secondly, Schutz has stressed the necessity of achieving an 'objective
understanding" of others' actions, which implies total empathy with the subjective
meanings of others. Are people able to attain the meaning which an object or
experience has to someone else? How do they get to know that? Schutz contends
that the actors' knowledge of everyday life is only approximate and based on
likelihood. Yet "the consistency of this system of knowledge" is achieved through
its typical sequences and relevances (ibid:73). Typification is significant to
Schutz's thesis for allowing him to make the distinction between "sensible" and
"rational" action. An action is labelled as "sensible" if the motives and the course
of action is understandable to the observer. That is to say, the action is in

agreement with the observer's interpretative schemes. These schemes are socially



approved. They are, thus, "a set of rules and recipes for coming to terms with
typical problems by applying typical means for achieving typical ends" (1967a:
27). All that actors are doing is therefore typifying the situations by referring to
their stock of typifications. Whether they try to get at subjective or objective
meanings they must use recipes. Their understanding of others will take place

within the boundaries of these articulated types.

On the basis of this analysis rational action can be defined as undertaking an
action with "a clear insight into the ends and means" after weighing up the likely
results of alternative courses of action. All these alternatives (definitions of
action) are given and so based upon the actors' common-sense interpretation of
other actors' actions. There are two types of stock of knowledge in this process;
one which belongs to the observer and one which is the actor's (the observed) at
the time when the action is carried out. Therefore there will be two definitions of

the action; which one is more acceptable?

The major implication of this argument is that in the everyday life people's
(actors) actions and their sense-makings do not take place in isolation or in a
vacuum. The actors' projects (what they choose to do) are affected by the other
actors' projects (and projected acts) as well as their own subjective interpretation
of the other actors' actions. Therefore, if the observer (the researcher) is to
understand the "recipes" or schemes that actors use to understand others' actions,
motives, etc., he/she must consider their intersubjectivity and underlying

structures which develop without the actor knowing they exist (also Allen, 1975).
Furthermore, it implies that the actors do not encounter the world from scratch.

There is already a stock of recipes formed on the basis of their predecessors' and

contemporaries' knowledge. Their interests, biases and their personal experiences
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will be then added to this stock and constitute their stock of knowledge.
Accordingly their conjecture about some state of affair and its outcome will be
considered as well-founded if their anticipations prove true and in such a case,
used to reaffirm their stock of recipe knowledge. If their predictions proved false
modifications to the stock of recipes may take place. Yet this change does not
imply inconsistency. Consistency is the main characteristic of the actors' stocks
of knowledge, i.e. their stocks of knowledge are consistent with their personal
interests and motives. Nor does continual change mean unstructuredness. There

are gaps and discontinuities. But the knowledge and its total configuration is

structured.

In his argument about typifications and recipes Schutz describes the organisation
of the stock of knowledge as one similar to that of a cook book: "The cook book
has recipes, liét of ingredients, formula for mixing them and directions for
finishing off ..." (1976: 73). This is considered by Schutz to be "all" that actors
need for taking any action of any nature whether routine or non-routine. Thus if
the recipe serves their purpose actors never question if there can be another way
of doing things. This argument may explain the state of inertia or decline in an
organisation's performance. Also it shows that the organisational members
(managers) may fail to search for alternative course of action because they are

unware of the existence of alternatives.

Schutz's contention refutes any state of tabula-rasa and implies that actors nev-er
encounter everyday life without any pre-conception or impressions. Rather they
approach the world in their common-sense constructs. They may have never seen
a polar bear but if they see one they may recognise it on the basis of given
descriptions; that it is an animal which is a mammal and a carnivore and its height

is x feet and its weight varies from x lb. to y lb. etc. However, the person's actual
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experience will confirm or modify this description. Yet again this implies that
typifications are not fixed. Recurrence of an event may increase the validity of a

group of typifications since at that point in time they seem relevant as regards

the actors' projects.

DISCUSSION

Schutz's conception of actors' "stock of knowledge at hand" portrays individuals as
moulded by a set of rules of thumb and trying to act sensibly. As individuals
brought into this world, actors are assumed to have no discretion over their
understandings, their sense-makings of what is out there. Most of their actions
become "automatic habits" due to the reqularities of certain events in the
external world, and because, in everyday life and in the constitution of their
cognitive styles:, past is a powerful influence. It is their retrospective reflexive
thinking which makes events meaningful. The actors may know what they are
doing while in the process of doing it. The common-sense constructs are built
accordingly and with reference to traditions. This raises two questions. What will
be the sanction for disregarding the established common-sense way of doing
things? What happens when the actors' personal experiences are in contradiction

with their socially constructed stock of knowledge at hand?

It seems that the understanding of one's own actions as well as those of others is a
process by which one continually relates past experiences of one's own, and those
assumed experiences of others, to present actions. That is to say one continually
rationalises one's own actions which may also imply that actors are interested in

the quest for certainty (cf. Schutz), a created certainty and thus in improving



their chances of obtaining anticipated outcomes.

Moreover, the common-sensical ground rules vary from one context to another.
There are provinces of meaning. Each province demands a different cognitive
style. There will be different structures, different spatio-temporal relationships,
recipes, etc. The everyday world is a mosaic of separate different worlds. Thus
as an actor shifts from one "province of meaning" to another, he/she brings new
rules into play. Schutz has considered the analysis of these structures, i.e. the
rationalities of this mosaic, yet he had not explored these multiple worlds as
deeply as he has everyday life. These multiple worlds, different structures and
different spatio-temporal relationships have implications for investigations into
human conduct, and, with regard to organisational/management theory, for actors'

(managers) role-sets and relationships.

According to Schutz, the common-sense world, the intersubjective world
experienced by man is taken-for-granted. That is to say the structures of daily
life are not formally recognised or appreciated by actors (i.e. common sense).
That individuals can communicate meaningfully with others without guestionning
the apriori conditions for the means of such communication (i.e. the language).
Actors can also determine which aspects of their experiences are relevant to them
and which aspects are irrelevant. Yet they make no conscious effort to formulate
the basic typifications. Schutz, therefore, claims that actors' knowledge of
typifications is tacit. They learn through using these given (unwritten) structures
or meanings. The question is to what extent is the individual actor powerless in

such arenas? Is there any room for failure to use these structures? Moreover,
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how can one get into the genesis of the meaning of one's actions; how can one
modify the everyday life constructs, the sedimented rules, without questioning

their origins?

The "automatic habits" or "unquestioned platitudes", according to Schutz, imply
routinisation of actions. Routines of life are experienced as real when one is in
one's normal wide-awake state of consciousness. However, it may be argued that
routine action assumes certainty on the part of the individual as he/she attempts
to find a recipe applicable to a present situation to produce an outcome which has
been experienced before and hence is predictable. In this way there is some
deliberation embedded in routine action. Yet Schutz has underplayed the
existence of such deliberation and has related it to automic (perhaps mechanical)

conduct.

The social construction of the common-sensé world is at the core of Schutz's
argument. An aspect which Schutz has not explored in depth is the distribution of
this common-sense knowledge. The stock of knowledge at hand varies, in terms of
its content, for different individuals and groups depending on their experiences in
everyday life. Various individuals may have access to specific stocks of
knowledge, such as a specialised field of knowledge. But as members of a group
actors may share or have an, overlapping system of relevance, e.g. similar

interests or conflicting interest.

Basically, Schutz's theorising is concerned with individual's development of a
conceptual scheme for obtaining knowledge about social reality, through
subjective and intersubjective interpretations. He thus considers the ways the
objective knowledge is accumulated. There is, however, the concept of

"structure" which remains ambiguous in Schutz's analysis and this concept is
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significant to the core argument of this thesis.

