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Samenvatting

Reeds redelijk vroeg in mijn leven, tijdens de militaire dienst
(1963/1964) en daarna tijdens mijn studie (1964/1970), terwijl ik toen
een aantal zeer gevarieerde banen had, vestigde zich reeds in mijn
gedachten  een sterke,  nog intuRieve overtuiging, dat in vele organisaties
de impliciete en expliciete competenties, kwaliteiten en vaardigheden
van mensen emstig onderbenut warden.

Gedurende mijn dertigjarige internationale loopbaan in een multi-
nationale onderneming werd deze overtuiging bevestigd in de verschil-
lende bedrijfsactiviteiten die ik ontmoette. Zowel bil ons zelf als bij lev-
eranciers en klanten in een grote varieteit van geografische omgevingen
en culturen.

Het fenomeen, het dilemma en de uitdaging werden me al snel duide-
lijk. Want als om het bereiken van iedere vorm van bevrediging of suc-
ces in het leven van de mens ons maar een medium of middel ter
beschikking staat, De Afens, waarom zou je deze dan onderbenutten in
onder andere bedrijfsorganisaties.

Dat bracht me voortdurend aan het denken over wat een organisatie
doet met mensen en wat mensen doen met een organisatie. Ofwel, wat
de existentiele rol van organisatie is.

Gedurende al die dertig jaar van leiding geven aan zeer verschillende

ondernemingsactiviteiten, meestal in de rol van general manager van
een business unit/divisie of landenorganisatie, in een voortdurend pro-
ces van experimenteren, oorzaak en gevolg analyses en overdenkingen
en bewust en onbewust leren, alles rond het fenomeen van onderbenut-
ting, ontwikkelde ik aanvankelijk intuTtief en later meer gerationaliseerd
een persoonlijk visie en filosofie en een daarop gebaseerde praktijk aan-
pak om onderbenutting te bestrijden.

Een leidend thema daarbij is:

Wij organiseren om gewone mensen in daad te stellen buitengewone
dingen te doen en te realiseren en niet om buitengewone mensen ge-
wone dingen te laten doen en te realiseren.

Het woord "gewoon" 1110el hier metaforisch beschouwd worden, onidat
alle gewone mensen die ik ontmoette overal ter wereld, buitengewoon
bleken te zijn, op basis ;'an hun te vaak verscholen competenties, kwa-
liteiten en vaardigheden.

Dit boek is geschre, en door een reflectieve praktijknian, over de ontwik-
kelingen en toepassingen r'an reflectief handelen en werken.
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De prikkel daartoe, het motief en de essentie daarvan laten zich het best
illustreren door een beleidsmotief, zoals we dat met alle 2000 medewer-
kers in de Filippijnen bespraken en adopteerden (Zie hoofdstuk 7, De
Filippijnse case story, 1984-1988).

Wij zijn hier met 2000 employees. Dat betekent 2000 complete
hersenen. De ene is meer academisch geoefend dan de andere, maar
gemiddeld genomen worden ze ernstig onderbenut.
Stel je  een  situatie  voorivaarbij  we  tezamen  in  staat  zouden  zijn,  om  de
volledige creatieve en productieve krachten van deze 2000 hersenen in
een ge„enste richting te mobiliseren en te bundelen.
Dit zou zo'n explosie geven van creatieve en productieve energie, dat we
de concurrentie zouden wegvagen en dat wij de leiders zouden zijn in
onze markten.

Dit is in feite ook de ziel van de toegepaste TQM-methodieken en
systemen, toegepast in de verschillende case stories in dit boek Met een
absolute focus op mens gedreven processen, waarbij het stimuleren van
psychologisch eigendom bij de betrokkenen, de sleutel bleek te zijn om
continuiteit van succes creatie te waarborgen.

Na zorgvuldige overwegingen is besloten om dit boek in drie stappen te
schrijven. Allereerst een beschrijving van de filosofische basis (Hoofd-
stuk   1 -5). Daarna de beschrijking  van een aantal werkelijke onderne-
mingsgeschiedenissen (de case stories) in verschillende culturen als il-
lustratie van de leer- en ervaringsoingeving waaruit het eerste deel is
ontstaan. Tenslotte, een dialoog met relevante auteurs, in de vorm van
referenties en reflecties, verspreid door het boek.

De Filosofische Basis.
Hoofdstuk 1 tot en met 5.

AIs mensen en alleen mensen het mediurn vormen dat we hebben om
bevrediging en succes te creeren, dan vereisen de volgende onderwer-
pen aandacht en een expliciete visie en filosofie.

Een Visie op de Mens.
Hoofdstuk 1.

Gebaseerd op een samenhangend model betreffende de menselijke
existentiale behoeftes en relaties, de mens als cultuurwezen (zich on-
derscheidend  van,  maar nog steeds verbonden  met het natuurwezen),
met de unieke kwaliteit om betekenis te scheppen door middel van
dialoog en deze te symboliseren in woorden etc. beschrijf ik wat ik heb
geleerd en de conclusies die ik daaruit getrokken heb.

•    De mens als individu is een abstractie. De mens bestaat als resultaat
van de relaties met andere mensen. Het individualisme in de mens

XII
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kan alleen bestaan vanwege anderen. Individualisme en collectivis-
me zijn twee zijden van dezelfde munt.

• Een zeer belangrijk deel van de menselijke existentiele behoeftes zijn
invanabel in de gehele mensheid. Namelijk de basis behoeftes (voe-
ding, bescherming, etc.) en de fundamentele behoeftes (existentiele
bevestiging  en het cretren  en veilig stellen  van een toekomst).  Ech-
ter behoeftes, die ontstaan uit concrete motieven zijn zeer variabel.

•  De dialoog openbaart zich als een uniek middel om betekenis te
ontwikkelen en deze te symboliseren met woorden. Dit leidt tot het
ontstaan van gemeenschappelijke en met elkaar gedeelde betekenis-
sen,  reden  en doel (zingeving), van waaruit tastbare doelstellingen
worden afgeleid. Dialoog vereist compassie, gevoed door een emoti-
onele solidariteit vanwege de invariabele menselijke behoeftes.

• Weten heeft twee hoofd dimensies. Weten door meten en weten
door te begrijpen. Staat het object of de mens in middelpunt van de
aandacht? Wat is de drijfveer voor menselijke relaties, de compassie
of de functionele, nutsvergelijking. Ik besta omdat ik relaties
onderhoud met anderen! De emotionele mens is de drijfveer voor de
rationele mens.

•   Een differentiatie wordt gemaakt tussen de kwaliteit van het bestaan
en die van het leven. De eerste is verbonden met basis behoeftes en
een deel van de fundamentele behoeftes, de tweede is verbonden
met de fundamentele behoeftes en concrete motieven.

Mensen en Organisatie.
Hoofdstuk 2.

Het begrip organisatie betreft relaties. Iedere menselijke relatie heeft
existentiele oorzaak, betekenis en doel. Het bestaan en het leven, uitten
zich en manifesteren zich in relaties, Wat wensen mensen te vinden in
een bedrijfsorganisatie? Als relaties existentieel zijn, dan is dus organi-
satie existentieel of in andere woorden, is het dringend gewenst, dat or-
ganisatie zich verbindt met het gehele spectrum van menselijke
existentiele behoeftes.

Rond deze themas en vragen, worden beschouwingen en modellen
beschreven gericht op de "zin" en "onzin" van organisatie, in relatie met
de potenties en krachten om bevrediging en succes te creeren.

Enkele conclusies:

• Menselijke relaties hebben behoefte aan intieme (exclusieve) bete-
kenissen en variaties daarop, die het gevoel van het sociaal erbij ho-
ren met een daarmee verbonden bevredigende sociale identiteit,
symboliseren. Deze intieme betekenissen tezamen vormen een
groeps- of relatie cultuur, die zijn relatieve sociale exclusiviteit zal
verdedigen en beschermen.

• Wederzijds bevredigende menselijke relaties in bedrijfsorganisaties
kunnen niet op eenvoudige wilze kunstmatig en zuher functioneel
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worden geconstrueerd (ge-engineered). Zowel de emotionele mens
als de rationele mens, moeten zich op een gebalanceerde  jze gea-
dresseerd voelen. Het weten door middel van begrijpen of de emoti-

onele wens om een conceptueel idee te bevestigen of te exploreren,
blijft de bron voor het weten door middel van meten.
De relaties moeten gebaseerd zijn en blijven op de dialoog om naar
de wens van alle betrokkenen, betekenissen te kunnen bewaren,
ontwikkelen en vernieurven in continuiteit.

•     De organisatie is het gevolg of resultaat van betekenis, doel en zinge-
ving. Organisatie kan niet het beginpunt zijn.

Belangrijke obstakels en condities voor succes:

• Historische organisatie modellen zoals kerk, leger en staat.
• "Double Trouble" en de verspilling van arbeid en materiaal.

Hier staat de vertrouwenskwestie centraal, verbonden met een visie
op de mens.

• Aangeleerde raardigheden en de onbalans daartussen, ten opzichte
s'an alle menselijke behoeftes.

• Competitie lussen onderwerpen waan oor ber·rediging wordt
nagestreefd: klanten. employees, superieuren (bazen),

aandeelhouders en andere belanghebbenden.
• Een cohesiemodel wordt geconstrueerd, waarin de dynamische

relaties in de verschillende richtingen worden geillustreerd tussen
een visie op de mens, de rationele en de emotionele mens, de drie
existentiale behoeftes en relatie domeinen, functionele vaar-
digheden - vaardigheden om aan mensen leiding te geven -
bedrijfsketen vaardigheden en de succes creerende mens.
Een belangrijke conclusie is hier (weer), dat het sociaal erbij horen
met de daarbij bevredigende sociale identiteit, de drijfveer is voor het
functioneel erbij horen en de daarbij bevredigende functionele idell-
titeit.

• Een Convergentle en Di\'ergentie model wordt geconstrueerd.
waarin met elkaar worden verbonden: de existentiele menselijke be-
hoeftes niet de z·erschillende mogelijke gedragsstimuli vanuit een
organisatie, waarin de mens of het object centraal staat, gedrag
gericht  op het technisch functioneren. met de krachten ontketend
door "Wat is goed voor mij?", ten opzichte van de krachten
ontketend door "Wat is goed i·oor de onderneming?"
Al deze verschillende stilnuli eli la·achteii kutinen leiden tot
Divergentie (existentiele frustratie, negatieve stress en de
vernietiging van energie) of Convergentie (existentiele bevrediging,
positiere stress en het genereren van energie).

•  De kern doelstellingen van de case-stories (de casuistiek) worden
gedefinieerd. Namelijk het rei·dubbelen ran de bedrijfsresultaten als
maat r oor klanten te„·edenheid en het halz·eren van het absenteis-
me. als maat \·oor de ter·redeiiheid van de niedewerkers, iii een peri-
ode \an 18 tot 24 maanden. met in principe dezelfde groep mensen.
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Cultuur, Rituelen, Gedrag en de Onderneming.
Hoofdstuk 3.

Betekenissen en zingevingen stapelen zich op en verbinden zich in de
loop van de tijd en uitten zich gezamenlijk als cultuur.
Cultuur is tegelijkertijd een voonvaarde en een maiiifestatie van het
menselijk bestaan. Cultuur is existentieel en bestaat sinds het natuur-
wezen zich evolueerde naar het cultuurwezeii.

In dit hoofdstuk komen de volgende onderwerpen en conclusies aan de
orde:

•  Een model wordt geconstrueerd ten aanzien van hoe cultuur zich
kan ontwikkeleii, langs twee onverbrekelijk met elkaar verbonden
wegen, naar:
Een sociaal-biologische cultuur, geworteld iii de menselijke basis
behoeftes en fundamentele behoeftes, de biologische/functionele
relaties en de sociale relaties en
Een sociaal-spirituele cultuur, geworteld in de menselijke
fundamentele behoeftes en de concrete motieven. de sociale relaties
en de spirituele relaties.
De elementen uit de eerste kunnen gemeten worden in tijd en
ruimte, kunnen waargenomen worden en op basis van standaarden
worden vergeleken. De elementen uit de tweede kunnen slechts
ontdekt en waargenomen worden, door middel van een met compas-
sie gedreven dialogisch proces van sociale deconstructie en recon-
structie.

• Cultuur is een voorwaarde voor het bestaan en het leven en
culturele diversiteit is een voorwaarde voor de continuiteit  van  hen.

•  Zonder een sterke sociaal-spirituele cultuur wordt een organisatie
nooit een lerende organisatie, want de essentiele motivatie komt uit
het sociaal erbij horen   en de daarbij horende identiteit.   Een
ondernemingscultuur zal, in mijn mening, allereerst mens gericht
dient te zijn en voortdurend moet streven naar convergentie.

• "Lifestyle" wordt hier niet beschouwd als cultuur, maar als een
commerciele creatie.

•   Het ritueel is een non-verbale en/of een symbolisch verbale expres-
sie, die unieke intieme betekenissen beschermt in een relatie of
groepscultuur.

•   De non-verbale communicatie in het algemeen draagt in sterke mate
bij aan de betekenis, die gegeven wordt, aan de verbale communica-
tie. De gepercipieerde overeenkomsten of tegenstrijdigheden tussen
beiden, bepalen in zeer sterke mate of er een positieve of een nega-
tieve stimulus is voor een betekenisvolle reactie en gedrag. "Walk
the talk"??
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Sociale Deconstructie en Reconstructie.
Hoofdstuk 4.

