Intercultural Communication, Corporate culture
In six words, corporate culture is "How we do things around here." Corporate culture is the collective behavior of people using common corporate vision, goals, shared values, beliefs, habits, working language, systems, and symbols. It is interwoven with processes, technologies, learning and significant events. In addition, different individuals bring to the workplace their own uniqueness, knowledge, and ethnic culture. So corporate culture encompasses moral, social, and behavioral norms of your organization based on the values, beliefs, attitudes, and priorities of its members. Symbols within business How have academics and managers attempted to diagnose these largely hidden aspects of business? One wellknown example is provided by Trice and Beyer (1984), who concentrated on the idea of there being symbols within a business. They divided these into, first, high-level symbols, which are the more obvious ones such as company buildings and logos, and, second, low-level symbols. They suggested four categories of low-level symbols: practices, communications, physical forms and a common language. These are explained below. *Practices These are the rites, rituals and ceremonies of the business. These can take many forms, and would include the annual office party, employee awards and inter-site competitions. *Communications These are the stories, myths and slogans that are circulated in the business. Stories about notable events in the past tend to become part of the culture of

the business and can influence behaviour. How the business started, for example, or a period of particular success, can say something about preferred ways of performing and goals to aim for. *Physical forms These include location, open plan or individual offices, types of eating areas, business suits or casual attire, flipcharts or whiteboards, and office furniture. *A common language Jargon is common to many businesses. It is a convenient shorthand form of communication, but it also affects behaviour. Disney employees are ‘cast members’, while McDonald's employees are ‘crew members’. The Open University is rife with acronyms: TMAs (Tutor Marked Assignments), SEPs (Specimen Exam Papers), course codes like B120, and so on. This might suggest a rather technical and closed culture, but ‘open and equal’, the University's motto, is, in the experience of many of the staff, reflected throughout its business practices and values. Factors influencing culture Where the culture of a business comes from, and how it develops, is the subject of much discussion within business studies. Every commentator seems to have their own list of key factors. One example is by Drennan (1992), who proposes twelve key factors that shape the culture of a business. These are: 1. the influence of a dominant leader – the vision, management style and personality of the founder or leader in a business often has a significant influence on the values that the business tries to promo 2. the history and tradition of the business – how things have always

been done (and why); 3. the type of technology used by the business and the types of goods and/or services it produces; 4. which industry or sector the business is in, and how much and what type of competition it faces; 5. the customers of the business – who they are and what they expect; 6. company expectations – based to a large extent on past performance; 7. the types of information and control systems used; 8. the legislation and wider business environment; 9. the procedures and policies within the business – ever-evolving, but often a good indicator of underlying values; 10. the reward systems and the measurement of performance; 11. how the business is organised and resourced; 12. goals, values and beliefs – reflected in objects, actions and language, that is, in Trice and Beyer's symbols. It could be argued that some of the twelve factors in Drennan's list are integral parts of the culture of a business rather than influences that shape it.
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Approach I: The Gods of Management (Charles Handy) The British management writer, Charles Handy, classified organisational culture by the power of individuals' roles and functions within an organisation. He identified four archetypes: 1. ZEUS or Club Culture. Power is concentrated in the hands of one individual, the top boss. Control radiates from the centre's use of personal contacts over procedures. The most powerful person dominates the decision making process. Proximity to the boss is vitally important as he frequently uses his network of friendships and old 

boys. Decisions are made quickly, but their quality depends almost entirely on Zeus and his inner circle. The Club culture's administration is small as are its costs. Investment banks and brokerage firms reflect organisations with a dominant club culture. 2. APOLLO or Role Culture. A strong role culture places a premium on order and efficiency. Power is hierarchical and clearly defined in the company's job descriptions. Decision making occurs at the top of the bureaucracy. An apollonian response to a change in the environment generally starts by ignoring changes in circumstances, and by relying on the existing set of routines. Life insurance companies reflect an Apollonian organisation. 3. ATHENS or Task Culture. Power is derived from the expertise required to complete a task or project. The work, itself, is the leading principle of coordination. Decision making occurs through meritocracies. Employees move frequently from one project or group to another. Task culture fosters a high level of adaptation and innovation by emphasising talent, youth and team problem-solving, although excessive individual independence can lead to irresponsibility. Task cultures are expensive organisations that require highly paid experts driven to analyse organisational problems in depth. High cost drives organisations to construct routines and adopt a greater Apollonian work mode. Task cultures are often short lived. Ad agencies and consultancies reflect a dominant Athenian culture. 4. DIONYSIUS or Existential Culture. Organisations exist