Schutz's understanding of structure originates in a critique of Husserl's work and
his failure in clarifying the intersubjectivity. In Schutz's work the concept of
structure is significant with regard to the life-world. It seems that Schutz
searches for structures in terms of relationships and face-to-face interactions.
Considering Giddens' description of structure as "a system of generative rules and
resources" (1976: 127) "recursively implicated in the actors' situated practices"
(1984: 25), Schutz's description is what Giddens' has referred to as "modality" and
thus as a medium for communication. Anyhow, Schutz has not clarified the nature
of these structures, nor how they arise, are maintained and disappear. How is the
observer or investigator to distinguish between those structures which are fixed
and set apriori conditions for sense-making from those which arise from specific
causes, e.g. historical causes or events? How is one to characterise different
groups at different points in time? There are no categories developed in Schutz's

conceptualisation to facilitate such distinctions,

Another issue which seems unexplained is the concept of "constitution"; how are
these sedimented rules created? How can they be traced back to their intentional
foundations? To what extent are there universal modes of constitution and
typifications? What are the mechanisms which operate in the selection of the
interpretative schemes/recipes? To what extent do terms and concepts such as
"recipe" or "common-sense world" indicate the changing or routine aspects of the
life-world? If typifications are means for survival, to what extent do people's
situated social practices, i.e. rehearsal of recipes help such objects? As regards
managerial situations it may be argued that such rehearsal can lead to
failure/decline of the system, as was the case of the "Saturday Evening Post" (as

Hall, 1976), where the actors rehearsed a set of recipes and used them continually



in order to reproduce the desired outcome, i.e. increase in readership and profits.
This objective was attained for a period of time, but repeated use of the same set
of recipes led to the demise of the paper when the situation changed. Therefore,
although recurrence of events and desired outcome validates the established
recipes, it can also have pathological effects regarding the organisation's coping
strategies. However, considering the intentionality in the conduct of actors

continuity can be interrupted through actors' attemtpé to modify, edit or remould

the established typifications.

Altogether Schutz's conceptualisation, although apolitical and open to criticism,
has set the background for various investigations into the ways that actors, in the
case of this thesis managers, make sense of their environments. However, his
conceptualisation of recipes has been challenged here, regarding the extent of
conservatism (subservience) as against subversiveness which may be assumed in

human conduct and acts.

INDUSTRY RECIPE

This section is concerned with an analysis of Spender's exposition of "industry

recipes". Spender's model of managerial thinking practices have been selected for

analysis since:

(a) it is a specific interpretation of Schutz's notion of recipe;

(b) it has had an impact upon the recent thinking in the field of organisational
knowledge; and

() on the theorisings about the process of strategy formulation in business.

It comprises a critical evaluation of Spender's conception of "industry recipe" and

its implications for managerial practices and thus the core arguement of this
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thesis.

Spender (1980) has described "industry recipe" as a common sense way of running
the business which is shared by the firms in an industry. In this description the
term industry implies an economic sector which comprises similar suppliers and
customers.  His thesis, thereafter has focused upon the question of "how
practicising senior managers deal with uncertainties of the organisational
situations". Spender finds resolving this question crucial and of interest to both
the management theoreticians and practising managers. According to Spender the
existing empirical generalisations fail to tackle the question of uncertainty
adequately. The inadequacies in research about policy and strategy-making
processes in business are thus attributed to the positivist methods adopted by
theorists. Therefore, the result has been the accumulation of typologies which
have the concept of "uncertainty" built into them and are not as coherent and

prescriptive as has been thought.

Drawing on Child's notion of "strategic choice" (1972), Spender emphasises the
importance of management's uncertainty-resolving enterprises, creativity and
judgement. He conjectures that managers ease the burden of creativity by
utilising the experiences of their relevant sectors. Upon such bases, he develops
an experimental hypothesis that the "judgements managers make when resolving
perceived uncertainties are to a significant extent shared within the industry".
This communal element, i.e. the industry's recipe, is regarded as simple, common-
sense and unremarkable. In his conceptualising the managers' uncertainty-
resolving approaches and in his selection of the phenomenological interpretative
method, Spender is indebted to Schutz. Accordingly Spender claims that industry
recipe provides a scheme for the understanding and analysis of how managers run

their business.
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In pursuing his conjecture about "industry recipe", Spender has argued that
"judgement" is a central concept for understanding managerial practices, yet is
missing from organisational theorising. It is the epistemological and cognitive
side of the judgement with which Spender is concerned. Through analysis of
judgement, he asserts that it will be possible to examine the "interests" of the
theorists and/or of the managers, which influence the organisational activity.
Thus, Spender sympathises with practising managers since he believes they can
find little use in the existing "fragmented, partial" management theorisings.
Research interests are generally of those of an analyst and often therefore
contradictory to management's interests. How can it be known that the tool-kit
of theories seem of little use to management, and how does one find out about
managers' interests? The resolution is, according to Spender, in finding out
exactly what managers are doing. This can be done by considering "the empirical
generalisations" which managers find meaningful in their analyses. Spender
suggests that one way is to find out how four classical categories of managerial
work; policy, strateqy, administrative and operational activities, are
distinguished. The following discussion is based on Spender's account of the ways
writers on organisations, and not the managers, have differentiated these

activities.

After a review and analysis of the writings on the differences between managerial
typologies, Spender finds that in the literature the criteria for distinction in
particular between strategic and tactical activities relies on the idea of
"importance". Spender hence refutes Mintzberg's definition of "strategic" as being
"important" (Mintzberg, 1976: 1) and adds that an activity only becomes important

retrospectively and that because strategy is an "artifact" it cannot be defined
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historically (considering the process of strategy-making).

By referring to judgement as the key concept which relates management theory to
practice, Spender has argued that "strategy-making is the judgemental bridge
between the political activities of administration and operations" (1980: 50). In
this way management can be defined as purposive; involving planning (cf.
Mintzberg, 1975) and creating organisational activities. Briefly Spender attempts
to relate the fragmented organisation theories and difficulties in defining

strategy-making to managerial uncertainty-resolving activity.

In unfolding the concept of managerial judgement Spender draws on Simon's
concept of limited rationality. He has argued that according to Simon (1957) goal-
directed rationality places some demands upon the individual occupying a role,
which may be beyond his/her capabilities. Therefore, design of the organisation
structure, processes and roles must be done with regard to this limited capacity.
This calls for detailed, complex role specifications which makes the role of
manager more demanding. Hence, in order to achieve a satisfactory
organisational performance, the "individual's own response" must be considered.
However, individuals have limited cognitive capacities because of their limited
information processing abilities (thus limited communication network) and
therefore limited retained information. The boundaries of the individual's
rationality in this context will be determined by their conception of the goal of
the action and its environmental conditions. But for Simon dysfunctional action
rather than individual inaction seem to be the question. Here a great degree of
adaptability in actors' behaviour is assumed. Spender challenges this position. He

refutes Simon's conjecture that individuals will act upon their own rationality
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rather than that of the organisation. For Spender "the individual value premises
are the consequences of organisational authority structure ... and his factual
premises are the consequences of its technological choices" (1980: 58). This is in
contrast with Simon's definition of rationality in management, which suggests that
it has to do with actors identifying the means-end chain by which an
organisational goal can be achieved and reconciling this chain of actions with the
values implicit in organisational policy. Spender's work is therefore concerned
with the handling of competing rationalities: that of the organisation and that of

the individual manager.

Spender rejects Simon's idea of objectivity of total rationality on epistomological
grounds: that rationality is about reality and there is no clear truth, thus, no
criteria against which arguments could be validated. What seems to be missing
from Simon's idea, according to spender‘s argument which is based on Child's
concept of "strategic choice" (1972), is the intentional action of the individual and
the point that management "creates activities in the physical and social reality"

(Spender, 1980: 59).

So far, there are four elements which have constituted the theme of Spender's
argument about managerial judgement: (a) individuals have limited rationality,
which is the outcome of (b) perceiving uncertainty, thus (c) their interest rather
than logical judgements will determine their actions which are directed (d) to

resolving the uncertainty.

On the basis of these arguments, Spender maintains that when managers are
"confronted with an undetermined (i.e. uncertain) situation they characterise it
with a set of correspondence rules, interest and purposes ... which comprise a

rationality. The logical structure of this rationality provides the decision-maker
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with a determinate solution”, hence "enabling him to deduce the optimal solution
(ibid: 65). Total rationality is dysfunctional, he argues, but because uncertainty is
the aim in the process one must obtain o-bjective knowledge. But actors
compromise in everyday life, being aware of their limited information processing
abilities. In this debate about rationality Spender has stressed that individuals
learn from their experiences, and thus that one needs a touchstone to test the
consistency of one's body of beliefs and the abjectivity of one's knowledge. The
role of individual judgement in an uncertain situation is therefore to supplement
the incomplete and inadequately processed information and set the scene for a
rational decision. So judgement is part of the individual's activities either for
coping with or resolving the uncertainty in their decision-making environments.
Hence, managerial characterisation of the situation is embedded in managerial

experience, i.e. their empirically grounded judgements.