Een grote multinationale onderneming herbergt onvermijdelijk een zeer
groot aantal culturen. Hetzelfde is waar voor een ondernemingsactiviteit
in een gegeven lokale, regionale of mondiale markt. Zie de casuistiek.
Om succes te realiseren moeten veel verschillende culturen met elkaar
verbonden worden, oni een gemeenschappelijk sociaal erbij horen te
verwezenlijken. Het proces om dat te bereiken wordt hier beschreven als
sociale deconstructie en reconstructie, gevoed door begrip en emotie
voor de invariabele existentiele behoeftes, die we allemaal delen.

Enkele overwegingen en conclusies:

• Sociaal constructionisme, Dit is hier een dialogisch en tranformatief
proces, gevoed door compassie om een gemeenschappelijke beteke-
nis - basis of fundament te creJren, gebaseerd op de menselijke in-
variabele behoeftes, waarop culturele diversiteit kan coexisteren en
gedijen.

• Sociaal constructionisme richt zich op het met respect en compassie
ontrafelen van elkaars unieke betekenis, aspecten en uitingen en de
geschiedenissen daarvan.

•    Als mensen voelen, dat cultuur bedreigd wordt of verloren dreigt te
gaan vanwege globalisering of een multinationale gedragsstandaardi-
satie, komen er zeer sterke angst-emoties vrij, die vaak leiden tot
agressief beschermend gedrag en/of zinloos ritueel gedrag en dus di-
vergentie (Zie hoofdstuk 2).

• Sociaal constructionisme, zoals het wordt beschreven, is tot mijn
\'olle overtuiging een absolute voorwaarde om het zeer ruke en over-
vloedige reservoir van kennis en ervaring in mensen te bereiken, te
openen en met elkaar te verbinden.

Implicaties voor Leiderschap.
Hoofdstuk 5.

In dit hoofdstuk worden de resultaten en conclusies uit de vorige vier
hoofdstukken bijeen gebracht, gericht op de implicaties voor leider-
schap. Daarbij is het goed om het begrip implicaties ook zeker als uitda-
gingen te lezen. De uitdaging voor het leiderschap is, het vinden en se-
lecteren van de passende gedragsstimuli, om wederzijds succes en te-
vredenheid te realiseren, in een onvermijdelijke multiculturele omge-
ving, zowel intern als extern. Of in andere woorden, hoe kun je gemeen-
schappelijke betekenissen en doelstellingen (zingeving) ontwikkelen en
le\·end houden, met het doel om in een gezamenlijk gewenste richting,
alle menselijke competenties, kwaliteiten en z·aardigheden, naar het op-
per\·lak te halen en te bundelen.

XVI



Like People

Enkele onderwerpen en conclusie:

• Een onderscheid wordt gemaakt tussen leiderschap en manage-
ment. Management wordt gedefinieerd als de vaardigheid om pro-
cessen en ondersteunende systemen te ontwerpen oni de concrete

doelstellingen, die afgeleid zijn van de gemeenschappelijke betekenis
en doelstelling te realiseren.

• Leiderschap wordt beschouwd als geworteld in de vaardigheid om
aan mensen leiding te geven (people management skills) en de so-
cio-spirituele cultuur (visie, richtingsgevoel, betekenis en doel, zin-
geving).
De kern is hier; leidinggevende vaardigheden.

• Management wordt beschouwd als geworteld in de functionele vaar-
digheden (functional skills) en de socio-biologische Cultullr (gereed-
schappen, middelen, hierarchie, structuur).
De kern is hier, technologische en toepassingsvaardigheden.

•   Het doel is om beiden optimaal te combineren en te versmelten. om
goede leiders te maken van goede managers.

• Leiderschap behoeft in haar directe omgeving uitdagers met com-
passie om het dynamisch leer en transformatieproces aan de top van
de organisatie dynamisch en levend te houden en door daar het "out
of the box" denken te laten demonstreren.

• Geaccepteerd leiderschap behoeft een respect voor haar kennis en
kunde in bepaalde professionele gebieden, maar uiteindelijk zijn het
de menselijke kwaliteiten en vaardigheden, die de drijfveren zijn
voor succes.

•   Een hoog niveau van absenteisme moet beschouwd worden als een
stem van gebrek aan vertrouwen in de cultuur en uitvoering van het
leiderschap. Het is een uiting van frustrerende onbalans tussen de
adresseringen van de emotionele en de rationele mens.

• Wanneer compassie in het leiderschap voortdurend wordt herkend,
gerespecteerd en gewaardeerd, dan kan de functionele mens in het
leiderschap volledig  en  succesvol tot uiting komen. Buitengewone
doelstellingen kunnen worden vastgesteld en gerealiseerd worden
door "gewone" mensen.

•  Een model is geconstrueerd om de verbinding te laten zien tussen
de existentiele behoeftes en relaties, de kwaliteit van bestaan en het
leven, met een definitie van leiderschap.

"Het erkennen en respecteren van alle drie existentiele menselijke
behoeftes in hun dynainische relaties met elkaar, door middel van
dialoog en sociaal constructionisme met compassie, met het doel de
juiste gedragsstimuh te vinden en te adresseren, ten einde alle
relaties en de realisering van het succes te optimaliseren zoajs dat
door alle betrokkenen wordt en,aren en geviei·d"

De conclusie kan nu zijn, dat het een kwestie is van compassie en
functionele vergelijking, van de rationele mens en de emotionele
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mens en van de 'harde" en de  'zachte" onderwerpen, tezamen en in
balans met elkaar.

De CasuYstiek. de "Case Stories".
Hoofstuk 6 - 10.

We komen nu aan de bron van dit boek. De levenslessen en praktijk er-
,·aringen, de experimenten en resultaten, alles vastgelegd in ,·ele per-
soonlijke notities, werk- en beleidsdocumenten, verslagen en rapporten
en beschouwingen van buitenaf, door de pers en enkele deskundigen,
verzameld en bewaard.
Mijn loopbaan bestaat ruwweg uit een dozijn business cases. Daaruit
heb ik er vier gekozen, die uitgebreid gedocumenteerd zijn. Deze vier
beschrijven zeer vet·schillende ondernemingsactiviteiten (produkt-markt
combinaties) in vier zeer , erschillende landen of regios en in zeer r'er-

schillende culturen, in de periode 1984 - 2001.

De ambitie in de case stories is steeds dezelfde. Kort samengevat komt
het neer op de r·erdubbeling van de bedrijfsresultaten als maat voor
klanten tevredenheid en de halvering van absenteisme als maat voor de
tevredenheid :·an medewerkers, in een periode van 18 - 24 maanden,
met in principe dezelfde groep mensen. Deze ambitie wordt in de tekst
gesymboliseerd met: x2 / :2.

Introductie tot de CasuYstiek.
Hoofdstuk 6.

Ik heb in de engelse tekst bewust gekozen voor het woord "case story" in
plaats van "case analysis". Case story laat meer ruimte voor dialoog over
de essentie \ an de drijfveren, de stimuli en emoties van mensen in de
gegeven cultuur en tijd ruimte. waarin de beschreven ervaring plaats-
Tond.
De oorzaak en gevolg relatie tussen de case stories en het eerste deel
van dit boek (hoofdstuk 1 - 5) wordt niet bewezen volgens de wetten
van de natuurwetenschappen, maar wordt door de schrijver overgelaten
aan de overtuigingskracht van de totale inhoud van dit boek.
De case stories kunnen en worden niet gedifferentieerd naar de meer of
mindere dominante invloed van de onderwerpen uit het eerste deel van
dit boek. Alle onderwerpen spelen steeds in hechte organische
samenhang hun rol in alle vier de case stories. De belangrijkste les voor
mij is, dat zij gezamenlijk ertoe hebben geleid dat de ambitie (x 2 /  2)
gerealiseerd werd. sneller dan wij zelf en anderen geloofden.

XVIll



Like People

De Filippijnse Case Story. 1984 - 1988.
Hoofdstuk 7.

Het betreft hier een nationale en regionale ondernemingsactiviteit met
vrijwel alle producten en diensten van alle product divisies van de moe-
der onderneming. Van consumenten goederen en elektronische compo-
nenten (Integrated Circuits - ICs) tot hightech professionele apparatuur
en ICT. Industriele activiteiten betreffen consumentenelektronica, lam-
pen en het assembleren van ICs.

Een teruglopende economie, voortdurende politieke en sociale onrust.
nieuwe concurrenten uit Japan/Korea/China/Taiwan en de revolutie in
1986 waarbij president Ferdinand Marcos werd verdreven, bepalen de
omgeving waarin deze case story zich ontwikkelde.

Gedurende circa 4-6 maanden ontwikkelde zich een diepgaande dialoog
tussen allen, ten aanzien van de geschiedenis. het zelfbeeld en de ambi-
ties. hoe het tij te keren in een tegenwerkende economische en politieke
omgeving en vooral hoe onze eigen trotse toekomst te creiaren met "out
of the box" ideeell.  Psychologisch  eigendoin voor de toekomst ontwik-
kelde zich en de sleutel voor een zinvolle TQM-toepassing lag klaar.

Gaandeweg ontdekten en openbaarden alle mensen in de organisatie
hun ongelooflijke competenties, kwaliteiten en vaardigheden en adop-
teerden de x2 / :2 uitdaging voor de volgende 6 jaar.
Deze ambitie werd gerealiseerd in ruim 2 jaar, van waaruit zo'n zelfver-
trouwen zich ontwikkelde, dat zij zelf deze ambitie nogmaals opnamen
in hun plannen, voor de daaropvolgende 3 jaar.

Ik verliet de organisatie, tegen het einde van  1988 en liet een zich zelf
voortstuwende organische organisatie achter.

De Nederlandse Case Story. 1992-1996.
Hoofdstuk 8.

Het betreft hier een mondiale hightech kapitaalsgoederen onderne-
mingsactiviteit gericht op industriele klanten, die zeer grote volumes
van geminiaturiseerde elektronica produceren met extreem hoge kwa-
liteits- en nauwkeurigheidseisen. Deze activiteit was letterlijk failliet.
Op hetzelfde moment, was de gehele moederonderneming bedreigd in
haar bestaan en daarom betrokken in een dramatisch en diepgaarid
herstructurerings- en reorganisatieproces.
Vanwege de diep gewortelde relaties met de Amerikaanse auto (elektro-
nica) industrie en de gevreesde grote schade claims indien we de
acti,iteit zouden stoppen, hetgeen de moederonderneming zich niet kon
permitteren, moest deze actiziteit snel en succesr·01 gerecreaerd wor-

den, zonder externe financiele steun.
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Ik werd gefeliciteerd en gecondoleerd door mijn collegae. Was dit "mis-
sion impossible"?

Gebruikmakend van dezelfde ingredienten mix, als in de Filippijnse case
story, aangepast aan de vigerende culturele omgevingen, herhaalde het
proces zich (x2 / :2).
Bedrijfsresultaten als IFO, RONA, Cash Flow, etc. bereikten zeer goede
niveaus in ruim twee jaar en verbeterden zich daarna met grote snel-
heid. Absenteisme werd gehalveerd.
Weer ontdekten alle meiisen hun ongebruikte en aanvankelijk onderge-
waardeerde talenten en kundigheden en brachten deze boven tafel op
een gebundelde (visie en TQM) manier.

Iedereen ervoer de trotse emotie dat de "underdogs" van de "mission
impossible" "upperdogs" waren geworden.

De India Case Story. 1996 - 1998.
Hoofdstuk 9.

Deze case story is een heel ander verhaal. Niet ten aanzien van de
waarden en de resultaten van de toegepaste ingrediinten uit het eerste
deel van dit boek, maar vanwege een Convergentie - Divergentie cala-
miteit, als gevolg van de gedwongen implementatie van een cultuur-
vreemd (alien) mondiaal besturingsmodel; de corporate governance.

Er volgde een onvermijdelijke botsing tussen culturen, welke het prille
proces van convergentie en sterke resultaten verbetering doorbrak. De
samenhang werd versplinterd en er ontstond stammenstrijd, tussen de
individuele ondernemingsactiviteiten, gevoed door een extern mondiaal
versnipperd leiderschap.

Het leiden van een onderneming in India is als het leiden van een con-
tinentale multinationale onderneming. Culturen, talen, sociale etiquet-
te, etc. verschillen van het noorden naar het zuiden en van het oosten
naar het westen, als Zweden en Spanje en Duitsland en Griekenland.

Deze case story vind ik essentieel. Want het toont aan dat succes en fa-
len en dat convergentie en divergentie beide geworteld zijn in dezelfde
filosofie, als uit het eerste deel van dit boek.

De Post-Moderniteit. De eBusiness Case Story.
Hoofdstuk 10.

Deze case story gaat niet over succes of falen. Het is meer een beschrij-
ving, hoe een veelvoud van krachten. voortkomende uit ambities, hypes
en mythes rond een als nieuw (maar niet zo'n nieuwe) gepositioneerde
technologie, alle bedrijfsactiriteiten en de relaties daarbinnen in een
heftige turbulentie brachten.
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Om in deze turbulentie een vorm van controle te bewaren werden en-
kele mythes tot dogma verheven. Medewerkers werden soms binair ge-
classificeerd als behorende tot de oude of de nieuwe economie.
Dit alles resulteerde in onrust en existentiele opschudding.

Het is een verhaal over een kleine groep mensen met de taak om de
eBusiness ontwikkelingen in de mondiale moederonderneming te on-
dersteunen. De kern van dit verhaal wordt gevormd door twee vragen:
"Waar hebben we het over" of"Wat is de essentie" en
"Welke gedragseffecten heeft eBusiness".

Dit werk bood me een uitstekende gelegenheid om nieuwe vragen te
stellen en te overwegen, wat ik in het eerste deel van dit boek geschre-
ven heb.