for individuals to achieve their goals. Employees see themselves as independent professionals who have temporarily lent their services or skills to the organisation. Management is considered an unnecessary counterweight and given the lowest status. Decision making occurs by consent of the professionals. The Dionysius culture can lead to poisonous, ideological wars among its professionals. Universities and professional service firms reflect the dominant Dionysian culture. Handy had no preference for any of the four archetypes since they co-exit in most organisations. To reflect his point of view, he named the four cultures after ancient Greek gods who were worshipped simultaneously. The Handy model helps consultants and managers become aware of the different cultures within the client organisation. Effective interventions must aim at striking a balance between the four cultures while remaining faithful to an organisation's dominant culture.
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Approach II. Management implications of power distance and uncertainty avoidance (Geert Hofstede) These two dimensions, rower distance and uncertainty avoidance, affect our thinking about organisations. In addition to the affected business areas listed in Tables 2.2 and 2.4, taking these two dimensions together reveals differences in the implicit model people from different cultures may have about organisational structure and functioning. Organising demands answers to two important questions: (1) Who bas the rower to decide what? (2) What rules or procedures will be followed

to attain the desired ends? The answer to the first question is influence d by indigenous cultural norms of power distance; the answer to the second question by the cultural norms about uncertainty avoidance. Taken together these two dimensions reveal a remarkable contrast in a society's acceptance and conception of an organisation and the mechanisms that are employed in controlling and co-ordinating activities within it (Hofstede, 1991). Same researchers have tried to measure the link between the 'implicit' models of organisation and objectively assessable characteristics of organisational structure. In the 1970s, Owen James Stevens, an American professor at INSEAD business school in France, presented his students with a case study exam which dealt with a conflict between two department heads within a company (Hofstede, 1991). His students consisted primarily of French, German and British students. In Figure 2.4 their countries are located in the lower right, lower left and upper left quadrants respectively. Stevens bad noticed a difference in the way 200 students of different nationalities bad handled the case in previous exams. The students bad been required individually to come up with both their diagnosis of the problem and their suggested solution. Stevens sorted these exams by the nationality of the author and then compared the answers. The results were striking. The majority of French diagnosed the case as negligence by the general manager to whom the two department heads reported. The solution they preferred

was for the opponents in the conflict to take the issue to their common boss, who would issue orders for settling such dilemmas in the future. Stevens interpreted the implicit organisation model of the French as a 'pyramid of people': the general manager at the top of the pyramid, and each successive level at its proper place below. The majority of the Germans diagnosed the case as a lack of structure. They tended to think that the competence of the two conflicting department heads bad not been clearly specified. The solution they preferred was to establish specific procedures, which could include calling in a consultant, nominating a task force, or asking the common boss. According to Stevens, the Germans saw the organisation as a 'well-oiled machine' in which intervention by management should be limited because the rules should settle day-to-day problems. The majority of the British diagnosed the case as a human relationship problem. They saw the two department heads as poor negotiators who would benefit from attending, preferably together, a management course to improve their skills. Stevens thought their implicit model of a 'village market' led them to look at the problem in terms of the demands of the situation determining what will happen, rather than hierarchy or rules. A society's position on these two dimensions does seem to influence the implicit model of the organisation in that society, and the kinds of co-ordination mechanisms that people in that culture would tend to rely upon. Employees in high