Spender has attempted to describe the nature of managerial judgement on the
basis of Schutz's conception of objective understanding, that is, one which fits
other people's experience as well as one's own. According to Spender managers in
their attempts to resolve uncertainty and in the domain of their "practical
intentions", may discover that they "share other decision-makers' judgements' on
similar matters (ibid: 82). In this way they can attain more objective knowledge

about their situations.

In his attgmpt to amend the conception of strategy, Spender has referred to
strategy as an artifact, that is, the product of a manager's ability to bring
together his own beliefs and some shared beliefs which will resolve the perceived
uncertainty. Here Spender sets the background for his argument with regard to
shared recipes - based on Schutz's thesis - that shared beliefs become

interpretative schemes for judgements.- In other words Spender suggests that
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judgement can be derived from shared beliefs and explained in terms of these
beliefs. However, it may be argued that regarding strategy and strategy-making
as an artifact, will have self-fulfilling implications; that is to say uncertain

situations can also be the outcome of managerial activities.

In order to demonstrate the significance of shared beliefs, Spender puts forward
an experimental hypothesis* in which he suggests that: "if no shared belief
impinge on the process of managerial judgement our (his) inquiry fails. But if they
do we can move a little way towards a theory of organisational management that

can deal with uncertainty..." (ibid: 87).

The next stage of this analysis of Spender's conception of "industry recipe"
concerns his explanation of the reasons why shared beliefs happen and what their
bases are. Drawing upon anthropological, sociological and psychological research,
Spender argues that it has already been proved in these disciplines that shared
patterns of judgement* happen. He thus claims that the process of acquiring
shared structures is at the core of the theories of symbolic interactionists and
phenomenologists. For instance, according to Berger and Luckmann (1971)
everyday interactions build-up mutual expectations which are interpreted as

understandings.

In general Spender's argument is in agreement with the contention of this thesis

Foot Note

* Spender tested his experimental hypothesis in 34 companies within 3 British
industries: dairy, foundry and forklift trucks. He then analysed the common
features of the companies within each industry and found "shared patterns of
judgement". He also recognised intra-industry differences regarding the recipes.

* Note that at this point the terminology used by Spender has changed and it may
be arqued that "shared patterns" imply less sharedness of the actual rationality.
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that predominant theorisings about management and organisational practices have
failed to grasp the ways practising managers and their role-sets develop bodies of
knowledge. Nevertheless it is argued here that in theorising about managerail
thinking practices emphasis should be given to analysis of the ways these bodies of
knowledge become institutionalised and are transformed. Therefore there are

certain questions which are raised regarding Spender's approach to analysing

"industry recipes".

As previously discussed, according to Schutz, the individual's common-sense
knowledge is a system of its typicality. These typifications are inhabited,
interrupted and taken-for-granted. Stockpiling is an on-going process. That is to
say, individuals continuously refer to, add to, deduct and infer from their stock of
knowledge. Equally this implies that there are feedback locps combined with the
individual's generalisations about the situations which then constitute the basis for
the institutionalisation of their understandings. The point is that the
institutionalised forms of understanding become self-fulfilling prophecies and to a
certain extent are pathological because of the process of self-reference for
validation. For Spender "industry recipes" as "common sense way of doing things"
develop the same way. Yet the core of Spender's argument is concerned with the
issue of commonality; the "shared-ness" of recipes and not the process by which
the shared recipes become institutionalised or the ways managers detect the
pathological effects of the institutionalised recipes and thus, may/may not search
for new recipes and what analytical tool they utilise for their searches etc. It is
also argued here that selected recipes are retained and institutionalised (or
abandoned) through negotiations and mutual loading among actors. Spender's
theory of "industry recipe" tells us nothing about negotiations over selection of
recipes and the possible rival interpretations of recipes in the institutionalisation

process and thus how some recipes are retained and others are abandoned.



Spender's emphasis on the aspect of "shared-ness" exaggerates consensus and
rejects conflict of interests and interpretations in organisation. It, therefore,
does not elaborate on the aspect of politickings and intentionality within which
such theoretical activities of managers become embedded. Spender has only
referred to managerial political machination in a normative way, vis-a-vis
Pettigrew's argument (1972). It is argued in this research that intentional conduct
of actors sets the background for institutionalisation or transformation of some
recipes. Also drawing on Cyert and March's (1963) theory of organisational
actions, it may be said that coalitions are formed as part of policy choosing
process where policy-making is an attempt to cope with uncertainty. This is to
say, policies become manifestations of managers' characterisation of uncertain
situations and politicking is thus one common-sense way of coping with such
situations. Furthermore drawing on Karpik's (1981) nation of "logics of action”
Spender's emphasis on "shared-ness" which is shown in his empirical hypothesis,
i.e. "if no shared belief impinge upon the process of managerial judgement...", can
also be challenged by arguing that in business organisations there is a sharing of

means more than ends.

Another criticism which can be made of Spender's work is in his shifting the level
of analysis from the individual to the group; at one point Spneder has described
recipe as the industry itself, i.e. the characteristics of its activities and the ways
its viability can be maintained. He believes that this is possible because such
characteristics are taken-for-granted by managers. Hence an implication of
Spender's theory is that the Tecipes will manifest themselves in the form of blind
faith among managers in that industry, which can also be the explanation for
decline of performance in some of these industries. Spender has not considered

this implication and so has not resolved the concept of competition. His theory, in

75



fact emphasises conformity as necessary regarding the operations and
performance of the firms and thus assumes that any deviation from the industry's
recipe can deliver undesired/unanticipated outcomes. There seems litt!e room
allowed for managers' deliberations in his theory which equally underplays the part

of managers' own organisational experiences, and their innovative non-recipe

constrained actions.

Spender's rough and ready description of shared recipes (or rationalities) as "the
common-sense way of doing things" has a similar connotation to the complex
notion of culture. Culture is said to be that part of the total experience of human
action which is socially transmitted (as Mitchel, 1979). Here, social transmission
means that the individuals' surroundings provide the inputs for their repertoire of
experiences. There are shared norms and values which shape the conduct of the
actors. Concepts such as norms and culture (also recipe) have significant
implicati;ns with respect to their directive roles and in influencing actors'
identity. But do practising managers identify themselves with their "common-

sense practices", i.e. shared recipes and to what extent are they aware of

authoring such practices?

The point here is that debates on the conception of culture have often stressed a
peripheral focus of investigation (as regards the argument of this thesis), i.e. that
within distinctive boundaries people are expected to behave according to the
rules. Such explications fail to sensitise the researcher and analyst to the
structuring characteristics of such commenalities. This critique equally applies to

Spender's thesis on "industry recipe" and their implied universality.

Moreover, Spender has argued that "industry recipe" can be described in terms of

Kuhn's conception of "paradigm" (1962) and therefore it will be considered as
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group's reality. It seems doubtful, however, whether the notion of paradigm in
this respect, can illustrate the process by which events are produced (i.e. typified
situations are dealt with). For example, if event A happened in time t1, and
produced or caused event B in time to, it may be interpreted that there are
recipes either for producing or not producing event B. Describing recipe as
group's paradigm cannot explain the underlying motives of actors for selection of

a recipe and thus causation of an event.