•   Ervaren we een industriele revolutie? En wat is dat?
•  Is de relatie tussen product en klant veranderd? Van vriend tot

vreemde?
•    Wat is het effect van mondialisering?
•  Hoe verandert de distributie van macht in relationele ketens als de

distributie van informatie verandert?
•   Zijn internet gefaciliteerde relaties existentieel?
• Is het eBusiness fenomeen een technologische of een

gedragsrevolutie?
•    Zijn de door mij ontwikkelde modellen nog van waarde?

Cohesiemodel Hoofdstuk 2
Convergentie- Divergentiemodel Hoofdstuk 2
Cultuurmodel Hoofdstuk 3
Sociaal constructiemodel Hoofdstuk 4
Leiderschapsmodel Hoofdstuk 5

Uiteindelijk hoop ik dat dit boek een persoonlijke hypothese illustreert
die ik gedurende vele jaren als leidraad had.

Zoals de mogelijkheden van het mensehjk brein en intelligentie, nietig
zijn in het licht van de wetten en krachten van de natuur en het univer-
sum, zo nietig is het effect van kunstmatige gedragsbeinvloeding en ma-
nipulatie, in het licht van het menselijk streven naar bevrediging van de
basis behoeftes, de fundamentele behoeftes en de concrete motieven.
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Summary

Already at an early age. during army senice and during my university
years. whilst working in a variety ofjobs, a strong (still) intuitive con ic-
tion settled in my mind that many organizations under-utihze the ex-
plicit and implicit capabilities, qualities and skills of their employees.
During my international business career of over 30 years, this intuitive
conviction was confirmed in reality, across a wide variety of businesses
and cultures.

The dilemma and challenge quickly became very clear. When the only
means at our disposal to create satisfaction results and success is people
and only people, why do business organizations under-utilize people?
And, along with this. comes the question, what do people do to organiza-
tions and what do organizations do to people?

During a continuous process of experimenting, reflecting and learning
while nianaging many different business activities. principally around
the subject of under-utilization. its causes and how to eliminate them, I
de\eloped a personal philosophy and some practical approaches. My
theme was -

"We organize to make ordinary people do extraordinary things, not to
make extraordinary people do ordinary things".

This is a book of a reflective practitioner and about the development and
application of reflective practices over many years.

The stimulus, motive and essence of approach can be best expressed in
the following common and shared statement in the Philippine business
organization (See Chapter 7) of 1985.

We have 2000 employees. That means 2000 sets of brains. Some are
better trained than others. But, on average they are seriously under-
utilized.
Imagine a situation,#'here ive #·ould be able on all levels to mobilize, ac-
tivate and focus the full creati;e and producti,·e poz,·er of these 2000
brains  in  a  pre-determined  direction.
This will lead to such an explosion of productive and creative energy
that,ve would z,lpe out the competition and be the business leader.

In fact this also expresses very well the approach to TQM methodologies
applied in the various businesses, as an absolute people-centric process
where psychological ownership proved to be the key to sustainable suc-
cess.

After careful consideration it was decided to ivrite this book in 3 steps.
First to describe a philosophical foundation. second to illustrate the en-
zironments of learning in 4 real international case stories and third to
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dialogue with relevant chosen authors and their writings, the refer-
ences.

The Philosophical Foundation.
Chapters 1-5

When people and only people are the only means at our disposal to cre-
ate success and satisfaction, the following subjects require attention and
an explicit vision and philosophy.

A Vision on Man.
Chapter 1

Based upon a model of human existential needs and relationships, man
as culture being, distinct from but still related to the nature being, with
his unique quality to create meaning by means of dialogue and commu-
nication, leanings are described and conclusions are drawn by the au-
thor

•  Man, as a human individual becomes an abstraction, because man
exists as a result of relationships with other humans. Man's indi-
vidualism can only exist because of others. Individualisni and collec-
tivism  are two sides  of the  same  coin.

•    An important part of human existential needs, basic necessities and
fundamental needs (existential confirmation and the need to create
and secure a desired future) are invariable across mankind. Needs
created by concrete motives are very variable.

• Dialogue emerges as the key process we have at our disposal to de-
velop meaning, leading to the creation of a common and shared
meaning and purpose, from which concrete objectives are derived.
Dialogue requires compassion. Compassion activates many behav-
ioral stimuli towards a common and shared goal.

•   To measure is to know or (and/or) to understand is to know. People
centricity or object/subject centricity. Compassion or comparison to
feed relationships.   I  relate  thus  1  exist!   The  emotional  man  drives

the rational man.

People and Organization.
Chapter 2

Organization is about relationships. Each human relationship has a
cause, meaning and purpose. Existence and life are expressed and
manifested in relationships. What do people seek in a business organiza-
tion? When relationships are existential, organization is existential or
has to address human existential needs.
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Around these themes and issues, considerations and models are de-
scribed regarding the "sense" and "nonsense" of organization in view of
success-creating forces and potentials.

Some conclusions:

• Human relationships require intimate meanings and meaning varia-
lions. allowing and feeding social belonging and identity. These in-
timacies of meanings create a group culture, which for the purpose
of social belonging and identity is defended and protected.

• Human relationships (in business organizations) cannot just be "en-
gineered" Both the emotional and the rational man have to be ad-
dressed in a balanced and hai·monious way. To understand is to
know feeds to measure is to know. Relationships have to remain dia-
logical in nature to maintain, renew and develop meaning as re-
quired and desired by all concerned.

•  Organization is a consequence of meaning and purpose, not the
starting point.

Iniportant barriers to success and drivers to success:

• Historical organization niodels. Church, army and state.
•   Double trouble and waste in labor and material. Principally the trust

1.sstle related to a vision on man.
•   Skills and skills mismatch
•  Competing subjects of satisfaction: Customer. employees, bosses,

shareholders and other stakeholders.
•  A cohesion model is made, linking dynamically and multidirection-

ally: Vision on man, the rational and emotional man. the three exis-
tential needs and relationships, functional people management,
cross-boundary skills and vision on the successful man. An impor-
tant conclusion here is that social belonging and identity feeds pro-
fessional belonging and identity.

•   A convergence and divergence model is constructed, linking existen-
tial needs Kith organizational behavior drivers, either people-centric,
or object-centric. Either behazior-centric or engineering-centric. Ei-
ther "what's good for me" or "what's good for the company" centric,
etc, Leading towards divergence (existential dissatisfaction, negative
stress and energy destruction), or towards convergence (existential
satisfaction. positi\'e stress and energy creation).

•    The simplified objectives of the business case stories emerge. Double
the results, as a measure of customer satisfaction and halve absen-
teeism, as a measure of employee satisfaction, within 18-24 months,
with basically the same population.
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Culture, Rituals, Behavior and the Company.
Chapter 3

Meanings accumulate and create cultures. Culture is a condition and an
expression of human existence and life, simultaneously. Culture is exis-
tential and exists since the nature being evolved into the culture being.
In this chapter we find:

•    A personal model of how culture develops in two closely interlinked
parts. The socio-biological culture, rooted in basic necessities and
fundamental needs, biological/functional relationships and social re-
lationships and the socio-spiritual culture. rooted in fundamental
needs and concrete motives and in social relations and spiritual rela-
tions.
The first can be measured in time and space and can be observed
and compared, the second cannot be measured in time and space
and needs to be discovered compassionately, through a dialogical
process of social deconstruction and reconstruction.

•    Culture is a condition of life and cultural diversity is a condition for
its continuity.

• Without strong socio-spiritual culture an organization will never be-
come a learning organization, because this requires a strong social
belonging and identity of all concerned. 1n my view, a company cul-
ture  should be people-centric, aiming at convergence (Chapter 2).

•  Lifestyle here is not considered to be culture but a commercial in-
vention or tool.

•   The ritual is the non-verbal and symbolic verbal communication ex-
pressing and protecting unique intimate meanings in a relationship
or group culture.

• Non-verbal communication carries meaning to verbal communica-
tion, A match or mismatch between them determines a positive or a
negative stimulus for meaningful reaction and behavior.

Social Deconstruction and Reconstruction.
Chapter 4

A large multinational company unavoidably harbors a large number of
cultures. The same is valid for each business in a given local, regional or
global market. To achieve success cultures have to be connected, mainly
iii the socio-spiritual domain to realize a shared feeling of social belong-
ing and identity (to feed professional belonging and identity). The pi·oc-
ess to do this is described as social deconstruction and reconstruction.
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Conclusions:

• Social constructionism. A dialogical, compassionate and transform-
ing process to create a common and shared meaning foundation
(based upon the in\·ariable human existential needs) on which cul-
tural diversity can flourish and co-exist.

It aims at unraveling compassionately and respectfully each other's
unique aspects of meaning, its histories and all its manifestations. it
aims to explore and discover mutually shared existential meanings and
common and shared invariable needs. To create additional common and
shared symbols. expressions and histories. and to consolidate and ex-
press these stimulating discoveries.

•  Loss of culture as perceived and felt, by globalization or multina-
tional behavioral "standardization", creates very strong emotions of
threat and fear leading often to aggressive protective behavior and/or
senseless ritual behavior and/or divergence (Chapter 2).

•  Deconstruction and reconstruction as described is an absolute re-
quirenient to reach and connect   with the abundant resen oir   of
knowledge and experience in people in the organization.
They know intuitir ely/emotionally and rationally/professionally, im-
plicitly and explicitly the causes. the reasons and the solutions with
regard to mal-functioning or dissatisfying relationships in the or-
ganization.

Implications for Leadership.
Chapter 5

Described in this chapter are the consequences of the previous 4 chap-
ters for leadership. Implications also mean challenge.

The challenge to leadership is how to find and select the right behav-
ioral stimuli for mutual success and satisfaction creation in an unavoid-
ably multi-cultural internal and external environment.  Or.  how to de-
velop, create and maintain common and shared meaning and purpose,
releasing and powering the optimal expression and utilization of all hu-
man qualities and capabilities in a common and shared (desired) direc-
tion.

Some issues and conclusions:

•  A distinction is made between leadership and management. Man-
agement is defined as a skill to design processes and support systems
to realize the concrete objecti,es derived from meaning and pur-
pose. Leadership is considered to be rooted in people management
skills, socio-spiritual culture (vision, sense of direction, meaning and
purpose, etc.). Management is considered to be rooted in functional
skills and the socio-biological culture (tools, systems. efficiency, etc.)
The aim is to match and combine both. To make good leaders of
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good managers. To match and optimize simultaneously both people
management skills and technological/application skills. Leadership
needs compassionate challengers in its inner circle, to ensure dy-
namic learning at the top and to demonstrate real "out of the box"
thinking and acting.

• Leadership requires respect for its expertise in certain professional
qualities but at the end of the day it is it its humane qualities that
create success.

•    A high level of absenteeism is a vote of non-confidence in the lead-
ership. It expresses disharmony between the employee's emotional
and rational man.

•  When the emotional compassionate man in the leadership is con-
tinuously recognized, respected and cared for, then the ra-
tional/functional man in the leadership can be expressed and exer-
cised fully and successfully. Extraordinan· targets can be set and re-
alized by 'ordinary people"

•  A model is constructed, linking existential needs and relationships
with quality of existence and quality of life, with the meaning of
leadership.

To recognize and respect all three needs and dynamic interrelation
by dialogue and compassionate social deconstruction and recon-
struction, with the objective to find and address the right stimuli, to
optimize all relationships and success creation, as experienced and
enjoyed by all concerned."

This chapter tries to integrate all of the first part of this book (Chap-
ter 1 - Chapter 5) into an approach to leadership and freeing it from
the decades of over-systemized, engineered. standardized or over-
rationalized models.

Isn't it a matter of compassion and comparison, the rational man
and the emotional man, the "hard" and the "soft" issues, being in-
terconnected and balanced?

The Case Stories.
Chapters 6 - 10

We come now to the essence of this book. The real-life experiences
and learning, the experiments and the reflection, the many personal
notes and writings of 30 years.  From the dozen business cases con-
stituting my career, I have chosen 4. which are extensively docu-
mented and cover 4 distinctly different businesses from 1984
through 2001, in 4 different countries/regions and cultures.
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Introduction to the Case Stories.
Chapter 6

I deliberately use the words case ston· instead of case anah,ses. Case
analvses suggest a hard fact-based reality or truth. Case story leaves

room for dialogue about the essence of' the driving forces and emo-
tions of people in a given (cultural) space and timeframe. The cause
and consequence relationship between the first and the second part
of the book is based upon persuasive evidence. The case stories can-
not be differentiated by characteristic prioritization of the elements
in the first part of the book. All elements played a role in all 4 cases.
They form a cohesive orgai,ic whole. The key lesson learned or the
miracle experienced is that in all four cases, the ambitions (remem-
ber: x2/:2, etc.) were realized beyond our own and others' expecta-
tions.

The Case Stories.
Chapters 7 - 10

The Philippine Case, 1984 -1988.
Chapter 7

A social/regional business, covering all products and product divi-
sions of the mother company. from fast-moving consumer goods up
to high-tech professional equipment and ITC. A declining economy,
continuous socio-political unrest, new competitors (Japan, Korea,
Taiwan, China, etc.) and a revolution. (1986, the ousting of Ferdi-
nand  Marcos.) The ambition  (x2,:2) was realized  in 3 years, instead
of the 5-6 years earlier "accepted" by the organization. People them-
selves discovered and revealed their incredible powers and set the
same ambitious targets again  for  1988- 1991.  I left towards the end of
1988, leaving a powerful self-propelling organic organization behind.

This experience taught me the values and results of the philosophies
in the first part of this book, though still noted and described then in
a rudimentarv form.

The Netherlands Case, 1992-1996.
Chapter 8

A global business in high-tech capital equipment and processes for
the high volume. miniaturized electronics industry. This business
was literally bankrupt.