power distance and low uncertainty avoidance countries such as Singapore, Hong Kong and Indonesia tend to think of their organisations as traditional families. The patriarch, or head of the family, is expected to protect family members physically and economically in exchange for unwavering loyalty from its members. The most likely co-ordination and control mechanism for the family is a standardisation of work processes by specifying the contents of work - who does the chores. Employees in countries such as France, Brazil, Portugal and Mexico that are high on both dimensions tend to view organisations as pyramids of people rather than as families. Everyone knows who reports to whom, and formal and activating lines of communication run vertically through the organisation. Management reduces uncertainty and provides co-ordination and control by emphasising who has authority over whom and in what war this authority can be exercised. Where high uncertainty avoidance and low power distance are combined, in such countries as Israel, Austria, Germany and Switzerland, organisations are perceived as well-oiled machines; they are highly predictable without the imposition of a strong hierarchy. Uncertainty is reduced by clearly defining Tales and procedures. Co-ordination and control are achieved primarily through standardisation and certification of skills, specifying the training required to perform the work. In cultures where there is low uncertainty avoidance and low power distance, the relevant organisational model is a 

'village market'. Countries such as Denmark, Ireland, Norway, the UK and the USA are representative of this model. People will feel less comfortable wit h strict and formal rules or with what would
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be perceived as unnecessary layers of hierarchy. Control and co-ordination tends to take place through mutual adjustment of people through informal communication, and by specifying the desired results. Based on: L Hoecklin Managing Cultural Differences. Strategies for Competitive Advantage, AddisonWesley, 1995
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Approach III. Management Styles (C. Hampden-Turner - F. Trompenaars)

Incubator (Sweden) organizations secondary to individual fulfillment • existence precedes organization • aim at self-expression and self-fulfillment • personal and egalitarian • minimal structure; minimal hierarchy • emotional commitment • creative, innovative Family (Japan, Singapore, South Korea, Spain, Italy, India)
•

Guided Missile (USA, UK, Canada) highly Egalitarian task-oriented, impersonal team approach emphasized cross-disciplinary performance emphasized loyalty to professions / project greater than to company • Motivation intrinsic Eiffel Tower (Germany, Austria)
• • • • • • • • • • • • • •

• • • • •

personal, close face-to-face relationship hierarchal ("father knows best") power-oriented (leader is fatherly figure) home-like work atmosphere long-term relationships of employee to company; high loyalty • values, norms, atmosphere set by father" or "elder brother"

hierarchal structure more important than function

leader is boss (not father) relationships specific; status ascribed highly bureaucratic, depersonalized rules dominate; roles before people careers depend upon professional qualifications symbolic of machine age

*****
Culture is just one perspective that can help us to understand more about a business. Many cultural elements of a business are not obvious, but there have been some attempts in the academic literature to develop definitions and identify influencing factors. It is possible to see, or ‘feel’, that one business is different from another, and that this involves more than just how it presents itself to the outside world. Business values and accepted ways of doing things are often reflected in a business's socialization programmes.
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Additional reading: “GODS OF MANAGEMENT” by Charles Handy (fragments) The Club Culture (Zeus)
The picture is that of a spider's web. The organisation, which uses this culture, will, like all other organisations, probably have divisions of work based on functions, or product. These are the lines radiating out from the centre, like the lines of a traditional organisation chart. But in this culture those are not the lines that matter. The crucial lines here are the encircling ones, the ones that surround the spider in the middle; for these are the lines of power and influence, reducing in importance as they get more distant from the centre. The relationship with the spider matters more in this culture than any formal title or position description. Zeus is the patron

God. The Greeks chose, or created, their gods to represent certain features of the world as they saw it. Zeus was the king of their gods, who reigned on Mount Olympus by thunder- bolt (when crossed) or shower of gold (when seducing). He was feared, respected and occasionally loved. He represented the patriarchal tradition, irrational but often benevolent power, impulsiveness and charisma. Historically, this culture is found most frequently in the small entrepreneurial organisation. The boat fanatic who finds he can sell the boats he builds, gets his son to help with manufacturing, his nephew to sell them, his cousin to keep the accounts, is Zeus, and that is the way Zeus slowly builds his web. But the culture also prevails in broking firms, in investment banks, in many political groupings, in start-up situations of all sorts and on the bridge of many a ship. The club culture is an excellent one for speed of decision. Any situation where speed is vital will benefit from this style of management. Of course, speed does not guarantee quality. That depends on the calibre of Zeus and of his inner circle - an incompetent, ageing or disinterested Zeus will quickly contaminate and slowly destroy his own web. Selection and succession are therefore rightly regarded as critical variables in these organisations, and much time and effort are given to them. The culture achieves speed through an unusual form of communication - empathy. I watched the young executive of a small broking firm at work in the metal exchange one afternoon.