Spender does not discuss the circumstances in which managers in the firms within
the industries rejected the validity of the shared recipes or considered editing
some of these recipes with regard to the on-going changes that these industries
have been experiencing. Indeed, the changes which have occurred in the economic
conditions have had a great impact upon the performance of these industries and
within these industries (i.e. firm level). For instance, regarding the foundry
industry, there have been significant changes in their environmental contexts
within the last two decades. By 1981, the number of foundaries in Britain was
down to a third of total at the beginning of the 1960's. The rate of closure at this
period was one a week. The declining demand for iron-casting and increase in the
price of coke aggrevated the problems of the industry. These difficulties began
two decades ago when closures in those years were partly due to the growing use
of other materials, e.g. plastics. Price-cutting was hence one of the measures
(recipes) used by the managers for winning orders. The decline in production of
cars in the UK has also affected the demand situation for iron foundaries. Hence
considering the firms which have survived, the question is "did they have access to
a different set of recipes from those who failed, or if they shared the same
recipes, were their definitions of the situation and anticipations of the future
changes different?" Spender has not taken these points into account, nor has he

considered these changes in his analysis of the constructs for the foundary
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industry and the implications that they have had for the management of resources
in the industry and hence its performance. In addition he has not considered

whether there was any editing of the more established recipes when changes were

detected.

For Spender's recipe is incorporated into the formulation of the strategic plan.
Thus recipes as a system of constructs are based on that part of strategic
management of industry which involves its general labour and technological
environments (as Spender, 1980). However, what seems missing from Spender's
contextual analysis and his conception of recipe is the temporal context of
strategy-n;aaking activities and organisational strategies. In this thesis it is arqued
that managerial actions; recipe selection and interpretation are embedded in
times. There is the temporal spread of past-present-future and thus the event-
spotting activites of actors, underlying the strateqgy-making process. Moreover
considering Schutz conception of recipe reflection over past events will be focal
to this process since, shared intentions will be manifested in strategies of
collectivities which are reflectively critiqued on frequent basis. "Industry recipe"
as an industry's "shared rationalities" or "common-sense way of doing things" may
be useful as a basis for understanding what managers do, but as an atemporal and

apolitical concept it fails to consider the dynamics of managerial actions.

SOCIO-EVOLUTIONARY MODEL AND CAUSE MAPS

This section is concerned with an analysis of Weick's theory about organising
process. His theorising about the processes by which "thinking practices" and
"bodies of thought" are developed is considered here, since it partially initiated
the theoretical framework of this thesis. Moreover, the theoretical implications

of the concept of "cause maps" as developed by Weick (1979) (and Bougon, 1983)
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resembles Schutz's notion of recipe. Hence it illustrates an envisaged
convergence in the basic assumptions of theorisings about organisational actors'

cognitive practices.

Weick has utilised theories of natural selection (socio-evolutionary perspective) to
describe the organising process. The main focus of his theory has been upon the
ways knowledge is organised. Within a socio-evolutionary perspective, he has thus
analysed organisational activities with respect to a dominant theme; that is the
"instability of present order as well as the past" (Weick, 1979: 119). This theme
implies that actors (organisations) are in continual interactions with their
environments. The purpose of these interactions is to understand and reduce the
equivocality in the inputs received from these environments. Drawing on
Campbell's (1965) theorising on natural selection processes, Weick, has considered
these interactions with reference to "three processes of variation, selection and
retention (which) are responsible for (organisational) evolution" (Ibid: 122), and
consequently for "organisational change gnd competition of resources” (as Aldrich,

1979z 27).

In the following, Weick's account of socio-evolutionary processes and thus the
processes by which organisational cause maps and bodies of thought are developed,
will be critically discussed. The implications of Weick's theory as regards the

argument of this research will then be considered.

Enactment Process: Selecting the Stimuli

In his "natural selection" model of organisation, Weick has replaced the term
"variation" by the term "enactment" because "it captures the more active role

that organisational members play in creating the environments which then impose
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on them" (Ibid: 130). According to Weick enactment is the only process in
organising which "directly engages the external environments" (Ibid). Enactment
thus happens when actors experience changes in their environments and bracket
them for further attention. Other forms of enactment, according to Weick, can
occur when actors' intentional acts produce a change in their surroundings. This
kind of activity is paralleled to variation because it can produce experiences
which are familar to the actors. Nevertheless, an "enacted environment" will be a
"punctuated and connected summary of previously equivocal display..." and thus

"outputs to organising and not inputs to it" (Ibid: 131).

The idea of the "enactment of environment" has developed in Weick's theorising as
a result of his disagreement with the "open system" type of analysis of
interactions between organisations and their environment. The "open system"
theory of Katz & Kahn, for instance, emphasises a close relationship between the
system and its environment. An open system has a tendency to preserve
equilibrium and refuse death (Katz & Kahn, 1966: 8). Unlike natural systems, the
ultimate goal for an open system is to survive by importing energy from its
environment and processing into outputs which are exported to the environment.
These activities have a cyclical pattern, just like a structure which can "be found
in interrelated events" - hence actions of the open systems are structured in order

to achieve "a unity in their closure".

According to Weick's socio-evolutionary explanation of the organising process,
there is less tidiness in these processes than is claimed by the open system theory,
and there is more randomness than rigidity in the organisation's choice of action.
Weick suggests that this choice stems from the enactment process. He, thus,
contends that "organisations are more active in constructing their environment"

than claimed by Katz and Kahn, and that "they impose that which subsequently
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imposes upon them" (Ibid). In such processes there are experiments and detours.

Weick has also questioned the basic assumption of entropy in the open system
theory which considers dependence of an organisation on its environment as
necessary. He believes that organisations can be self-contained and they can and
do act like closed systems. Thus he suggests that through selection and retention

process an organisation can bar itself from ecological changes for some time.

Weick's thesis on enactment of environment similarly exposes other claims about
the role of external forces to some scrutiny. For instance, Pfeffer & Salancik
(1978) have argued that organisations are inescapably bound up with the conditions
of their environment to which they attempt to adjust. For Weick, organising the
interaction of the organisation with its environment is a purposeful complication

of affairs. This is considered as a one-way and tidy imposition.

Moreover, Weick has challenged Katz & Kahn's assertion that there are boundaries
inside and outside an organisation (which distinguishes the organisation from its
environment). He argues that the boundaries can only be built in the heads of the
members of the organisation, and that Katz & Kahn in discussing the articulation
of relationships between organisation and its environment miss out on this point
(1979b: 47). Also, Weick suggests that these boundaries may shift or disappear

throughout the enactment process.

Focal to Weick's analysis of the enactment process is the cognitive activities of
the actors. That is, the ways untreated data is experienced by organisational
actors, enacted and then transformed into individual and organisational
knowledge. He has utilised a set of concepts to illustrate the qualities of such
cognitive practices. For instance Weick argues that actors rely on the "schemas"

whilst making sense of their environment. By definition schemas are used to
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determine the successive steps for "coordinated" and well-adopted movements.

Each step is made with regard to the preceding step and hence controlled by it.

The main implication of the concept is that the past movements retain influence
over the current ones. How does this occur? Schema is interpreted by Weick as a
kind of "standard" against which actors evaluate their postures or actions prior to
their occurrence. However, the term standard underplays the dynamics of this
evaluation process because actions are compared continously and standards are
developed all the time. In Bartlett's terms (1932), schema involves "an active
organisation of past reactions or of past experiences ... and ... whenever there is
regularity of behaviour a particular response is possible" leading to "an active
organised setting"(p.201). This discription of schema highlights two points (a) a
rather exaggerated influence of the past and (b) the significance of
retrospection. According to Bartlett the past is used by actors as a point of
departure. Weick in his example of the tennis game clarifies this argument: that
in tennis every stroke that a player makes is afresh, yet a version of the one made
in the past, which is adjusted and adopted to the needs of every movement and
balance of posture. Therefore past action (the previous stroke) is not repeated but

has constituted the basis for the future moves (the next stroke).

A central characteristic of schema is that it introduces the relational property of
sense-makings. People, according to Weick, generate "rules" and regularities on
the basis of perceived relationships among events, which are then used as
frameworks for producing the appropriate behaviour (also Bougon, 1983). An
illustration of such a function which may be given is that of a person faced with
an unfamiliar experience, e.g. a person moving to a new job, or a manager
experiencing the unexpected changes in his business environment. In such

circumstances it is expected that the person draws upon his/her schemas in
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establishing maps of his/her present surroundings and probable future location.

Briefly, "schema" is a collection of perceived generalisable experiences which
people use for exploration and initial understanding of their surroundings. Weick
(1979a) illustrates the process on the basis of Neisser's (1976) perceptual cycle

(Figure 3.1).