The mother company was involved in a dramatic, far-reaching re-
structuiing and reorganization and could not afford the consequen-
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tial damages from stopping the business, because of its deeply rooted
relationship with the American car (electronics) industry. The busi-
ness had to be turned around quickly and successfully. By many it
was considered a mission impossible !

By using the same ingredients as in The Philippines, maybe mixed
differently within the cultural color scheme it happened again.  Peo-
ple rediscovered themselves in terms of the powers of their qualities
and capabilities. Within 3 years, the x2/:2 ambition was realized and
the underdog had become the upper dog.

The India Case, 1996-1998.
Chapter 9

This case story is different, not in terms of the values and results of
the applied ingredients, of the first part of this book, but because of a
convergence-divergence calamity, brought about by a forced intro-
duction of a new "alien" corporate governance and the culture clash
that followed with the consequent tribal retreat (See Chapter 2).

Running a business in India is like running a regional/continental
multinational. Cultures, languages, social behavior, etc. differ from
the North to the South and from the East to the West, like Sweden
differs from Spain and Germany from Greece.

This case story is important and revealing because it is about success
and failure, both rooted in the same philosophy as described in the
first half of this book.

Post Modernism Case Story, (The eBusiness Revolution)
1998-2001.
Chapter 10

This case story is not a success or failure story. But a description of
how a multitude of new forces, mainly driven by ideas, ambitions,
hypes, myths of a presumably, but not really, "new" technology
brought all businesses into turbulence. To regain control, some
myths and hypes were almost religiously adopted. Unrest. chaos and
existential turmoil were the result.

It is a story about a small group tasked to support globally the devel-
opment of the mother company into the new world of eBusiness. It
is a story about "what are we talking about, what is the essence of
the developments?" and "what are the behavioral phenomena
caused by eBusiness?"
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This case story I considered a perfect setting to reflect upon all that
was written before in the first part of this book, to pose some rele-
vant questions and to test and challenge the models developed.

•   Are we experiencing an industrial revolution? What is an industrial
revolution?

•   How did/does the relationship between person and product develop
or change? From friend to stranger?

•   How does it influence globalization processes and what are the ef-
fects?

•    What are the effects of changed communication patterns to the dis-
tribution of power iii relational chains?

•   Are web-enable relationships existential?
• Which culture schizophrenia and culture clashes do we see emerg-

ing?
•   Are we experiencing a technological or a behavioral revolution?
• In the existential turmoil experienced do the models developed

around

Cohesion Chapter 2
Convergence - divergence Chapter 2
Culture Chapter 3
Social constructionism Chapter 4
Existential needs and leadership Chapter 5

etc., make sense?

I hope that this book illustrates a personal hypothesis developed over the
Years:

"Like the lail s and powers of natur·e and  the unir'erse Mil al,rays dwarf
the capabilities of the human br·airi and hunian  intelligence, so will the
forces of the human quest for satisfaction of basic necessities, funda-
mental  needs and concrete motires dr,arf the porvers  of behavioral en-
gineering and  manipulation."
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Introduction and readers guide

Dear reader, what can you expect to encounter iii this book, and why
has it been written?

From an early age, during army service and university years, while work-
ing in a variety of odd jobs, a strong yet still intuitive conviction grew in-
side me. that many organizations under-utilize the explicit and implicit
qualities and capabilities and skills of people. Another intuitive convic-
tion grew inside me, which is that apparent miracles but actually very
human things can be achieved by eliminating some of the causes of this
perceived under-utilization.

During my international business career both convictions proved to be
quite plausible. However, the proof in terms of consequence or results
in a business economic sense is hard, the relationship with the cause,
the philosophy, is based upon persuasive evidence. To me, this convinc-
ing persuasive evidence developed bv a process of reflective learning, in
environments where I felt free to explicitly expose the reflective practi-
tioner in me. Gradually a theory and philosophy developed by learn-
ing/working and working/learning. What transpired was that I tried to
explicitly balance and connect the adopted and evolving theory and phi-
losophy (the espoused theory) with the execution of my job (the prac-
ticed theory) (Schan. 1988)

In that process, I asked myself many of' the questions, which are the ba-
sis for the first part of this book. the philosophical foundation or the es-
poused theory. The second part of the book reflects the real life experi-
ence in diverse businesses and culture or the practiced theory. The
third part of the book is a dialogical l'eflection with chosen references of
renowned authors in the field of social psychology. business manage-
ment and organization. These reflections are separately positioned froni
the text to allow unobstructed reading of the main story.

The central themes of this book are:

We organize to make ordinary people do extraordinary things. not to
make extraordinary people do ordinary things."

And (See The Philippine Case, Chapter 7, 1985).

"We hare 2000 employees. That means 2000 sets of brains. Some are
better trained than others. But, on average they are seriously under-
utilized. Imagine a situation where we would be able on all levels to mo-
bilize, activate and focus the full creative and productive power of these
2000 brains in  a pre-determined direction.  This will lead  to such an ex-
plosion of productive and creative energy that we would nipe out the
competition and be the business leader.-
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This book is in fact the testimony of the learning of a reflective practi-
tioner.

Part 1, Chapters 1  - 5

A philosophical foundation grown and developed from on the job experi-
ences and learning, trying to deal with the questions I asked myself re-
garding this phenomenon of under-utilization.

Chapter 1, A Vision on Man

Question:  When  the only means  at our disposal to achieve satisfaction
and success is people, shouldn't we think about man itself and develop
an explicit vision on man as a stimulus for meaningful dialogue and the
creation of meaningful relationships?

Issues and reflections described are:

•   Cartesianism. The nature being/culture being. "I think, I exist" or "I
relate, I exist.

• Meaning creation, dialogue, words.
•   Variable and invariable human existential needs.
• Meaning, purpose and sense.
•   Existence and life, existentialism.
•    He-man and she-man, territory care and nest care.
•      Communication and dialogue, the role of compassion.
•    Is to know based upon to measure or to understand or both?
•  Does the emotional man drive the rational man or the other way

around. Does emotion or reason drive behavior?

Chapter 2, People and Organization

Question: What is the sense and nonsense of organization considering
that organization is about (meaningful) relationships?

Issues and reflections are described concerning:

•  What relationships do we see between the culture being, the ra-
tional/emotional man, existential needs and relationships, skills, so-
cial belonging and identity and professional belonging and identity,
and the success-creating man?

• Performance barriers. Historical models, waste, "double trouble"
and the trust issue.

•   Convergence and divergence. "What's good for me" and /or "what's
good for the company" Object-centricity or people-centricity. Posi-
tive and negative stress. Energy creation and energy destruction.

•    Globalization and threats. Tribal retreat.
•    What do people seek in an organization?
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In short, what does organization do to people and what do people do to
organization ?

Chapter 3, Culture, Rituals, Behavior and the Company

Question: How can culture be defined? What does culture mean to
people in their quest for existential, relational satisfaction ?

Issues and reflections are described concerning:

•     Culture as an historic accumulation of meaning
•     The   "hard" (the socio-biological culture)   and   the "soft" (socio-

spiritual culture).
•  Culture is a condition for social belonging and identity (socializa-

tion).  Both lead to congruent behavior around common and shared
meaning and purpose.

•    Is lifestyle culture or a commercial construction?
• What culture does a learning organization require?
• Company cultures and leadership and what happens when cultures

clash.

Chapter 4, Social Deconstruction and Reconstruction

Question: How do we connect the unavoidable wide variety of cultures
within an organization and root it in a shared and common meaning
foundation upon which all can flourish co-existentially and produc-
tively?

Issues and reflections are described concerning:

•    How to unravel each other's layers of culture, respectfully and com-
passionately, to jointly reach the mutual invariable existential needs?
Trust and a vision on man?

•     Fear of losing culture and identity.
• Jargon protection and its obstructive consequences.
•   Compassion and solidarity.
• Compassion killers.

Chapter 5, Implications for Leadership

Question: What are the consequences of the preceding chapters for
leadership?  What does leadership do to people and what do people do
to leadership?

Issues and reflections are described concerning:

•    Does leadership require an explicit vision on man?
•     Are people management skills the competitive discriminator?
•    The humane qualities in leadership.
•    Does the learning organization start with a learning leadership?
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•  How do we differentiate between leadership and management and
how do we make good managers into good leaders?

•       Is absenteeism  a vote of non-confidence in the leadership (culture) ?
•   How is leadership rooted in human existential needs and relations,

the quest for quality of existence and life and fitting behavioral stim-
uli?

•    Is organization a consequence or a starting point?

Chapters 6 - 10, The Case Stories

Chapter 6, Introduction

In all the case stories the challenge accepted and adopted by people in
the organization was to double business economic results as a measure
of customer satisfaction and to halve absenteeism, as a measure of em-
ployee satisfaction. In all the case stories TQM methodologies played an
important role, but in each case people were allowed and stimulated to
transform the text books into their cultural symbols, values and priori-
ties. leading to psychological adoption and ownership, as their tool to
create and secure a desired future. Hence, creating a firm basis for con-
tinuity rather independent from the incumbent leadership.

The espoused theory in the first part of the book developed and grew in
the dozen of business experiences constituting my career. I chose 4
cases. because they are very diverse in terms of products and services,
time frame and cultures.

The "proof" of the values and relationship between the espoused and
the practiced theory is based upon persuasive evidence. However, the
business economic results in all cases are very hard in a material and an
immaterial sense. This can be seen in the economic results and the em-
ployee motivation in each case ston'.

Chapters  7 -  1 0, The Actual Case Stories

I like challenge, chaos and complexity because I know and feel that they
are created by man and can also be addressed and dealt with by man.

Chapter 7, The Philippine Case 1984-1988

A local/regional business, covering all product divisions of the mother
company. A declining economy, continuous socio-political unrest, a
revolution  iii  1986,  a  lot of new Asian competitors,  etc.,  and  a  low self-
image in view of the successes of the South East Asian Rim countries,
Within 3 years the organization completely renewed itself and realized
its ambitions (double results/halve absenteeism) and set the same tar-
gets for the next 3 years.
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Chapter 8, The Netherlands Case, 1992-1996

A global business in high-tech capital equipment and processes to
manufacture high volume miniaturized high precision electronics. A
bankrupt business in 1991. Deep-reaching relationships with the Ameri-
can car (electronics) industry made closure too expensive in a period
when the mother company was facing serious threats and massive prob-
lems. Within 3 years, all ambitions were realized and the "underdog"
became a proud "upper dog".

Chapter 9, The India Case 1996-1998

A continental multi-national business operation, covering all product
divisions of the mother company. A story of success and failure rooted in
the same espoused and practiced theory. An illustrative example of an
emerging convergence modng back to divergence (Chapter 2) by reason
of an external alien new corporate governance and its behavioral conse-
quences.

Chapter 10, Post Modernism (The eBusiness case) 1998-2001

A challenging case where within a multitude of new forces, hypes and
myths, so-called new technologies, all relationships were subjected to
multi-directional challenges and changes. It is a story of unraveling the
truth and essence under layers of jargon, cosnietic and opportunistic
behavioral rituals and patterns.

Questions addressed were:
•   Are we experiencing an industrial revolution and what is an indus-

trial revolution?
•    What are the sensible and non-sensible changes in relationships?
• Existential turmoil and electronic globalization.
•   Are we experiencing a technological or a behavioral revolution?

All this, with a final reflection about the value of the espoused theon'
and models as described in the front part of this book.

I hope that this book illustrates a personal hypothesis developed over the
years:

Like  the laws and po„·ers of nature and  the universe  ivill always dzvarf
the capabilities of the human brain and human intelligence,  so will the
forces of the human quest for satisfaction of basic necessities, funda-
mental needs and  concrete motives  dwarf the powers of behavioral en-
gineering and manipulation.

Two parts of this book have now been dealt with. The thirs part con-
cerns the nature of the references and reflections. A number of scien-
tific references have been chosen in the fields of behavioral science and
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business management. These references, with my personal reflections,
are positioned at relevant places, seperated from the text, to allow the
main story to follow its course without interruption.

The only means at our disposal to achieve whatever satisfaction we may
wish in whatever existential domain, is man. With this maxim in mind
the relational language barriers between the behavior scientists and the
reflective practitioner, both of which are dealing with the same man,
astonished me.  I was honestly deeply impressed by the writings of many
renowned scientists but often I had to read and re-read and to decon-
struct and reconstruct the language that was used to discover the depth,
beauty and implications of the text.

When human behavior and its stimuli is the essential key to relational
and organizational success I can only conclude from my experiences
that most business leaders, managers, supervisors etc. lack exposure to
this important subject in their education, training and learning and as a
result are denied its benefits. This may also be a consequence of the ar-
tificial differentiation and consequent segregation practiced between a,
B andy sciences where each discipline seeks the highest level of existen-
tial confirmation, pride and respect by means of its own meanings, pur-
poses. language, rituals and culture. Man, however, needs all three co-
hesively and simultaneously in his quest for balanced existential satis-
faction, including al/his existential and relational needs.

In business organizations a psychologist or behavioral scientist will in all
probability be employed in the human resources management depart-
ment. There he/she often becomes a human resources administrator
where his skills and capabilities are under-utilized and he is paid for his
loyalty to models of human assets management in terms of producing or
consuming units.

I have met a number of renowned business management and organiza-
tion scientists and writers. Many of their books and articles carry great
value. But the ever-recurring question in my mind was - what do ordi-
nary leaders, managers. supenisors, etc. do with the information? How
to make it happen? What we require is a translation that will connect
the scientist/writer and his/her laboratory with the real-life world of the
practitioner in a relative bottom-up approach. What I miss in many of
the books is the personally lived emotions and experiences of the day-to-
day working with people towards a common goal. Metaphorically, the
sweat and blood, the tears and joys. the smell of roses and manure, the
heart and the head, the fears and hopes, the personal struggle. essential
idiosyncrasies. etc. In short, the smell of real life.
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It is my deep conviction that we urgently need to connect the scientific

domains with that of the ordinary practitioner- the academic world with
the people, managers and leaders in business organizations. There is a
need to create a common and shared foundation for the process of
learning from each other, to cross-fertilize the ideas of the thinker with
those of the doer and vice versa. In both camps there is a shared passion
for man and we need to converge the meanings and purposes that man
inspires in both groups.