He was making a series of rapid purchase and sale decisions of what seemed to me to be alarming magnitudes, with no calculators, formulae or resources to higher authority or expertise. ‘How do you make these’, I asked, ‘and what formal approval and authority do you need from your firm?’ ‘Oh’, he said, ‘I make my own decisions, but I try always to double-guess what the old man would do.’ ‘And if you fail?’ I asked. ‘Curtains’, he said, ‘for me:’ The club culture can be a cruel culture if your empathetic guess is wrong. But empathy needs no memos, committees or formal authorities. Club cultures, indeed, are very short on documentation. Zeus does not write, he speaks, eyeball to eyeball, if possible; if not then by telephone. Many a successful Zeus has been illiterate, if not always enumerate. Instead, empathy depends on affinity and trust. You cannot guess what the other man is thinking unless you think like him. There is little empathy between opposites. Your brother’s son, your cricketing chum, your drinking companion, are more likely to read your mind intuitively, and quickly, than the stranger off the street. Do not despise nepotism, it can be a good base for empathy. Yet empathy without trust is dangerous, for it can be used against you. Again, it is more difficult to trust a stranger than someone whom you, or your friends, have known long. Selection to club cultures is usually preceded by an introduction, and often confirmed by a meal. You know your friends at table. These cultures, then, are clubs of like-minded

people introduced by like-minded people, working on empathetic initiative with personal contact rather than formal liaison. They are tough clubs, because if empathy or trust is seen to be misplaced the man must go. Weak clubs will not survive because they will either have to inject other methods of communication (and so lose speed), or risk too many mistakes. Club cultures are cheap cultures to run. Trust is cheaper than control procedures, and empathy costs no pence. Money is channelled to where it matters, to people and the promotion of personal contact: the telephone and travel bills of these cultures are very high, for Zeus will not write when he can talk. They are effective cultures in situations where speed is more important than correct detail, or the cost of a delay higher than the cost of a mistake (which can often be rectified by a subsequent deal). They are good cultures to work in - provided you belong to the club - because they value the individual, give him free rein and reward his efforts. Club cultures make history, and Zeus figures are the managers most beloved of journalists. (Most organisations started as club cultures, and many have not changed when they should have, for speed of decision and the personal imprint of the leader usually become less important as the organisation reaches its first plateau of routine.) These cultures depend on networks of friendship, old boys and comrades, and can appear, therefore, to be nepotistic closed shops, unpopular in these days of meritocracy and equal

opportunity. They smack of paternalism and the cult of the individual, of personal ownership and personal power, the kinds of things that gave the industrial revolution a bad name. They are unfashionable cultures, and derided as examples of amateur management and relics of privilege. They should not be. Of course these methods of managing can be abused and often have been - an evil Zeus will do evil things, -but these organisational squire archives are very effective in the right situation, for trust based on personal contact is not a bad base for getting things done.
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The Task Culture (Athena)
This culture takes a very different approach to management. Management is seen as being basically concerned with the continuous and successful solution of problems. First define the problem, then allocate to its solution the appropriate resources, give the resulting group of men, machines and money the go-ahead, and wait for the solution. Judge performance in terms of results, solved problems. Its picture is a net, because it draws resources from various parts of the organisational system in order to focus them on a particular knot or problem. Power lies at the interstices of the net, not at the top, as in the Apollo culture, or at the centre, as in Zeus organisations. The organisation is a network of loosely linked commando units, each unit being largely self-contained but with a specific responsibility within an overall strategy. Its god is a young woman, Athena, the warrior goddess, patroness of Odysseus, that 

arch problem-solver, of craftsmen and of pioneering captains. The culture recognises only expertise as the base of power or influence. Age does not impress, nor length of service, nor closeness of kin to the owner. To contribute to your group, talent is what is needed, and creativity, a fresh approach and new intuitions. It is a culture where youth flourishes and where creativity is at a premium. The youth, energy and creativity associated with Athena fit the task culture quite well. It is a good culture to work in if you know your job. Since the group has a common purpose (the solution of a problem), there is a sense of enthusiasm and joint commitment, with little of the private agenda conflicts that befoul the first two cultures. Leadership in a common-purpose group is seldom a hot issue: instead there are usually mutual respect, a minimum of procedural niceties and a desire to help rather than exploit when others get into difficulties. It is a purposeful commando. It talks of teams where a role culture has committees.