According to this illustration, constitution of schema is not a passive process, it is
subject to continuous reproduction of its existing characteristic to enable the user
to cope with each situation. Reproduction in this way implies retrospection, that
is, people look back at past events and reflect upon them (cf. Mintzberg, 1973).
However, it must be noted that this is a rather refined interpretation of Weick's
argument on retrospection. Just like Mintzberg, Weick also claims that the reason
for managers' conservative decision-making is that, "reflection is rare" in
management -and "managers don't have much time for retrospection..." (Ibid: 203)

(ef. Schutz, 1964; Clark, 1981).

Weick has coupled his schema theory with organisation theory, arguing that
0rganisati§ns can affect the cycle of exploration-sampling (see Figure 3.1). The
degree of such influence varies according to the organisational characteristics.
Here, regarding Weick's argument, resistance to change in an organisation will be
desired as tight coupling between the exploration stage and the organisation's

-

cognitive models.

Building of a schema (or an organising recipe) not a solo job; various activities in
the process are dispersed among the people in the organisation. Those actors who -
have occupied the "boundary spanning roles" (as Aldrich, 1979) are particularly
involved in the "sampiing" and "matching" of activities. In Weick's view,

organisational problems arise from the problematic communication of the results
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of the boundary spanners' samplings to those who are in the position of modifying

and varying the schema.

Moreover, organisations will face problems if they operate on the basis of a single
schema. Any single schema will have a dual function of directing the actions of
the members and validating the outcomes. The drawback of this singular system
is the attachment of the managers to the schema and the consequential growing
consensus among them. Weick, here, assimilates the process to Janis' concept of
"groupthink" (1972), raising the point that consensual validation under such
circumstances can be dysfunctional particularly maintenance of in-group status is

valued by the individual and where pressures to conform are excessive.

Schemas develop on the basis of what is already experienced, (thus beliefs),
according to Weick, however, these experiences are simultaneously tested by the
beliefs that people and organisations hold. What are the origins of beliefs and how
are they established? In Weick's view, beliefs set the background for
organisational performance. This assertion is based on Weick's claim that people's
acts provide the raw material for their beliefs, i.e. "actions precede thinking".
The process operates to demonstrate the significance of beliefs in the enactment
process Weick (1979a) puts forward the "placebos" analogy. The implications of
this analogy are that beliefs provide cognitive comfort and often are taken-for-
granted. The analogy is also used to support Weick's assertion that people
"simplify" their surroundings to facilitate their understanding of what is going on
out there. It is one way of "economising” on thinking. Weick notes that people (or
organisations) are thus smart enough to find mechanisms for avoidance of
complexities. The assumption that people make here is that selected beliefs or

maxims will provide the desired outcomes.
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Weick's argument on both the simplification of events and use of beliefs as the
medium for that process has implications for habitual thinking in organisations.
According to Weick, familiarity becomes the rule in people's cognitive activites.
.This means people may not focus on other/unfamiliar aspects of their
surroundings.  Therefore, Weick equates the outcome of habitual thinking of
people (i.e. enacted environments) to a set of self-fulfilling prophecies. When
people consider a response as satisfying they tend to reproduce it under perceived
similar circumstances. The process becomes rather like an habitual responding
than thinking. In other words, "thinking practices" are formed only when people
have to handle events or experiences which create a state of cognitive dissonance,
i.e. when their expected causal links between events are not fulfilled and

differences occur in the stream of their experience.

Drawing on Piaget's (1969) theory of action and schema, Weick (1977) then has
argued that enactment activities are not the simple, continuous accumulation of
"replicas" nor do they involve the "copying" of events. For example, in the case of
managers in various organisation settings, the enactment of the flow of their
experience will include turning their experiences into simple codes, then by
decoding them, transferring them into information about the situation, and
creating a more familiar situation. The product of the process is an assimilated
situation. Therefore, according to Weick, there is no such thing as experience
until the actor (here manager), does something with what happens (p. 148).
Previously enacted situations will influence, that is limit or enhance, the
contemporary coding (enactment) activities. Hence, what the manager and the
organisation know already plus what they think is going on, directs the enactment
activities. These activities then in Weick's terms "provide a pretext for thinking

and not the reverse" (1977: 47).
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Weick has equated the enactment process with the sampling stage in Neisser's
perceptual cycle (Figure 3.1). Note that the perceptual cycle also illustrate the
way the schema develops. Sampling or bracketing a phenomenon, thus, means
paying closer attention to the part which has been pulled out of its context. It is
sufficient to give the enactor an idea of what is going on. It is therefore expected
that the bracketing will confirm the probes which have already been in use. In
this way the enacted environments (or the schemas) gradually become more
common. However, there will be some organisationally unfavourable implications
too since loopholes and bottlenecks in the systems will tend to be perpetuated.
Similarly people will disregard them and there will be less familiarity with the

events relating to such situations (as the experience is not retained) and so on.

In his attempt to depict the enactment process, Weick has shown that there are
certain causal relationships which are considered in the actors' construction of
environments. His argument is based on Tolman & Burnswick's (1935) description
of "causal textures". Thus he says that the actors segment their experiences by
differentiating them into means and ends. The means are then labelled according
to their potential for fulfilling the actors' needs. Thus means will vary in the
degree that they ensure achievement of the desired outcome. Some means are
stronger in the sense that there is less "equivocality” around them. Moreover,
there are always signs, i.e. local indicators or cues, from which these means can
be inferred by the actors. So the enactment process involves the continual search

for reliable means (or paths) to achieve the desired outcome.

The problem that Weick finds with the means-end explanation of the enactment
process is related to what he calls "realities of organisation". Drawing on the
Carnegie school conception of "organised anarchies" (1972), he has referred to the

fluidity of problems and actors difficulty in learning. That is to say one cannot be
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certain about the actors' sensitivity to the cues and their performance in the
search for the appropriate means. How can they pinpoint reliable cues if goals are
ambiguous (as Cohen et al, 1972), or are defined retrospectively or when the

means become the ends after they are attained.

Moreover, Weick has noted that in a competitive situation, or when situations are
more variable, the causal relationships between means and ends become
unstable. Typically, members of the organisation are loaded with already enacted
environments, which may become of less use, however, in an unfamiliar

situation. New rationales are thus added to the load of enacted environments.

One implication of this argument is for the success of the organisation in the
sense that if actors have the ability to set and implement "averagely good" means-
end hypothesis, the variations in the situation will be resolved. The other
implication is for the causal relationships that the actors assume exist between
various "concept patterns"; that is, the way bits and pieces of the experiences can
be put together. Weick refers to the outcome of this mapping and structuring of
the relationships as "cause maps" which are formed in the selection process

(Figures 3.2 and 3.3).

Selection Process

Another element in the natural selection (i.e. organising) model is selection.
Weick has explained this process in terms of "imposition of various structures on
enacted equivocal displays. These imposed structures are in the form of cause
maps", and "contain interconnected variables... and are built-up out of past

experiences” (Ibid: 131).
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In the selection process, the actors will try to reach a consensus as to which
segements of the stream of events should be designated as variables and which
linkages among events are moré reasonable; in short, which cause map to adopt.
Weick has referred to the outcome of this process as "figure-ground"
arrangements by which he means differentiating figures from the ground and then
stabilising that figure-ground arrangement which provides the actors with both
clarity and continuity. By clarity here Weick means reduction in the equivocality
of the information inputs, and by continuity he implies that certain cause maps
have repeatedly proved helpful and hence produced the desired outcome. But, he
maintains that if a cause maps increases equivocality or produces unclear

configurations, it will be eliminated.

Maps in Weick's terms thus consist of "variables" which are correlated by causal
relationships. In any causal loop, some variables are cause and some are effect.
Yet all variables are equally significant in the process of enactment. The map
therefore is a summary of co-variations between segmented, labelled variables of

a precisely equivocal nature.

The concept of a cause map therefore entails structure and is a solitary concept.
That is to say, a person's cause map in the social context that the person is
functioning in, is a representation of what the social context means to that
person. Thus the structures contained in the mind of that person are imposed upon

the person's elapsed experiences which also makes an infinite reconstruction of

events possible.