This, I believe, is a fundamental requirement for business organizations
in order to make good leaders from managers and to realize the optimal
expectations of all concerned.
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Chapter 1
A Vision on Man

1.  Introduction and summary of thoughts and lessons learned

2. Homo Sapiens
a. Cartesianism - Nature Being / Culture Being
b. Meaning Creation
c. Dialogue

Culture Creation
Behavioral Stimuli

d.  Meaning and Sense
e.  Existence and Life
f.  She-Man and He-Man

3. Existentialism Revisited
a. General considerations
b.  J.P. Sartre Closed Doors
c. A. Camus The Myth of Sisyphus
d.  S. de Beauvoir All Men are Mortal
e. Closing remarks

4. Communication
a. General Considerations
b.  Communication is existential
c. Dialogue requires compassion
d. Reflection

5.  List of references

2



Like People

A Vision on Man

1. Introduction and summary of lessons learned

Through my experience over the years I have learned that nothing in
the wide spectrum of human existential needs such as basic necessities,
fundamental needs and concrete motives can be satisfied without rela-

tionships with other people. Any desired or required purpose and con-
crete objective can only be achieved by interaction with others. Thus, I
have concluded that the essence of human existence and its continuity
lies in human relations. I relate, thus I exist.

The achievement of success and the resultant satisfaction are all rela-
tive against dynamic ever-changing individual and collective reference
levels in basic necessities, fundamental needs and concrete motives.

Human behavior in all its variations and diversity would seem to be the
result of a multitude of stimuli from necessities, needs and motives.
These are prioritized through the individual and collective perception
and experience of actual and desired satisfaction levels.

Man, as a human individual becomes an abstraction because man exists
as  a  result  of his relationship  with  other  humans.
Man's individualism  can  only  exist  because  of others.
As a consequence, individualism and collectivism are two sides of the
same coin.

The question arises then whether behind the wide diversity in the be-
havior of people -their manifestations, expression and their ethnic and
cultural origins - are there invariable existential needs and stimuli sitice
we all belong to the same human race?

My learning and experience during many years in many different cul-
tures has led me to the conclusion that there are indeed essential in-
variable needs and stimuli.

These invariable needs are embedded in human basic necessities, (bio-
logical survival) and human fundamental needs, (existential confirma-
tion  and  the  creation  and  securing of a  future).  Needs  generated  by con-
crete motives are very variable.

This creates an inspiring and eventually very satisfactory challenge. It is
a search for both the emotional and rational keys to these invariable fac-
tors, through challenging layers of culture and its underlying historic
accumulation of meanings and their expressions.

I believe this challenge to be quite literally the key to the creation of a
successful human organization that in both material and non-material
terms brings satisfaction to all concerned.
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So, when people and only people determine success or satisfaction in
whate\·er shape, form or context - leaders should dedicate themselves to
working interactively towards dereloping an explicit Lision on man.                                           1

Quite deliberately I haze chosen to write a Msion on man and not the
vision on man. The former allows real human dialogue and the creation
of essential common and shared meanings. The use of the latter would
lead to the expression of dogmas, unproductive rituals and would se-
verely limit the creation and re-creation of meaning.

Dialogue emerges as the only process we have at our disposal to find the
keys towards the development of a common and shared meaning and
purpose. Once dialogue develops, enormous success-creating powers
are unleashed towards a common and shared purpose.

These premises I hope to clarify and substantiate in this book. The dia-
logue I have sought and still seek. and would now like to share, is the
result of a personal compassionate vision on man, his existence and his
life.

I write this book not as a learned scientist, but as a reflective practitio-
ner. 111

Summary of some lessons learned.
•    Man, as an individual is an abstraction.
•   'I relate, thus I exist.
•   The ability to create meaning differentiates the culture being (man)

from the nature being (animal).

m Schon, D.A.  The Re//ective »act#/One/. Howprofess,bnals tht),ktb actiOn Basic Books. London. 1988.

"When a practitioner makes sense of a situation he perceives to be unique, he seesit as something already present in his
repertoire. To see th/ssite as th,tone is not to subsume the first under a familiar category or rule. It is rather to see the
unfamiliar. unique situation as both similar to and different from the familiar one, without at first being able to say similar

or different with respect to what. The familiar situation functions as a precedent. or metaphor. or. . .an example for the fa-
miliar one" (Schon 1983 138).

lo addition  to  this  key  quote many  things  come  to mind. about  the ret ective practitioner. related  this  important and remarkable
theory of David Schon and the real life experiences as described in this book.

•    The R.P does not only see unique situations, but also creates them deliberately in real or metaphorical terms. As an ob-

sessed and compassionate experimenter, explorer and learner in survival, success and satisfaction creation and human
behavior.

•   The R.P's learning and growing reperloire is per definition shared with all concerned to connect with the often implicit
reflective  practitioners potenua\ \n many. to (re) create shared histories, to challenge governing principles, to develop new
ways of collective and organizational learning, to get emotionally and rationally 'out of the box'.

•    The R.P first experiments with and explores motives and behavior. cause and effect, intuitively and rationally. based upon

his/her repertoire in dialogical interaction with the implicit repertoires of others concerned, before governing principles of
the organization are challenged to be maintained or changed.

•        in  conc\us\on. The  reflective  practitioner and  reflective  practitioning re\a\e  to a continuous dynamic behavioral interactive
and creative process with all concerned. It is not an in hindsight intellectual and analytical exercise about what did 1/we do
and  for what reason. In this book. the reflective practitioner tries to consolidate in hindsight some of his learning.
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•    Man is made up of he-man and she-man qualities, such as territory
care and nest care.

• Nest care (she-man) determines the survival potential of the group.

•   The emotional man rules the rational man.
•  All people have invariable existential needs, rooted in basic necessi-

ties and fundamental needs, and variable needs rooted in concrete
motives.

• Compassion makes man humane.
• Dialogue requires compassion. Together they generate powerful ex-

istential stimuli to create meanings, culture, existence and life.
• Culture allows social belonging and identity. However this requires

relative unique meailings (variations) or intimacies in a given envi-
ronment and time span.

•     To knowhas two competing dimensions - these are to measure and
to understand. They relate to rational man and emotional man; the
object universe and the human universe; man as a tool and man as a
meaning creator.

•  All human existential needs, (basic necessities, fundamental needs
and concrete motives) with their relational needs (biological, social
and spiritual relations) form a cohesive organic unity with man's
quest for quality of existence and quality of life.

•     Quality of existence and quality of life are related, but have different
centers of gravity in the cohesive unity of human existential needs.

•  All human behavior, manifestations, actions and activities implicitly
and explicitly communicate cause and purpose - that is respectively,
existential needs and need satisfaction.

•    Man's life is a personahzed existential creative project.
• Non-verbal communication determines to a very large extent the

perceived meanings of i'erbalcommunication.
•   Behavior is driven by emotions.

And, as a lead theme:

Like the la,vs and the poivers of nature and the universe „ill always
dwarf the capabilities of human intelligence, so ivill the forces of the
human quest for the satisfaction of its necessities, needs and motives
always  dwarf the  capabilities  of behavioral  engineering.

2. Homo Sapiens

a. Cartesianism
Rene Descartes: Cogito, ergo sum - \ think, therefore I am.

1 take this famous axiom of Rene Descartes as a philosophical illustra-
tion to stimulate thought and discussion about man and his existence.
In particular, what makes man unique in the living world and what dis-
tinguishes the 'nature being' (animal). from the 'culture being' (nian).
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When we look at the words as symbols and expression of meaning we
look at only 8 words. That is, three Latin and five English words. These,
for the author and the reader, represent a variet> of cultures:

Rene Descartes - French bv birth
*Dutch' by living and working a long time in
Amsterdam

The Latin words - Latin culture
The English words - Anglo-Saxon culture
The reader - The reader's culture

It is definitely not my intention to delve into the intricacies of Cartesian-
ism here but to use this axiom as an object of dialogue with the reader
about words, their meaning and the creation of meaning. 121

b. Meaning Creation

As an example, iii ancient times, people wlthin their own nieaning-
culture decided the meaning of Latin words. People connected these
Latin words with other words in an Anglo-Saxon culture context.

Most readers will connect either the Latin words or the English words
with other words of their own meaning-culture. At the same time the
same words are translated and interpreted in different ways, thus creat-
ing an additional personalized and / or expanded meaning.

Ergo Sum  - has been variously interpreted as:
"I am"
"I exist"
"I live"

Irrespective of whether the Latin scholar will debate the correct transla-
tion of' the words and their meaning, people use these different interpre-
tations, deriring a personal definition from their own meaning-culture.

A word is a symbol of meaning and. as I believe, a symbol is a key to an
emotion. A word and its meariing are an emotional expression or identi-
fier of a human relationship with its environment or with an object or
subject in the material or immaterial environment.

Izi Descartes. R. Mediations on First Philosophy 1641

The work 01 Rene Descartes (1596-1650) inspires thoughts and reflection concerning essential existential issues like the con-
structive powers of doubt, the basic characteristics of thinking (mind), and the relationship between body and mind. the exis-
tence of God and the existence and nature of the external world. The objective of his doubling process and his \leg mathemati-
cal and analytical methodology is to arrive ultimately at a number of beliefs that are certain and true. In an extended universe of
thoughts, analyses, deductions, considerations, primary and secondary qualities. beliefs and truths in the material and immate-
rial world. one famous conclusion and certainty is. that at least as long as I think. I exist.
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Man creates words and word combinations with purposeful meanings
related to his basic human necessities, fundamental needs and concrete
motives. This is in contrast with animals that make sounds based upon
instinctive intelligence related to biological survival necessities.

Man is unique in creating meaning. When in a group, meanings develop
and accumulate, in time a specific culture is born.

'I think' is quickly said or written, but what is it and what unique human
qualities and capabilities does it encompass?

'I' relates man consciously and reflectively to his environment and the
environment to man. Not just by instinctive basic sensory perception,
(smell, warm / cold, light / dark, hunger / satisfaction, etc.), but by
words, symbols, images, signals, gestures and so on, with a concrete and
/ or an abstract meaning.

This phenomenon allows man to think and reflect through combining /
re-combining, creating and re-creating, consolidating / renewing mean-
ings of words, signals, symbols etc. Exploring and developing the mutu-
ally interactive relationships with his environment and all it contains.
Seeking the realization of certain levels of satisfaction in his existential
needs.

Because meanings are mutually interactive with everything their envi-
ronment contains and especially other people, thinking beings form cul-
tural relationships with other thinking beings. Thus human action
meets human reaction and this is confirmation of existence - or Ergo
sum.

The creation and development of common and shared meanings from
the first rudimentary level through to very sophisticated levels occurs
when people learn to communicate and to develop dialogue.

I relate, thus I exist

c. Dialogue

In this last sentence we encounter another unique human quality - the
ability to dialogue.

All living creatures communicate in a characteristic way linked to the
species. This is based upon instinctive intelligence directly rooted in the
basic necessities of physiological or biological survival.

I assume that Homo erectus and early Homo sapiens communicated in
much the same way. They exchanged sounds and signals that had and
have clear meanings within their distinctive populations or groups in
their environment.
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•    The thinking man adds a unique capability - reflection on meaning.
•   This has as its consequence rational and emotional creation and re-

creation of meanings.

Through this process communication is eventually accompanied by dia-
logue. Dialogue explores mutual human existence, meanings and pur-
pose.  Man as culture being is born.

I believe that dialogue is one of the most, if not the most important ele-
ment in the creation and development of meaningful relations, with a
direct impact on existential satisfaction.

Dialogue acknowledges. with interest and respect, the mutual rational
and emotional differences of meanings and their emotional sources.

It invites and allows verbal and non-verbal communication to integrate
into one's unique expression of personality. Dialogue is the means by
which participants become much more than their outward manifesta-
tion. Additionally, as I would like to express it. the dialoging man allows
the emotional and rational man to exist together Thus the uniqueness
of each individual human being can emerge because of this interaction
with each other. 131

The progressive developments of humans actively involved in dialogue
add  reason  to the instinctive and emotion to reason. Ultimately,  emo-
tions - with their underlying levels of satisfaction and dissatisfaction,
intuition and instincts - are the essential stimuli of human behavior.
Emotions, experiences and meanings that are voiced and shared and
which reach a satisfactory consensus eventually develop into shared
meanings, learning and beliefs, culture and social belonging and iden-
ti ty.    F41  M

I3I cooper[ider, D.,  & Sdvastra. S.. Apprecibbve /nquky th Organisat,bnal Change and Oeve/opment vol. 1, JAI Press Green-
wich, CT, p 129-169,1987.

wi   R'Asman.   J.,   11979)    Over   het   Sociaal   Psychologisch   Eigen   Belang   van   Mensen   in   Economische   Relaties   (On   the   social

Psychological Self-interest of People in Economic relations). Sociale Wetenschappen, 4,285-302.

3,  R,jsman,  J.,  (1977)   Social  Diversity   A  Social  Psychological  analysis  and  Some  Implications  for  Groups  and  Organizations.

European Journal of Work and Organizational Psychology.

The three publications and their authors address issues, which are crucial to dialogue and meaning creation and meaning de-
velopment. which leads to the development of knowledge. Although expressed in different ways, the described thoughts are
quite congruent.