Task Cultures in Bloom
A friend, employed as an executive with a venerable and traditional British heavy engineering company, went on a working visit to one of the aerospace companies of southern California, towards the end of the sixties, when the space race was at its height and the US Defence Department was the world's largest customer, commissioning a long succession of solutions to high-technology problems, often on a cost-plus basis. Although he was not to know it, the aerospace companies 

at that time were the epitome of the successful task culture. Often as much as 30 per cent of their managers had a Ph.D. qualification. Their formal structures of organisation were of the matrix type. They worked in project groups which were continually being dismantled and reassembled. They were at that time financially ebullient. He returned to Britain with his eyes gleaming. ‘It was extraordinary,’ He said. 'In those companies, not only did the sun shine all day outside, but the managers were young, intelligent, earning high salaries and having fun, and the organisation made money. In my company,’ he said ruefully, `we believed that these things were incompatible.' That is the ideal .It works well, indeed, excellently, when the product of the organisation is the solution to a problem. Consultancy companies, research and development departments, advertising agencies - after all, an advertisement is a response to a client's expressed need - are all one-off problem-solving factories. I3ut put a task culture into a repetitive situation and there will be trouble. Variety, not predictability, is the yeast of this kind of management. Ask Athenians to manufacture pencils and they will devise you the best (and most expensive?) pencil known, or disrupt the process, or depart. Task cultures come expensive. They are staffed by experts who can demand their market price. 1'hey talk together a lot, and talking costs money. Problems are not always solved just right the first time, so there is the necessity for experimentation and

the inevitability of errors. Errors cost money, even if they are speedily corrected. Expensive task cultures, therefore, tend to flourish in times of expansion, when the products, technologies or services are new or when there is some sort of cartel arrangement which provides a price floor. In times of expansion you can get away with high prices-there is more than enough cake to go round. Similarly, new technologies or new products create, for a time, a sort of monopoly situation which lasts until the technology settles down or competitors arrive. During this monopoly situation, the costs or the task structure can be covered by higher charges and prices. In short, task cultures work well when one is venturing into new situations. Luckily, it is in those situations that success is rewarded with the money to pay for it. Come hard times, however, or an end to venturing, or the need to make the solutions permanent or routine, and the task culture will be seen to be unduly expensive. These cultures are not for plateaux. Athena did not care for domesticity and the routine chores of housekeeping. So task cultures often have a short life. If they are too successful they get big and to pay their way take on a lot of routine or maintenance work -which require Apollonian cultures. Failure, however, is one problem they find it hard to solve (it is hard for a co-operative group to dismiss half of its members), and in hard times a Zeus will usually emerge to deal with the crisis. Or the members may just get older and want more 

routine or more personal power.

The Role Culture (Apollo)
When we think of an 'organisation' it is usually the role culture that we envisage. It is a culture that bases its approach around the definition of the role or the job to be done, not around personalities. Apollo is its patron god, (or Apollo was the god of order and rules. This culture assumes that man is rational and that everything can and should be analysed in a logical fashion. The task of an organisation can then be subdivided box by box until you have an organisational flow chart of work, with a system of prescribed roles (specified in things called 'job descriptions') and held together by a whole set of rules and procedures (call them manuals, budgets, information systems or what you will). Its picture is a Greek temple, for Greek temples draw their strength and their beauty from the pillars. The pillars represent
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functions and divisions in a role organisation. The pillars are joined managerially only at the top, the pediment, where the heads of the functions and divisions join together to form the board, management committee or president's office. The pillars are also linked by tension wires of rules and procedures. A typical career would involve joining one of the pillars and working up to the type, with perhaps occasional sightseeing visits to the other pillars (`to broaden one's base'). It is a picture of a bureaucracy, if you like, but `bureaucracy' has come to be a contaminated word and this culture has its merits. The Apollo style