Environments are considered as "dealable" when the actors use their cause maps.
Weick has described maps as approximate models or typical representation of the

situations. They are similar to an A to Z map of a town, which represents the

91



detailed skeleton of the streets in various parts of the town but does.not show the
immensity or character of the town, nor provides information with respect to the
means for getting to different points. What the map does actually is to satisfy the
need for cognition and order. So maps create images which may be used as
guidelines. This way the equivocality in the perceived information is reduced to a

certain extent.

The function of the cause maps in the selection process is to suggest how various
events in the flow of the actors' experiences should be interpreted
(discriminated). The cause maps are therefore involved in the continuation of the
sampling/bracketing (i.e. enactment) activities. Here, they operate like a
"template" or an "overlay" which actors impose upon their experience to reveal
the presence of configurations. For example, considering the activities of the
Marketing Manager in Rivet Ltd. (Case II, which is discussed in Chapter Six) the
prediction of a recession (template) in the construction industry also meant that
there were a set of alternative courses of action (configurations) available to him;
he could either maintain the productidn level and increase their stock, or reduce
the production level to meet the anticipated drop in demand, or find an

alternative market, etc.

_One interpretation of Weick's contention that actions precede thinking is that
enacted environments are known whilst the action is occurring but only then
selected retrospectively. Drawing on Schutz's notion of "lived experience" Weick
then has arqued that the characteristics of the selection process may be
understood within some form of time. Thus, he recognises (a) pure duration, and
(b) discrete segments, in the selection process, which have different spatial and
temporal properties and where pure duration can be described as a stream of

experience referred to in the selection process which has no segmental
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character. Discrete segments, however, may be described as events which come
to the direct attention of the actors in the selection process. They have pastness,

i.e. they involve something that has already happened or has been experienced.

So, what the actors do in the selection process, in Weick's terms is "historicising",
in order to reduce "equivocality" in their environment. In fact people seem to
describe past sequences of events more "richly". This increase in rather "fanciful"
thinking with time, according to Weick, is of significance for the selection
process. Since "the placement of an event in time affects the sense made out if
it" (p.196). Moreover, irrespective of the time of an event, actors seem to find it
easier to treat the event as if it is fixed in time and then work backward and

understand it.

Considering retrospective sense-making in the selection process, Weick has argued
that the actor has to use the "future perfect tense" in order think about an event
which has not occurred yet. In managerial situations, for instance, the success or
failure of planning activities will have much to do with "invoking this complicated
linguistic form". Future perfect thinking can make speculation more manageable
by focusing on single events, according to Weick (p. 199). In other words, if
managers treat their future projects as already accomplished, then they will be
easily analysed because their projected acts take on the "temporal character of
pastness" (as Schutz, 1967: 61). Presumably people find it easier to consider an
event as already completed since they can use their past experience to imagine
the process which will realise the projected outcome. Drawing on Schutz's
conception of future perfect thinking, Weick continues with his contention that
only what is already experienced is meaningful, not that which is being
experienced, because meaning is an operation of intentionality which only

becomes realised in the reflective glance (also Schutz, 1967: 56).
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Briefly, in the selection process, retrospective sense-making activities occur. The
raw materials for this process are provided by the enactment process in the forms
of bracketed events, self-fulfilling prophecies, or realised situations. The process
is governed by retained bracketing or sampling frameworks. The historicising of
the events according to Weick illustrates "the influences of retention upon
selection”; that is "enacted maps select among various future perfect histories
that are hypothesised to make sense out of imagined outcomes". A major
implication of analysis of the enactment and selection process has been to signify
the point that the boundaries of organisations and their environments "shift,

disappear and are arbitrarily drawn".
The enactment and selection processes, based on Weick's contention, include the
development of schemas or cause maps, i.e. "bodies of thought", which are the

outcomes of actors' "thinking practices".

Retention Process

In the natural selection model, "retention" involves "straightforward storage of
the products of successful sense making, i.e. enacted environments" (as Weick,

1979: 131; Aldrich, 1979: 30).

According to Weick, the retention process is "less prosaic" than it is generally
thought because of the ways the knowledge, i.e. labelled events, are translated
from one person to another or from one point in time to another. The
characteristics of the transmitting systems and means by which transmission
occurs and can influence the way the retained events get reconstructed or

reinterpreted. Moreover, the retained knowledge may be replaced by newly
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selected meanings. Therefore, crucial to organising is the way organisations lean

and handle the retained meanings.

The retention process is used by the organisation and its people to admit some
selected mappings of events (past and present) to the organisation's stock of
knowledge. The process is governed by frameworks which are based on the
retained meanings and symbols and are used for bracketing and scrutinising future
enactments, or even modifying or discrediting the existing ones. Moreover, the
retention system includes the rules by which the events are related to each other
in the organising process. It illustrates "how past patterns organise the present

inputs to the system" (Weick, p. 209).

What happens in retention may be described as follows:

1.  Certain patterns of relationships are reinforced as a succession of similar
patterns occur.

2.  The new patterns are initiated by new enactments.

3. The established patterns are not easily altered, rather they tend to become
more fixed.

4. Retained symbols and/or meanings always reflect the original inputs.

5. There is a time sequence regarding the enactment and retention of cause

maps.

The essence of Weick's argument here is in recognition of the past-loadedness of
the people in organisation as an enabling tool for their sense-makings. The past
experiences of people/organisations, i.e. "the material which is already recorded",

set the precedent for present cognitions and maximise the impact of that which
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already exists (p. 211). Retention, however, does not imply absence of
reorganisation of the material which is stored. The "bodies of thought" (i.e. cause
maps and schemas) which are retained, undergo editing, thus sampling or
exploration of new variations (enactments) will not be restricted in this process.
According to Weick, however, one of the prominant characteristics of schemas is
that they are "refractory to disproof". Furthermore, cause maps and schemas
"envelop processes of conceptualising, remembering and acting" (as Bogoun, 1983:
176). "Remembering" here is to emphasise the retained set and the interpretative

framework that is produced accordingly.

Since in the selection process, the "equivocality" of the information inputs is
removed, the retained material will activate a set of rules and less thinking (in
circles) is required. The retained enacted environments will be the sensible
versions of what the equivocality was about, yet its imprint will be there (Weick,

1979: 213).

Weick has also asserted that retention systems include "highly localised, dated,
unwritten and modest constraints” (ibid: 214). This implies that few actors in the
organisation will have access to the retained material. Thus only a very limited

amount of information will be used in any decision-making process.

Considering the impact of the retained information upon the organisation's sense-
making, Weick has said that "enactments and retention work at odds" (ibid: 221).
New variations (enactments) imply discrediting of the existing ones. This is
because organisations continue to exist only if they maintain a balance between
flexibility and stability. Flexibility is required because the current organisation
practices may require modification and edition. Through enactment, organisations

detect changes in the environment, therefore they must maintain some room to
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accommodate the new variations. Stability implies the possibility of "repetition”
and recurrence, thus the organisation can economise on its energies. However,
stability can be dysfunctional as it "precludes adaptability" or flexibi[ity. Editing
the retained enacted environments (cause maps) implies revision of the bracketing
framework in the selection process and consequently revision of the interpretative

framewaorks which are used in the retention process.

In Weick's view, "organisations need variations so that they can deal with changes
in the environment and they need strong guidance from the past to develop
efficiencies" (ibid: 221). That is to say, to handle such contradiction in demands
organisations must use past events (or experiences) as "partial constraint" on the
present. Weick, therefore, stresses that organisations should doubt what is
considered as certain, i.e. "to doubt is to discredit unequivocal information and to

act decisively is to discredit equivocal information" (ibid: 221).

The "organising model" that Weick has put forward treats an organisation's
environment as the outcome of the organising process rather than an input. In this
model, people interpret situations through enactments and so construct a
"belated" picture of their environments. The existing enacted environments then
serve as a "plausible quide for subsequent" actions and interpretations. However,
the crucial factor in the life of the organisation is what they do with what they
know. The ambivalance arises since the survival of the organisation relies on the

resolving of the contradiction between stability and adaptability.