In appreciative inquiry the process is rooted in explicit respect for the actual experiences of individuals. As they break through
the surface. new images, views and symbols of meaning emerge and develop in unforeseen ways. Partkipants create space

and freedom to see themselves in different ways and adjust behavior accordingly.
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This process is spurred and directed by the innate forces driving the
human quest for satisfaction of its invariable basic necessities, funda-
mental needs and variable concrete motives. Individual and collective
behavioral stimuli are generated in this process. To a large extent, this is
determined by the individual and collective perception of the distance
existing between attained and desired satisfaction levels across these
necessities, needs and Illolives.

The ability to understand the spectrum of behavioral stimuli and the
points of gravity in the spectrum is the most important challenge and
pre-requisite for leadership. This depends on the socio-biological and
socio-spiritual state of dezelopment of the population or organization, in
question. Understaiiding allows the leadership to optimize relationships
atid create success by dynamically choosing the most adequate and fit-
ting behavioral stimuli.

d.  Meaning and Sense

Meaning

I have used the word n,eani),g' in  a specific way in relation to its expres-
sions in words, symbols, signals, gestures, etc. Some examples:
•  The word table has distinct common and shared absolute meanings

such as the material object with a flat top and three or four legs. Or
the level of water as in water table, a plateau. multiplication tables.
etc. None of which has common measure in space and time, except
as a concrete or abstract flat surface.

•  The word fui·nitui·e has a distinct common meaning while its mate-
rial manifestation is incredibly diverse. This word, as is the case with
so many words, shows that people can accumulate and attribute a
lot of meaning variations to one word.

The same happens with immaterial subjects:
•  Across the human race there is a common physical manifestation

related to the word sm#e However. what sinile indicates or symbol-
izes and the emotional expression it harbors is very diverse across
cultures.

Materially and organically, appreciative inquiry and change develop cohesively and simultaneously and not sequentially.
Change does not yet have a predetermined direction and objective. Here change means psychological space and freedom to

revisit, reconsider. redefine, discuss. and learn about. etc. "old" and "new" meanings and purposes, and to acquire knowledge

mutually.

Rlisman states that the development of knowledge requires communication and (meaningful) language. Or, in other words,
knowledge is a result of communication about meaning. Meaning is a result of social activity and dialogical interaction between
Ego-Alter. The certainty that something is true is founded in a common and shared attribution by Ego and Alter (s). I believe
both assemblies of thoughts carry the keys to the essential role of meaning intimacies in social relations in different cultures.
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•  The words facial expression have a common meaning. This phrase
integrates a large number of words and meanings, while the psycho-
logical sources and signals represented by facial expressions are very
diverse across cultures.

In a preliminary conclusion, one might say that the creation and devel-
opment of shared meanings are the core of human relationships. They
are the mutual confirmation of existence.

Sense

"What is the sense of life?'
"It doesn't make sense"
"What is the sense of what you are  doing?"

And so on, are phrases one often hears. Let us not confuse the usage of
the word sense in relation to the word meaning. At the same time the
word 11* has appeared. Is there a sensible meaning differentiation be-
tween the word existence and the word life?

Later in this book I will write about the meaning and purpose of organi-
zations as a basis for objectives. strategy and tactics.

The word sense i want to connect with purpose. Both words I will use as
identifiers of qualitative human ambitions and goals. Qualitative in the
sense of the emotional and spiritual satisfaction of ambitions and de-
sires.

Later in this chapter I will express my thoughts about the existentialism
of the 1950's and the 1960's -Sartre. Camus. de Beauvoir and explore
which existentialistic issues and challenges I consider play an important
role in this present world.

e.  Existence and Life

The words existence and life will be used throughout the text. Two dif-
ferent words are used, implying a difference of meaning.

In a general sense I would define existence thus: Something exists be-
cause it occupies space in a material and non-material way - in a physi-
cal and spiritual way, A thought, an emotion, an idea, a meaning, etc.,
exist because they occupy mental and spiritual space.

Human existence has biological, material, social and spiritual dimen-
sions.

My view is that human existential needs - that is basic necessities, fun-
daniental needs and concrete motives, constitute an inseparable cohe-

10



Like People

sive continuum. At any moment in time all three play a role with differ-
ent dynamic weight factors.

These existential needs do not just seek satisfaction but seek continu-
ously and progressively to reach new levels of satisfaction in tandem
with tning to secure a previous level. Satisfaction is relative in time and
space and man seeks certain levels of relative satisfaction security as
stepping-stones for continuous existential progress.

The cohesive unity of human existential needs.

Individual and collective human existential needs
Basic necessities and Fundamental needs and Concrete motives and
relative satisfaction relative satisfaction relative satisfaction

-11:+Wi

Biologica relations Social relations SDiritual relations
To gather, develop and k

To get existential : To expand the
acquire means, skills confirmation and to I immaterial dimension

and tools ..15.1, create and
secure a         :of existence and life      A:-El y.. (U#*Te:--42.-2' .2       -   €:'.

Al/0/6,4-_»fi..../10«1/* 'lIllIaM.--
/.    Quality of   3 11,     r                     -hi,
      existence      ,   Quality of life   . 
B> 4 A- 4

Shaping human Expanding
Biological survival existence, meaning existence into life,

and purpose meaning and sense

If we examine this from an opposite direction, this means that a level of
relative dissatisfaction exists and this can be both a positive and a nega-
tive stimulus. Let's consider two possible situations:

•     When the level of attained satisfaction security in basic necessities is
low, man will develop a consequently narrower spectrum of funda-
mental needs and concrete motives.

•   When the attained satisfaction secunty level of basic necessities is
high, man will develop a wider spectrum of fundamental needs and
concrete motives.
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In the first situation, man "41 prioritize the biological-social relations.
While in the second situation. man will prioritize the social-spiritual re-
lations.

Existential needs are, or express themselves in three relational needs-
biological, social and spiritual relations.

Again I would conclude: I relate, thus I exist

From my learning and experience whilst working around the globe, I
have concluded that the vast majority of people experience the first
situation and focus on social-biological relations.

Points of gravity for behavioral stimuli, existence and life

•  In the first situation the point of gravity for behavioral stimuli is
quality of existence

•    Whilst in the second situation I would call the point of gravity qual-
ity  of life.

This is never an either / or situation!  The two centers of gravity  are  ir-
revocably connected. Stimuli flow in both directions, interact, compete
with each other and seek a level of harmony.

These words quality of existence and quality of life are used for a rea-

son. In politics and coninierce, both of which belong mainly to socio-
biological relations, the words quality of life are often used when they

rarely or never appeal to socio-spiritual relations and values. As a conse-
quence these words often lose their meaning in communication, promo-
tion and publicity.

When life can be considered as a personalized, indiridual existential
creation or project. we should acknowledge and respect the primary
power in the human quest to first secure the satisfaction of basic neces-
sities.

At the same time, man wants to live and not just exist in a biological
sense. A spiritual dimension needs to be added to satisfy human needs.
It connects man with the immaterial, the abstract world and the spiri-
tual world and allows man to develop a unique individual relationship
with these. It moves functional (socio-biological) communication to re-
flection and dialogue. It allows compassion and a new relation between
both rational man (socio-biological man) and emotional man (socio-
spiritual  man).  This is where,  as  l will later argue, the emotional think-
ing man starts to rule the rational thinking man.

Man is an emotional, rational, culture being.
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I can now expand on a definition of life:

Human life is a personalized existential creation and project, driven
by two-dimensional dialogue and compassion.

Two-dimensional dialogue and compassion (inward and outward).

By this I mean dialogue with and compassion for oneself and the same
for one's fellow man, the ego-alter relation, leading to:

•   The uniqueness of each individual in terms of self-perception. self-
reflection and its sources of emotions.

•     The creation of a reservoir of action and reaction experiences.
•  The creation of meaning and sense for oneself by oneself and

through others.
•    The discovezy and development of' one's own emotions and internal

stimuli.
•    The uniqueness of each person in terms of perception by others and

what others perceive and experience as values and meaning for their
lives.

•     The development of a positi\·e self-image.
•   The solidarity of creating life, history and culture, social belonging

and identity.
•   The mutual discovery of the power of words and symbols as codes

for meaning.

Or, in other words, dialogue with and compassion for oneself allows one
to practice the same with others.

Both dimensions of compassion are connected and intimately related
but will never fully match or produce the same emotional results. The
differences and frictions experienced between them are the drivng
forces for continuous individual and (mutual) exploration and inward
and outward learning. However. these differences and frictions can be
both constructive and destructive in the development of a personalized
existence, both individually and collectively. These frictional forces can
enable us or disable us to deal with intimate feelings of shame and guild
and to create or deatruct social belonging and a shared congruent pur-
posefull behaviour.

Once people truly realize and recognize that as members of the same
family of mankind, we are all subjected to the same psychological and
behavioral processes and developments, then this unique catalyst
emerges - compassion. Through compassion we can make these fric-
tions and differences constructive.

The spiritual diniension that is required to evolve from existence to life
feeds on compassion for man in the endless continuum of time and
space. Compassion becomes the source  for a variety of constructive
stimuli or emotions. Forgiveness, friendship, constructive criticism,
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love, perseverance. humor, fun, relativization, behef, hope, courage, op-
timism, care - are some that come to mind.

So, dialogue requires compassion. Together they generate powerful exis-
tential stimuli to create meaningful relations, existence and life.

f.  She-man and He-man

Exploration, research and study - these are not just about seeking an-
swers. Their purpose is also to raise questions and / or to describe phe-
nomena in order to stimulate dialogue, challenge and discussion. All the
thoughts that are expressed in this chapter - A Vision on Man - con-
sider man as defined by the word mankind. This encompasses and goes
beyond all manifestations of man. including the male and the female
sexes. Unfortunately the English language has only two words - man
and woman. Dutch or German has three: man, woman and mens

(mensch). M

Thus far man has been dealt with as mens (mensch). However, the
sexes are essential because man owns both and in the physiological and
psychological world the differences and similarities between them are of
critical importance.

% Nuttin.  J ..  intimacy and Shame  n  the Dynamic  Structure of Personahty.   McS,aw-Hm.New York. 1950. Chapter  27.

Nuttin invites the reader to engage in dialogue and share learning with his statements "I am rather critical of the (subjective)
method used." And.  "But improvements towards greater objectivity and less partiality can be achieved by comparing several

subjective approaches and discussing different kinds of analyses made by several psychologists from different points of view."

Nuttin identifies two interrelated psychological domains where emotions are generated - the need for behavioral relations with
the environment and biological needs. The emotion or sense of shame is connected with the privacy and the penetrability of

human consciousness. He states: "The private interiority ol psychological life. combined with this inherent possibility of its
exposure, constitutes what we may call the functional conditions for the origin of shame."

I believe this to be the psychological core and the unlimited source of energy for many creative psychological and behavioral

processes working in two directions. Towards its own private psychological interiority and towards behaviofal relations with the

environment, in which spontaneous and autonomic forces play an important role. supporting the intimate psychological
uniqueness or personality of each person.

The internal (private intimacy) and external (by others in social relations) experience of this personality as it is perceived mutu-

ally in relationships leads unavoidably to tensions because the two will never be mirror images. These tensions may stimulate

compassion as a source for social integration of both personality experiences. and comparison and subjective and/or opportun-
istic relative valuations. blocking social integration.

"A second phase in personality integration is connected with the socialization process. 11 consists in assimilating and
organizing the whole of social and cultural behavior patterns, by which the individual becomes able to express and

develop his own personality in social life"

I feel a very strong relationship between Nuttin's words and thoughts and my considerations concerning the origin of compas-

sion (See Chapter 2, People and organization) and my hypothesis that social belonging and identity feeds professional belong-

ing and identity and its consequent creativity and productivity.
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" I relate, therefore I am". implies that all the others, perceived and ex-
perienced air also.  In my view,  / am is not possible without the recipro-
cation of the other is, too.

I would like to describe some of my observations and experiences iii
terms of she-man and he-man, manifest in all the varieties and mixes of
cultures. For this I am drawing on my experiences within a nuniber of
organizations and societies.

1.  The creation of man; he-man and she-man

In different societies, the beliefs, the stories, myths and legends about
the creation of the world and man show interesting differences as re-
lated to she-man and he-man.

For example:
•   In the Philippines, bamboo is the metaphor for life. God split a bam-

boo lengthwise and in one half appeared he-man and simultaneously
in the opposite half appeared she-man.

•   In India, dominated by Hinduism, gods have abstract universal pow-
ers and values - for example, destruction and creation. Almost all
gods and demigods have he-man and she-man qualities.

•   In the Christian world and its societies, God created Adam (Hebrew
for mensch) However,  from  the  first primitive illustrations  of Para-
dise and Eve, Eve is clearly a she-man. Consequently Adam is, at
least implicitly, a he-man. Unfortunately too many people interpret
"God created man" as "God created he-man". Worse is to come: "In
his own resemblance". So, to many, God is like he-man.

2.  Nest Care

The species, the group with relatively the most potential for successful
survival has comparatively the best nest care (New Darwinism). It is not
a binan' issue or a black and white picture, but in terms of relative gra-
dation, the history of man shows that in general he-man is inclined to
focus on territorial care, while she-man is inclined to focus on nest care.

Both of these activities are jointly required to allow man's survival.

Some Notes:

• The Anglo-Saxon Christian philosophy, ethics and societal rules
dominate economics and business models in the world. Success and
satisfaction are measured principally in matter whereas knowledge is
dominated by the 'to know is to measure' philosophy.
This relates strongly to he-man. Territory can be measured  and is
defined by measurement. Care has a strong relation to the 'to un-
derstand is to know' philosophy.
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•   I would dare to state that in the Christian world, Jesus appears to be
the subject of the worshipping he-man, whilst Mary, his mother, is
the  subject  of the worshipping she-nian. However, when he-man  is
under the threat of death or extreme suffering, he turns towards
Mary, the mother and nest caretaker. This is because he-man comes
from her nest, her womb.