is excellent when it can be assumed that tomorrow will be like yesterday. Yesterday can then be examined, pulled to pieces, and put together again in the form of improved rules and procedures for tomorrow. Stability and predictability are assumed and encouraged. And thank God for them. That the sun will rise tomorrow can be a most reassuring recollection in some of the bleak moments of the late night. Wherever, therefore, the assumptions of stability are valid, it makes sense to codify the operation so that it follows a set and predictable pattern. Individuals are, usually, indispensable to the operation of the pattern, although, as technology advances, more and more stability can be automated. Individuals in the role culture are, therefore, part of the machine, the interchangeable human parts of Henry Ford's dream. The role, the set of duties, is fixed. The individual is he, or she, who is slotted into it. That the individual has a name is irrelevant, a number would do as well. That he has a personality is downright inconvenient, because he might then be tempted to express his personality in his role and so alter the role. And that would throw the whole precise logic of the operation out of gear. In a role culture you do your job - neither more, nor less. Efficiency is getting the train in on time, not early, not late. Efficiency is meeting standard targets. Beat them and it must be assumed that the targets needed revising. ‘An interchangeable human part”. It sounds deadening. ‘The occupant of a role’ sounds like 

a sort of organisational squatter. To many, the pure role culture is a denial of humanity because of its insistence on conformity. But to others it is blessed release. How pleasant it can be to know exactly what is required of one. How relaxing it sometimes is to be anonymous; how pleasurable not have to exercise one's initiative, leaving all that creative energy for the home or the community or the sports field. The Apollo culture is secure psychologically and, usually, contractually. Apollo was a kind god in ancient Greece, the protector of children and sheep as well as of order. Once you join your Greek temple you can nearly always rely on staying there for life. After all, the temple assumes it will be there, may even have a twenty-year forecast of what it, and even you, will be doing. The temple will take over your work life for you, tell you what to do, where to go, what you can earn. It may even arrange your insurance for you, provide a house or a car, and make cheap shopping available or legal advice. It can and will do some or all of these things because of its assumptions about the predictability of the future. It is no accident, therefore, that life insurance companies are an almost pure example of role cultures. The notion of predictability is built into the whole ethos of their work. Monopolies, including the civil service, state industries and local government, can reasonably assume predictability, too, since there is no competition around to disturb their vision of the future. Organisations with a long

history of continued success with one product or switch or tradition can also be forgiven for thinking that things will continue as before. And if that is so, then the more you rationalise, codify, standardise, the more effective you will be. If you have the same set of menus for breakfast, lunch and supper every day, the catering operation in your home will be greatly simplified, the costs of labour and materials will be reduced and the managerial energy required will be minimal. It may be boring, of course, but where food is not enjoyment but only the necessary fuel of life, you will God Apollonian catering. Apollo cultures are efficient when life is predictable. They hate the obverse - change. They will usually respond to a changing environment first by ignoring it, then by doing more of what they are already doing. Responses tend to be stylised in these cultures. When costs go up, raise the prices, or the fares. If sales are flagging, sell harder. If the backlog of administration is getting too big, work more overtime. Greek temples are built on firm ground. If the ground starts to shake, the pillars quiet and have to be bonded together. If they aren't, the pediment will fall. Translating the analogy, rule cultures respond to drastic changes in the environment (changing consumer preferences, new technologies, and new funding sources) by setting up a lot of cross-functional liaison groups in an attempt to hold the structure together. If these measures don't work, the management falls, or the whole temple collapses

in merger, bankruptcy or a consultants' reorganisation.