Weick has attempted to show that "bodies of thought" and "thinking practices" are

the outcomes of actors' organising activities and are assumed to reduce the

97




equivocality of the environmental inputs. His conceptualisation of the
relationships of the organisations and their environments differs from that of the
advocates of the open system theory and those perspectives which emphasise the
external influences upon the activities of the organisation. For Weick people are
actively involved in the construction of their environments within which they will
enact. Their organising activities at the same time are their responses to the
"equivocal information" that they perceive as they interact with these
environments. The enactors in Weick's conceptualisation do not seek to control
their surroundings by monitoring the demands. Their actions become the raw
materials from which "a sense of situation is built". However, the implications of
Weick's contention for the analysis of organising process are twofold. Firstly,
post-hoc rationalisation that Weick attributes to the actors does not necessarily
mean "effective performance", i.e. producing the desired outcomes. Secondly,
thinking in circles in a sense, could explain organisational failure, if and when the

founding conditions are undermined in the application of the retained responses.

Moreover in analysing cognitive processes, it seems a false division to separate
"bodies of thought" from "thinking practices" as they evolve into one another; for
instance, the mapping of the relationships between events takes place through
habitual exercises or simplifications. It cannot be said when the construction of
thought ends and putting it into practice starts. Thus the information which
becomes discernible because of the actors' enactments of their environment, (i.e.

the cause maps) is recoded in the selection process.

One of the aspects of the organising process that Weick has emphasised is the role
of others in the organising process. That is to say that construction,
rearrangement and demolishing of the "objective features" of the environments

are "negotiated interpersonally" until at least "partial consensus" on the meanings
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and the underlying assumptions about the events, is attained by the actors. This
emphasis can be seen in Weick's definition of organising as "a consensually
validated grammar for reducing equivocality by means of sensible interlocked
behaviour" (p.3). Moreover, by describing schema in terms of Janis' (1972) concept
of "groupthink", Weick has indirectly shown the significance of negotiations in the
process of enactment. In other words, an organisation's organising activities are
like an orchestra's recital, they are not "solitary performances", sets of people
will be involved in the execution of cause maps. Here Weick differs from Bougon
(1983) in the sense that in Bougon's theorising the emphasis is on the role of the
individual actors' cognition in the construction of maps, whereas Weick has
basically focused on the involvement of multiple actors (197%9a: 47) in the

construction of cause maps.

Consensual validation and the involvement of multiple actors is a placid
z‘epresen‘t'atioﬁ- of organisational politickings. The natural selection model does
not unravel the intentionality, the motives, or the pre-meditated projects of
actors in the process of sense-making. For instance, in the enactment and
selection processes when the actors' experiences become segmented and labelled,
how do people decide on selecting a label or a map? Firstly not all actors have
access to the stock of the labels and Weick himself considers such unequal
distribution, in terms of locality of knowledge. Secondly the actors who have
access to the stock may have different organisational experiences - that is - as a
result they may prefer different labels or cause maps. The question is how is

consensus achieved in such situations?
In this thesis Janis' concept of "groupthink", which Weick has utilised in describing

the functions and dysfunctions of schema, is reinterpreted. It is argued that

"groupthink" is the product of people's politickings. According to the
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empirical work of this thesis (which is discussed in detail in Chapters Six and
Seven), managers held frequent meetings and lobbied their colleagues in their
attempt to assimilate their views and thus "maintain a united front" (see for
example Case IV), regarding their projects. Furthermore, according to Spender's
conceptualisation managers' attempts to assimilate cognitive practices could

reduce their "cognitive dissonance" (as Festinger, 1957).

Similarly, it is argued that there are varying degrees of actors' involvement in the
organising process. This fluid participation as Weick has also argued, can be due
to the fact that some actors "have time" to become involved in such processes,
i.e. to attend meetings or bring to the attention of others certain issues, whilst
others do not. The same group of people will also handle the organising questions
which are raised. However, this implies that certain members of the organisation
will withdraw from the arena and become increasingly less aware of the issues, as
was the case of the production manager in Rivet Ltd. (Case II). He was out of the
Company's scene as a result of his withdrawal from group meetings. His absence
from the meetings was not due to lack of time or interest, but inability to grasp

and cope with his colleagues' politickings in an economically turbulent period.

In Weick's theorising such points are left unfolded. Moreover, certain important
questions are not considered by Weick, such as whose goals are taken into account
in the enactment process. Who are the people who decide which map should be
retained, or what schemas are appropriate? Or who amplifies deviation or

stability in thinking about events?
It is easily detected from Weick's theorising about the organising process that his

notions of cause maps and schemas are driven by Schutz's concept of recipe. The

organising process according to Weick has at its core the notion of recipe. In
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Schutz's terms recipes are both a scheme for expression and a scheme for
interpretation (Schutz, 1967). As a scheme for expression they contain directives
for actions, for handling people and situations and for minimising undesirable
outcomes (Weick, 1979: 46). As schemas for interpretation recipes are
explanations of actors' motives Weick, thus, has argued that "most recipes
associated with organising are expressive rather than interpretative". In Simon's
words, they are "process descriptions” and include instructions for the what and
how of organising. On the basis of this defintion, which incidentally Weick finds
most directly related to organising, recipes are considered as artifacts. They
provide the means for generating desired structures. Here, structures mean
organisational "blue-prints". The assumed éimilarity of organising (cause maps
construction) and recipes is the result of causal linkages that actors attribute to
events and are assumed to underlie the process of organising. However, for
Schutz, recipes are common-sense ways of doing things. They have the element of
"relevance", that is to say they are related to the situation in which they are
developed and for which they are used. Accordingly, they become established and
remain valid though they may not necessarily be in use all the time, unlike cause
maps. The validity of recipe is confirmed through recurrence of events.
However, Schutz's notion of recipe represents a subjectively constructed and
intersubjectively known reality. Unlike Schutz, Weick does not unravel the
process by which actors inhabit the schema (cause map) premises. Although he
describes the enactment process as the "social construction of reality" (as Berger
& Luckmann, 1976) he does not explore the subjective experience of individuals

whilst the map is taking shape.
As regards inhabitation, Weick contends that the creation of cause maps is like

the creation of territory where one will reside. This contention is similar to. the

thesis about actors carving out niches and managing their survival paths produced
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for example by Aldrich (1979) and McKelvey (1980). Weick, yet does not discuss

the way actors determine the location of their habitat.

Other concepts have been put forward in organisational theorisings which have
similar connotations to those of schemas and cause maps; such as "cognitive
models" (Jenkins, 1979), "cognitive maps" (Bougon, 1983), "Standard Operating
Procedures” (Allison, 1971), "Performance Programmes" (March & Simons, 1963)
and so on. They equally are seen to provide actors with the means for
understanding what they are doing. They can function as self-fulfilling
prophecies. These concepts including cause maps, share a common characteristic:
they are envisaged to create order in the activities of the actors. In addition they
are constraining since they tend to narrow the actors' thinking horizon.

Consequently, not all corners of the surroundings will be explored.

An important question to emerge from this examination of Weick's theorisings is
that whether there is a need for socio-evolutionary framework by which to
describe the characteristics of cause maps and their functioning as strui:tures.
For instance, Giddens (1979) has postulated (without utilising the concept of
natural selection) that rules and structures are properties of all social systems.
According to him structures contain three rules: rules for understanding, rules for
controlling and rules for evaluation. Just like recipes and cause maps, structures
according to Giddens are the means and the outcome of the actors' interactions
with their surroundings, i.e. they are simultaneously produced by and used to
regulate these interactions. Thus structures (as allocative and authoritative
mechanisms) can be considered as the means used by actors to rationalise their
actions. Weick has used a socio-evolutionary framework to emphasise the
"ecological changes" which are the reason for a new enactment. He does not

discuss the way the ecological changes occur for example; whether they are
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intentionally initiated or not. Unlike Giddens who stresses the intentional
dimension of human conduct, Weick has argued that only minimal ordering lies in
the hands of the actors. Weick's postulation in this respect does not explain the
activities of the administrators and planners in Cropshire Health Authority. These
actors were clearly involved in breaking the mould of the established practices in
the NHS (see Case IV). They deliberately initiated changes in their surroundings
as they introduced unorthodox applications of some of their old recipes. Whilst in
the process of designing and planning a new hospital, these actors frequently
deviated from the prescribed procedures and justified their actions by utilising the

popular understandings shared by their role-set in their organisations.