In many world religions, it is the hands and pen of he-man that have
recorded the words of God. The written word is a measurement. It is
therefore no surprise that the first written language concerned the re-
cording of trading stocks in Mesopotamia.

All these remarks and notes are meant to stimulate debate and thinking
about an important issue. In our organizations do we respect and ade-
quately and cohesively utilize the intrinsic relative strengths and quali-
ties of he-man and she-man? Or, do we define and model all roles and
functions in accordance  with an Anglo-Saxon Christian tendency  to-
wards he-man and his engineering/measuring skills?

Leadership that apparently desires to mould employee behavior into a
'standard' man (mensch) often intrigues me. I call this the 'Professor
Higgins'  (Aff' Fair Lad,9 syndronie. The song -  Ii'ltv can't a  iroman be
more like a man? - illustrates this only too clearly.

These considerations can have various consequences concerning lead-
ership.

Leadership takes dialogue and development of common and shared
meanings and purposes as the core stimuli for human behavior and the
creation of success. Or, instead it 'remakes' man into a standard, re-
sembling him / her.

•    The first implies the creation of a new addition to a shared history:
the second would imply 'playing The Creator'.

•    The first leads to optimal utilization of human qualities and capabili-
ties. The second leads to unproductive ritual behavior and the seri-
ous under-utilization of people.

•   Leadership may disconnect behavioral stimuli from prevailing fun-
damental needs and concrete motives. Not only will this lead to un-
productive ritual behavior, but also to the creation of products and
services that lack an essential connection with the customer's exis-
tential needs. This would lead to continuous frustrations for busi-
ness leaders and management as well as employees and customers.

3. She-man and he-man in business organizations

Here again I will not go into scientific analyses nor offer scientific proof.
My objective is to share with the reader some of my personal experi-

ences and observations to stimulate thoughts and dialogue.

16



Like People

Quality, budget, cash flow - these are all issues that are very close to the
basic nature of nest care. Although in different cultures these English
words are not used, the meaning and essence are ingrained in the psy-
che and behavior of the nest-caretaker. She-man has a relatively strong
intuition that enables her to manage these elements.

Some comparative generalizations:
He-man likes profits
And
She-man likes cash

He-man likes to talk about quality
And
She-man requires and demands it.

He-man's communication strength is non-verbal
And
She-man's communication strength is verbal

In many cultures, especially in small and medium-size businesses,
whilst he-man explores the markets and conquers customers and com-
petitors, she-man sits behind the cash register.

Relationships and organization

Relationships within a group and their successful continuance and sur-
vival demand qualities that are very akin to nest-care. Turning an or-
ganization into an organism could also be said to niake the same de-
mands.

In my view the key to the optimal utilization of the qualities and capa-
bilities of people is that organic relationships should be based upon im-
plicit and explicit common and shared meaning and purpose.
For organizations. it is incredibly important to balance and match the
relative qualities of he-man and she-man. territory care and nest care
and 'to understand is to know' with 'to measure is to know'.

Some comparative generalizations:
•  He-man likes the e.whcit because this can be seen, measured and

defended and / or turned into competitive advantage.
And

•   She-man likes the implicit because it is close to intuitive values and
the instinctive building of competiti\'e nest strength.

17



Like People

Spontaneous combustion - reactions in meetings and discussions

Oftentimes in mixed meetings where important things are being dis-
cussed, I have observed that if stress and excitement developed, perhaps
stimulated by my O"n dialogue, it was she-man who was the first to
reach out , erbally. thus breaking the ice for others. More often than not
it was my secretan· (in all cultures) who hinted or expressed to me that
I should talk to someone, or that certain emotions had developed in the
organization and that they needed attention.

She-man does not want to lose time in expressing her opinion or
thoughts
And
He-man takes time to get the right picture of the battlefield, con-
sidei·s tactics and weighs his reaction in relation to what there is
to be gained or lost.

I haz e made these somewhat challenging remarks about he-man and
she-man for a serious reason: Man, mensch, includes both.   When   we
consider the sexes. man and woman. they are both equal mutually com-
plementary manifestations of the same creation of man (mensch) and
each carries aspects of the other.

Relations and thus organizations are existential to man (mensch) Both
parts of nian ( mensch) the he-man (territorial care) and she-man (nest
care) require niutual influence, utilization and satisfaction.

From experience I fear that what actually transpires is a simplified bi-
nan' thinking concerning what is popularly assumed to be the required
leadership and management skills and attributes and their relative ap-
preciation and appraisal. This leads to the following scenario:

"Soft" and "Hard"
Territory care    Nest care

•   Matter is hard                                      *
People are soft                                                  *

•  Technology drivers are hard                •
Behavioral science is soft                                     lit

•  Marketing is hard                              41
H RM is  soft                                                                                                                     *

•  Control is hard                                  *
Motivation is soft                                               *

•  Targets are hard                                *
Meaning and purpose is soft                                        *

• Vertical responsibility is hard               *
Horizontal responsibility is soft

etc.
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This explicit or implicit appraisal of 'hard' (he-manish) and *soft' (she-
manish) may distort the balance between territorial care and nest care.

The  situation is further aggravated  when  'hard' is better rewarded  or
remunerated than 'soft'. This is the case in many instances. Ill 181

These imbalances tend to dehumanize organization approaches and its
relationships. It is in my view one of the main causes of divergence or
alienation in organizations. (See Chapter 2.4 - People and organization,
Divergence and Convergence.)

3. Existentialism Revisited

a. General considerations

Today, existentialist issues and questions are still omnipresent, both im-
plicitly and explicitly.

I  was  born  in  1943  and  am  glad  to have experienced the intense  con-
trast between the decades:  from the 1950's (aftermath of WWII, and mv
own primary and secondary education) and the 1960's, (with the 'flower
power' culture and my own military service and university).

The Second World War had left Europe in material and psychological
ruins. New ideas and ideals erupted from a different society. Multiple
traumas needed to be cured and future life projections were based upon
the idea of 'never again..  '

The trend was that instead of taking time for reflection and dealing with
the traumas, in general one drew a line and focused on surrival and the
securing of a new future for oneself, the family, the tribe and the nation.

It would take until decades later in the 1980's and 1990's. to recognize,
acknowledge and fully deal with the physical and psychological agony
and traumas of the war and postwar periods.

71 Zilderveld. A C..  De  Theone van het SymboNsch  interactionisme (The  Theory of Symbolic #lteractionism). Boom. Mespel.  1973.

Lei Lewin. K Group Decisions and Social Change. m Newcomb. T.. & Harley, E.. Reading in Social Psychology, Holt. Rinehart and
Winston, New York, 1947.

Theories concerning group dynamics and organizational development confronted many with the question how organizational

processes can be created or 'constructed" and controlled. Discussions and debates emerged between two schools, one the "soft'
school where the intrinsic group behavior and its stimull was taken as the driver to develop processes and the "MarcI" school where

the product and operational research was taken as the driver to develop processes.

This development is quite relevant because it relates to my vision on man considerations (the rational man, the emotional man) and
to learning processes (single loop and double loop. Schon & Argyris). Zilderveld's reflections on the developments in both schools

describe the soft or substantial rationality and the hard or functional rationality. But both are or should be of mutual and equal
importance
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Already in the 1950's and 1960's it became apparent that the higher
moral and ethical ideals that developed during the war and erupted
immediately afterwards :r'ere being sacrificed to the drive of physiologi-
cal and material survival and the creation of the future. For many, the
emerging materialism and consumerism indicated that nothing had
been learned and that nothing had changed leading to frustration
amongst many young people in their quest for a sense to life.

Two important societal expressions came to the fore. These were 'flower
power' and the 'existentialism' of mainly French philosophers and writ-
ers such as Jean-Paul Sartre, Albert Camus and Simone de Beauvoir.

They and their philosophies are almost forgotten by today's youth but
their psychological and spiritual values still carry weight. especially today

in the existential turmoil we experience in a world of catchwords such
as 'the Web: globalization' and 'the global village' and so on.

In the following sub-chapters I will give some examples of the writings of
these three authors and how I interpret them. to illustrate how valuable
their thoughts still are today and their relation to my, 'a,ision on man'

The following threereferences, I91, 1101 and 1111, examples from Jean-Paul
Sartre, .Albert Camus and Simone de Beam·ok serve as a philosophical
cornerstone of my personal vision on man and as a metaphorical illus-
tration of the thoughts that support this,

191

b. Jean-Paul Sartre
Play: Huis Clos 1945

(With Closed Doors)

The play brings together two women and one man in a modestly fur-
nished empire-style sitting room. In the room, the lights burn 24 hours
a day. Time and space become invariable and lose their meaning.
Communication develops between the three Mthout any of the dialogue
I described previously. Communication turns into an almost binary and
brutal dissection of each other's history, existence and personality. The
communication is unforgiving and coolly surgical, void of any human
compassion, privacy, intimacy and respect.

The play is a moving and shocking illustration of how humans have the
power to create and destroy each other's human existence and identity.
In the course of the play the protagonists realize that they are living-
dead, or dead living. They are in a situation where physical and psycho-
logical time and space are absent and where privacy / personality and
emotional relationships do not and cannot exist.

The man concludes: "L'en/er. c est les autres" (Hell, is the others).
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They realize that where they are is a hell and that even death loses its
meaning and that there is no escape. Yet they feel that they are bound
in an inescapable solidarity of man. The last sentence of the play, amidst
hilarious laughter from all is:
"Let's continue!"

Some remarks:

"Hell, is the others " This expression only has meaning because the op-
posite is also true:

Heaven, is the others.

The  differential  is the presence or absence of compassion. The absence
of compassion drastically eliminates the ability to create dialogue, mean-
ing and relational intimacies. All conditions and possibilities to develop
and maintain a positive self-image are deliberately destroyed. The cul-
ture being returns to a state close to the nature being and, driven by in-
stinctive stimuli, primarily focuses on biological survival. The absence of
privacy and intimacy drastically reduces the ability to develop spiritual
and social relations and the quasi nature being now focuses on biologi-
cal relations and survival. However, this survival has little meaning, be-
cause without continuous meaning creation, a meaningful culture and
human existence cannot be imagined.

In summary, culture as a common and shared history of accumulated
meanings, etc, is destroyed and with it social belonging and life are de-
stroyed. For culture is a condition for life.

However, they are still members of the same species and from this the
only factors that remain are their shared destiny and solidarity. The only
objective left to secure is a "lifeless" existence, or in human terms, a
very meaningless existence. Hence the phrase "Let's continue".

Compassion and dialogue create meanings, culture and life.

[10]

c. Albert Camus
Book: Mythe de Sisyphe 1943
The Myth of Sisyphus

The gods punish Sisyphus because in defiance of them he tried to cheat
death. His punishment for eternity is to stay alive forever and during his
eternal life to push a huge boulder up a muddy hill. He knows that once
he reaches the top, the boulder will roll down on the other side in an
endless cyclical repetition. Camus describes Sis>phus struggle, tricks
and different ways of pushing the boulder uphill. However, each time he
reaches the summit and sees the boulder rolling down the slope again,
he basks in the light, looks at the world around him and walks down the
slope, relieved from the burden. Although he knows what is coming, he
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experiences a moment of relaxation and contentment. He is the creator
and owner of his life.

Camus describes a metaphor of human life and concludes:

"We must look at Sisyphus as a happy man  .

Some remarks:

Everything in the universe is cyclical. Everything in human existence,
history and its future is cyclical. Life exists because death exists and vice
versa in a multitude of meanings.

Man tries to defy and often ignore death while knowing that it is literally
a condition of life.

The boulder that Sisyphus pushes uphill is his boulder. It is a metaphor
of his existential and relational needs and realities, or his life. Every
time he pushes it uphill, it feels different. He tries different experiments
and approaches to reach his goal. When he enjoys a moment of respite,
contentment, satisfaction or relief, the fact that the boulder rolls down
again tells him that these emotions are not free and need to be created
and nourished. So man has the ability to create meaningful conditions
for satisfaction and the ability to develop a purpose. Or, to create a per-
sonalized sense of life.

Life is a personalized existential creative project.

Sisyphus is not immortal man. He represents the essence and destiny of
mankind. The continuous investment in his boulder or life is worth-
while and makes sense to him.

[111

d.  Simone de Beauvoir
Novel: Tous les hommes sont mortels 1946

(All Men Must Die)

The novel is set during the early 20"' century in a seaside resort in
southern France. People are sitting in garden chairs and the air is warm
and heavy with the threat of a thunderstorm. When it starts to rain, all
flee inside except for one gentleman. He remains outside during the
rain and storm and is hauled inside suffering from pneumonia. He sur-
rives this and other strange life-threatening occurrences. He proves to
be immortal and over thousands of years shares his life and life experi-
ences with others.

Parisian high-society takes him to Paris as an exciting discovery and he
is put on display as a curiosity. Many men and women want to have a
relationship with him and he lives through many exciting, emotional
and passionate relationships. However, they all die out, as no relation-
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ship is unique. He has had thousands of the same experiences already
during his immortal life. In the end, this celebrated world wonder is an
outcast and he disappears into nothingness.

Some Remarks:

Social belonging and identity feed on a shared culture with unique inti-
mate features in terms of history, meanings, symbols, artifacts, words
and so on. These unique features differentiate the individual and collec-
tive relations from others. The group (two or more) creates unique,
meaningful implicit and exphcit intimacies to make relationships spe-
cial. From this evolves the social belonging and identity of its members
or participants.