The Existential Culture (Dionysus)
Dionysus, god of Wine and Song, presides over this culture because he if anyone represents the existential ideology among the gods. Existentialism starts from the assumption that the world is not some part of a higher purpose; we are not simply instruments of some god. Instead, although the fact that we exist at all is an accident, if anyone is responsible for our world, and us it is ourselves. We are in charge of our own destinies. This is not a recipe for self-indulgent selfishness, for Kant's categorical imperative applies, that whatever we ordain or wish for ourselves must be equally applicable to the rest of mankind. Wine and orgies won't work unless someone makes the wine, and that someone must potentially include us. The organisational implications of existential thinking are great. In all the other three cultures, the individual is subordinate to the organisation: the style of the relationship may vary, but the individual is there to help the organisation achieve its purpose, and is paid in one way or another by the organisation for doing that. In this fourth existential culture, the organisation exists to help the individual achieve his purpose. How might this be? Well, think of doctors: four of them, each an individual with his own speciality, but who agree to share an office, a telephone, a secretary to form a partnership association. Or think of architects, or barristers in their chambers, or a co-operative

of artists. 'Theirs is a commune culture, existing for its participants. Its picture is a cluster of individual stars, loosely gathered in a circle. But the picture will remain essentially unchanged if a star or two departs. The stars are not mutually interdependent.
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The existential culture is excellent, therefore, where it is the talent or skill of the individual, which is the crucial asset of the organisation. This is the culture preferred by professionals. 'They can preserve their own identity and their own freedorn, feeling owned by no man. And yet they can be part of an organisation, with the colleagues, the support and the added flexibility, and even bargaining power, that association brings. Dionysians recognise no `boss', although they may accept co- ordination for their own long-term convenience. Management in their organisations is a chore, something that has to happen like housekeeping. And like a housekeeper, a manager has small renown: an administrator amongst the prima donnas is bottom of the status lists. Dionysian cultures are splendid places to work in. I have worked in one myself - a university. Professionals usually have job security, agreed fee scales, allocated territories or spheres of influence, guarantees of independence. This is marvellous for them. But not for those who have to lead or organise or manage such people. For there are no sanctions that can be used on them. Dismissal, money, perks or punishments are all outside the jurisdiction of the leader. Even promotion or selection

decisions are made, as a rule, by groups of equals. Professionals do not willingly receive orders, fill in forms or compromise on their own plans. Every teacher likes to be the uninterrupted king in his own classroom, just as every doctor is god of his consulting room. You enter by invitation only, criticise on request, command by consent. For these are the organisations of consent, where the manager governs with the consent of the governed, and not with the delegated authority of the owners. It may be democracy, but it is very difficult, and exhausting, to deal with. One would not expect to find many such organisations around, certainly not in the business or industrial scene, where organisations, by their charters, have objectives that outlive and outgrow their employees. Indeed, the Dionysian culture is something which causes shudders in any more usual organisation or manager - precisely because of the lack of mandated control. Where you can manage only by consent, every individual has the right of veto, so that any co-ordinated effort becomes a matter of endless negotiation. Only where every individual can do his own thing, and could in fact operate without the organisation at all, is there less problem. Antique hypermarkets, where individual dealers ply their trades independently although under the roof, a marketing co-operative for independent growers or craftsmen, can usually be managed (they would not use the word) without too much difficulty. 1'lrere would be few conflicting objectives, few needs to compromise

individual desires for a common good. Organisations, however, put the common good before the individual need and so they tend to try to translate Dionysians into Athenians, the existential into the task culture. They are, of course, right, as judged by their own interests, to try to do so. Individuals, however, like the notions of individuality and personal professionalism which reside in the Dionysian idea. There is a growing band of 'new processionals' - individuals who define themselves according to their trade, not just doctors and lawyers, but now also the `systems analyst', `research scientist' `public relations adviser', `consultant'. These individuals see themselves as independent professionals who have temporarily loaned their talents to an organisation. They are often young, usually talented and can command an open market salary and reputation. They behave as Dionysians, and as long as they are talented they can get away with it, for the organisation needs them enough to manage them on the terms of their consent. Increasingly, therefore, the specialist groups and any research or development activities are acquiring an existential flavour. Wherever individual talent is at a premium, the Dionysian flavour is probably necessary, and organisations do well to recognise it and accommodate it. But the cult of Dionysus is growing and is no longer related to individual talent. We would all like the benefits of existentialism without its responsibilities and risks. Existentialism on the shop floor is a new phe
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