The implied assumption in the natural selection process as postulated by Weick is
that the actlors' actions are "goal-interpreted" (Weick, 1979b: 195). This is
differentiated from most organisation theorising (e.g. Etzioni, 1964) which have
assumed that organisational actions are directed at goal attainment. According to
Weick there is no such goal as "survival" apparent to organisational members
which could be considered as the reason for their activities. Rather, their
activities are driven by the ambiguity or absence of goals. In other words,
organising occurs first then the reason for it is defined. Weick also refers to this
as actions preceding thought, i.e. he argues that actions precede goals definitions,
causes precede effects, respornses precede stimuli, output precedes the inputs, etc.

(p. 195). In Weick's view this is because the actors search backwards to discover

events which have produced the outcomes in question.

These arguments can be compared in terms of the degree of rationality that they
attribute to people's organisational activities. Here rationality is defined as
calculated, intended actions. Weick's description of the organising process,

enactment, selection and retention assumes a great deal of rationality, a point
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which Weick has not, however, clarified. It is arqued here that rationality is
shown in the ways people develop their schemas and cause maps and thus in their
historicising and retrospelctions. Their attempts to reduce equivocality in their
environment impliés that they are at least trying to be rational (cf. Weick).
However, in Weick's view, because disorder and change is the dominant state of
organisation, rational action, i.e. planned, (thought) actions are rare. It is argued
here that unpredictability of events (or occurence of an unexpected event) may
not necessarily lead to an irrational selection. According to Argyris & Schon
(1978), members of an organisation develop their theories of action on the basis of
"what if" questions, just like the marketing manager in Rivet Ltd\. (Casell) who

developed contingency plans to deal with "surprise" times.

Furthermore Weick's description of the enactment process (i.e. interaction of the
organisation with its environments) presents a tidy inposition by the enactors.
Peters and Waterman (1983) have refuted the tidiness of this process of
interaction on the basis of their survey of successful American firms. They have
claimed that through "chunking", that is less structured organisation activities,
"the corporation encourages a high volume of rapid action and efficiency. The
organisation acts and then learns from what it has done. It experiments ... it

makes mistakes ..." (p. 114).

Focusing on "goal-interpreted" behaviour, in Weick's terms, or post-hoc
rationalisation of actions stresses the significance of past events in the organising
process, in validation of the organisational grammar and in the understanding of
its present state. According to Weick, people show preference for practices with
which they are familiar. This is illustrated by their habitual thinking and their
attempts to routinise their sense-makings, and so increase the cognitive comfort

felt accordingly. However, this implies that the outcome of people's cognitive
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practices can be more conservative than it is portrayed by Weick. Often actors
when faced with change handle the situation in a way which will protect their
existing maps. Sometimes they simplify the situation to create more certainty, as
was the case with the managers in Metal Finishing Ltd. (Case III, see Chapter
Six). At the time of decreasing demand for their services, they explained the
reason as being the recession in other industries and thus refrained from doing any
aggressive marketing. However, another explanation could have been the lower
prices that other metal finishing companies offered for their services at that

time.

[t seems that cognitive practices as such have conservative influence upon the
organising processes. Moreover, managers are assumed to deal with situations, or
minimise the ambiguity in their environment by searching for the familiar and
simplifying things. In other words they seek to create boundaries around their
decision;making areas. Weick has explained this simplification in terms of actors'
reluctance to spend time or energy on thinking. It is argued here that when a
situation is simplified it means that the equivocality is reduced to a level which
can be handled by utilising the existing recipes. Thus there will be more habitual
organising activities. It also implies that the organisation's efforts will be
channelled towards maintaining the existing systems of operation, within their
identified boundaries, and perhaps becoming more specialised in such
organisational activities. The exploration of new domains of activity (new niches)
is thus delayed. Hence, the actors may prefer to adopt a "defender" type of
managerial strategy in their interactions with their environment (as Miles & Snow,

1978).

For Weick this state of inertia seems possible because the organisations can

remain self-contained for a long period of time. Moreover, organisations are said
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to be suspicious of their surroundings. Thus they will have tighter ties with the
"known' surroundings. If this is the case, how are organisations to enhance their
effectiveness, i.e. survive, if they are captive to their momentum? According to
Miller & Mintzberg (1974), organisations find it difficult to come out of this state
of inmertia.  Their strategies evolve around maintaining their organisation's
momentum (Miller, 1980). However, the point to be raised here is that the
momentum of an organisation is maintained through the frequent rehearsal of a
set of cause maps or recipes. This implies employing a set of self-validating and
self-fulfilling mechanisms, which in return narrow the cognitive horizon of the

organisational members and their consequent activities.

"Recipes", "cause maps" and "standard operating procedures" are described here as
enabling analytic tools for the organisations and their managers. They provide the
managers with directive and interpretative frameworks, whilst simultaneously
they are’ coﬁéfraining tools, because they attenuate the equivocality-reducing
activities of the managers to predominantly routine task management. This is to
say that recipes, maps are "driving forces" (as Hall, 1984) for managers' "parochial
search" (as Cyert and March, 1963). This argument could be used to explain the
"Fall of the Saturday Evening Post" (Hall, 1976), in which case the actors' cause
map had linked the editorial pages with the amount of advertisement and
subscription rate. The causal relationship initially proved appropriate but finally
became.fatal. According to Hall (1984), the failure of the management policies in
the case was due to the managers' "misattribution of causality" in their mapping.
The question is how are managers to detect such misattributions or "blind spots” in
their decision-making? If management of the routine or rehearsal of a set of
recipes over a period of time implies misconception of ecological changes, hence,

maladaptation, how do organisations learn?
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According to Weick's natural selection model of organisational adaptation, the
actors' maps are constructed through backward thinking. This is to say that the
assemblage of bits of information in the maps takes place through trial and error
learning (also Cohen et al, 1972; Argyris, 1978) and/or solving problems then
defining them (i.e. treatment first, diagnosis second). Learning is implied in the
description of the evolution of cause maps by Weick (1979a,b) and Hall (1984).
They have, hence, asserted that cause maps are used by the actors to see the
organisational realities. These realities are shared among the organisation's
members through their interactions. Here sharing is interpreted as actors'
learning. This is differentiated from Argyris & Schon 's (1978) notion of learning;
since Weick assumes that there is no editing or elaboration due to such elements
as bounded rationality or time pressures. According to Argyris & Schon's notion of
"double-loop learning", the detection of errors may lead to changes in the

organisation's structure and strategies.

In summary, taking Weick's view, "bodies of thought" and "thinking practices":

. are based on the beliefs and schemas that actors have;
are directive and interpretative frameworks;
. are shared yet locally dispersed among the members of the organisation;
are retained for their later referencing;
. _are liable to addition but this rarely occurs due to
actors bounded rationality
ambiguity in goals
time limits on actors' exploration;

imply that actors' organising behaviour are goal-interpreted.

Accordingly, concepts of bodies of thoughts and thinking practices are intended to
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illustrate the development of an organisational epistemology, that is, the origin of
organisational knowledge and ways of theorising about organisations. Weick's
"organising formulation" may be utilised to resolve the "fragmentation" puzzle.
Hence the fragmentary nature of managerial work (as Mintzberg, 1973) is
explained in terms of managers' attempts to understand their environments, their
handling of the mismatches between the information inputs and their cause
maps. However, Weick's contention is more in line with Mintzberg's
generalisation. He admits that "retrospection is rare in managerial work because
managers do not have much time for deliberate selection" (1979b; 203). The point
is, however, that the existence of even abbreviated selection processes does not
mean the absence of objects for thought. In addition, to explain the decline of
organisations in terms of the managers' lack of time for thinking is to miss the
intentional and temporal dimensions of organising practices.

Weick's ;‘ocus on the ways organisations unfold is a rough and ready consideration
of the temporal dimensions of organisational actions, that is historicising about
organisational events or the influence of the past experiences of the actors on
their schemas. Yet he does not consider the "temporal spread" underlying
managerial actions. That is to say he fails to examine events as the nodal points
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