The group protects and defends its unique meanings, or intimacies or
culture. So social belonging and identity require exclusive references
within a distinct environment   and a certain   time span. Existence   and
life are micro and macro-cyclical.

A relationship with the Immortal can never carry unique intimacies.
Consequently mutual belonging and identity is not an absolute, but a
relative. It will never have absolute uniqueness and loses meaning.

Human existential confirmation depends on relations. "I relate, thus I
exist"

Human relations, meanings and cultures, allow social belonging
and identities. However, they require unique meanings or intima-
cies in a given environment and time span.

The Immortal places itself outside Sisyphus' space of mankind and its
existential needs. So the Immortal is existentially dead. Life is a person-
alized existential creative project and each project requires a meaningful
time horizon. Without these possibilities the Immortal is unable to enjoy
a life with others.

e. Closing remarks

What do these authors do? In my view, they are creating emotions
around subjects that every human being will recognize from his own ex-
istence and life. The authors play with thesis and antithesis leading the
reader or visitor to thoughts and debates around meaning, purpose and

sense of life. Although the expression appears harsh and cruel, the con-
tent is very humane.

Art in any form is directly or indirectly, implicitly or explicitly about
emotion. Without emotion, art would not exist as a most important hu-
man expression. Here we come across another unique human ability,
the creation of art. This has no link to basic necessities but is part of the
fundamental needs and concrete motives of a human to express, shape,
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create emotions for dialogue, relationships and life. Here again the cir-
cle closes. The creation of dialogue is an art form and every person pos-
sesses this attribute in his / her own personal way. Discovering the 'crea-
tive artist' in each other and the personal choices of brushes, colors,
paints, words, symbols and so on is the subject of dialogue as the prime
creator of meaningful relationships.

4. Communication

a. General Considerations

The word communication covers a wide spectrum of meanings. Inte-
grating all of them in one word can make it lose its meaning. Whenever
the word is used, the reader, listener or participant in a communicative
process has to decide or to find out what type of communication is actu-
ally being exercised.

Some will say that communication is about sending and receiving sig-
nals. This is a limited definition. For example, if one considers the con-
tent of this book where human communication in all its forms is defined
as being much richer and involving many existential, psychological, cul-
tural and behavioral values and dimensions. Where human communica-
tion has all these dimensions, it is necessary to make serious differentia-
tion between all the possib]e ways of communication in terms of mean-
ing, purpose, and its roots in all existential and relational needs.

"I communicate, I relate, thus I exist"

Any human activity and manifestation is a form of communication - im-
plicitly and explicitly, verbally and non-verbally, consciously and uncon-
sciously. Communication links the human being with his external envi-
ronment and his own internal environment. Behavior is a form of inter-
na] and external communication. Man cannot but communicate.

Man is continuously radiating and receiving multiple communicative
signals. The conscious and unconscious reaction to all those signals -
perceptional, instinctive, intuitive and interpretative - play a simultane-
ous role.

Communication is not just based on primary sensory perception. Com-
munication is not just words, sounds, images and so on. Human com-
munication has extremely important verbal and non-verbal dimensions.
Before a word is uttered, a great deal has been radiated, emitted or
communicated and has already undergone a preliminary interpretation
of how verbal communication will be received.
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Non-Verbal communication

For example:
• Physical appearance in all aspects and details
•   Body language, gestures
• Attire
•   Sound and tones
• Facial image and expressions
•   Skin, complexion. color, structure
•  Eyes
• Smell, odors
• Pheromones (hormones)
•   Hands and touch

All these signals carry meanings and cause a multitude of different di-
rect and indirect interpretive reactions.

Non-verbal communication and its implicit and explicit meanings, as
perceived intuitively and rationally by others, to a very large extent de-
termine the perceived meanings of verbal communication.

Initial primary reactions are driven by instincts and intuition related to
man as a species and the culture that one belongs to. They represent
accumulated experiences, action-reaction learning, meaning exploration
and creation etc. These have been accumulated through the ages and
are psychologically / physiologically 'genetically' embedded. They drive
the so-called irrational interpretive processes, which are often involun-
tary, leading to internal and external reactions that are both implicit and
explicit.

Using the word irrational makes sense only because the word rational
exists. There is in my view a lot of confusion surrounding both words,
again based upon culture and directly related to a vision on man.

I see two distinct domains for the word rational:

1.     The engineering domain
Conventions and standardization have led to a set of meanings and
principles of logic. enabling man to measure and to define the physical
environment and all it contains in terms of space and time. Once meas-
ured, a model of a certain reality can be constructed. It creates knowl-
edge but is that an equivalent for understanding?

•   To measure is to know-
It appeals to the rational man.
The meaning of rational and logical is claimed here.

2.  The human domain
The culture being creates and understands meatiing based upon the ex-
istential needs and its related stimuli, emotions and beha\ior.
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•    To understand is to know
It appeals to the emotional man.
The meaning of rational and logical is not (yet) claimed here.

When communication is existential and before a word is uttered, in-
stinctive and intuitive signals har'e been exchanged and interpreted,
thus human communication develops from the emotional man.

The rational man drives the discovery and development of the tools of
communications.

'To understand is to know' drives the 'to measure is to know'. Or in
other words, emotions drive reason and the emotional man drives the
rational man.

However, once we have used words like to understand and to know, un-
avoidably the word intelligence pops up in my mind. Challenging ques-
tions emerge. What is intelligence? How and why does it develop? Are
there different dimensions in the intelligence of man? In the next part
of this chapter I will address these questions.

b.  Communication is existential

Conimunication should sen·e all existential needs and be differentiated
in accordance with their characteristic meanings and purpose, to con-
nect with and to activate the relevant stimuli in each of them.

I will describe what I consider as some characteristic features in the
various forms of existential communication.

Basic necessities and biological relation

Communication aims at acquiring functional tools, means and skills,
establishing hierarchical relationships and at exploring the biological
and functional powers of sunival. Many communicative interactions
seek to pro\'e the ability to cope with the physical environment. In gen-
eral communication between parties is not balanced in terms of an
equal mutual influence on communication and its content. Communi-
cation is instructive, educational, authoritative, commanding and inci-
dentally, as a consequence, perceived as oppressive. Relations between
parties are results of negotiations and testing. The language is primarily
functional and has a limited functional verbal and non-verbal vocabu-
laIy.

We are in the realm of the rational man and his biological/functional
intelligence - 'to measure is to know' Indi dual territory care. real and
metaphorical, plays an important role.
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Note: As far as a business organization is concerned, we are in the field
of functional skills, functional communication, hierarchy and systematic
processes #ith plans, budgets and targets, databases. itiformation sys-
tems, etc., on a need to know basis.

Fundamental needs and social relations

Communication aims at the development of a social structure, firstly to
improve survival potential and secondly to expand individual and collec-
tive survival beyond the purely physical.

Cooperation is required, compromises have to be developed and ex-
plored to cope with the physical and the human emlioninent, or the
natural and the cultural environment.

Indh·idualism and collectivism haze to find a balance. Common and
shared meaning and purpose must be created. Communication becomes
explorative. Debate, discussions and dialogue develop. Meanings are ac-
cumulated into culture. Identity and social belonging are established.
Educational communication is accompanied by learning communica-
tion. Eventually learning will drive education.  We are in the realm  of
both the rational and the emotional man (to understand is to know) and
his social intelligence.

Nest care, next to territory care becomes powerful.

Language in all its verbal and non-verbal aspects expands strongly in
many directions. Culture and all its elements becomes a very important
internal and external codes of communicaton.

Note: When we consider a business organization we are in the field of
people management skills where concrete objectives have to be matched
with relevant behavioral stimuli. Databases and information systems be-
come only a support for meaning and purpose creation. They are inca-
pable of doing this on their own, because it is not communication as de-
scribed here.

Concrete motives and spiritual relations

Communication aims at the exploration, creation and expansion of
one's immaterial dimensions of life and existence. In my vision on man
the underlying motives are generated within each individual, not just by
the accumulation of the results of interactions with the biological and
social environments, but by autonomous forces within each unique per-
sonality. In other words, not just as a result of internal reactions to ex-
ternal stimuli. but as a result of internal stimuli and internal reaction.

Man explores his own inside biological, social and spiritual organism to
actualize higher potentials for his unique personality. Conimunicatioti
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starts within and expresses itself in various forms externally, verbally,
non-verbally or behaviorally.

From the outside these expressions can be interpreted as needs.

Needs to:
• Develop uniqueness and self-esteem.
• Create communication with one's self.
•    Explore the internal and external universe in relation to one's place

and role.
•    Develop one's own spirituality and values.
• Self-actualization
• Transcend death.
•    Enjoy and have fun.
•   Control one's inside compassion, guilt and shame.
etc.

The shape, form and content of these expressions is communication.

Some examples:
• Spirituality
•    Hobbies and studies.
•     Many forms of art.
•    Many games and sports.
• Personal fashion, style, presentation.
•    Writing and poetry.
• Personal myths, legends and symbols.
•      Sense of humor.
•   Enjoyment and fun.

We are in the realm of the emotional man and his spiritual intelligence,
of the internal and external dialogue and compassion, of the exploration
of man's position in the eternal continuum of space and time.

Language expands further and the non-verbal communication becomes
extremely rich and varied.

I drew these three rough sketches to show that communication has
many different and distinct characteristics. All shapes and forms of
communication have a clear cause, purpose and meaning. Man devel-
ops capabilities to satisfy needs by means of communication and rela-
tions. Gradually man learns how to do that more efficiently, with more
knowledge and understanding, with intelligence.

Man the culture being creates meaning intelligently by combining and
re-combining what man perceives to know and to understand.

I believe this happens in all cohesive domains of human existential
needs and at all times in communication and relation with others.
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Meaning creation in the different domains has distinct causes and pur-
poses, requiring different elements of intelligence to develop communi-
cation and dialogue from its rudimentary narrow spectrum to the widest
possible spectrum.

I will dedicate a sub-chapter to the essence and importance of dialogue.
But before doing that I want to fulfil my promise to address the subject
of intelligence and describe my vision on what it is and does.

Intelligence

Intelligence refers to man's capability to create a relational order, a rela-
tive structure and reference models in a dynamic and chaotic space.
This space can be biological and/or social and/or spiritual in nature. It
contains a large collection of apparently unrelated and related elements,
both in a material and immaterial sense. 11211131

This dynamic and continuously evolving collection of elements contains
all material and immaterial experiences, observations, perceptions, re-
flections, emotions, results of education and learning, meanings, causes
and consequences, actions and reactions, nature, objects, etc.

In my vision of man, I consider these collections to be linked to the
three cohesive existential domains: the biological, the social and the
spiritual. It would be reasonable to assume that when man focused just
on biological survival for which tools and the means and skills to use
them are required, man developed 'technical or functional intelligence'
first. As soon as man felt that individual survival had a higher probability
within the group survival, man developed 'social intelligence' Conse-
quently, when man became aware of his place in the continuum of
space and time, man developed ' spiritual intelligence'

1121 Goldman, D. Emotional lotelligence *Ihy 'it can matter more than 10.1966. Bloomsbury Publishing PLC.

I"I Gardner, H.. Hatch, T. Multiple Intelligences Go to School. Educational Researcher 18,8.1989.

Goldman mentions 4 aspects of emotional intelligence· emotional self-awareness, emotional self-management, awareness of
other's emotions ...or empathy. ..and managing relationships with others.

A large challenge in what he calls "managing with the heart" based upon a self managed balance between the heart and the
mind, lies in the fact that the emotional mind is much quicker than the rational mind. I lind his references to Gardner's work very

relevant because of its views on multiplicity of intelligence. For example what he called personal intelligences, consisting of
interpersonal intelligence (the ability to understand what motivates other people) and intrapersonal  intelligence la correlative

ability, turned inward. To form an accurate, veridical model of oneself and to be able to use that model to operate effectively in
life).

All this supports me in considering that the emotional man drives the rational man or that a constant flow of emotions from the
emotional mind (man) challenge the rational mind (man) to establish balances that serve meaningful and purposeful relations
with others.

Gardner strongly challenges the values of traditional 10 tests, principally addressing the functional, rational man. He identifies a
cohesive assembly of multiple intelligences in man that have to be recognized and respected.
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All these, interlinked as they are, seek the creation of a relational order
and structure within the described collections of elements. They seek to
establish stepping-stones or relative models of reference to make pro-
gress in the satisfaction creation and security of man's existential needs.
In this sense, intelligence is a human tool to create satisfaction progress
as perceived by man.

c. Dialogue requires compassion

Dialogue:
• Requires emotional freedom, trust and instieation based on the in-

stinctive and rational perception that one is respected and valued
without any prior reference, comparison or prejudice.

•   Starts with mutual acceptance of all verbal and non-verbal expres-
sions as a fascinating manifestation of a human being.

• Requires equality and the demonstration of mutual equality, irre-
spective of social, organizational status or rank.

• Is a mutual exploration into each other's conscious and sub-
conscious and the gradual revealing and sharing of meanings, val-
ues, ambitions and stimuli. Resulting in shared thinking and reflec-
tion.

•   Is an intense, honest, human demonstration and expression of in-
terest and respect for others with the immediate effect of creating
reciprocity.

•    Is not oriented towards predefined objectives.
•    Differentiates the culture beinir from the nature being
• Requires physical presence and the non-verbal dimension of com-

munication.
•   It supports and stimulates mutual development and maintenance of

a positive self-image.

1141[151 [161 [173

14 Senge, P. the Fifth Dimension. Currency Doubleday. New York. 1990

tls Bohm, D. The Special Theogo/Relativity. New York  W.A. Benjamin. 1965.

I combine both references because of the interlinked subjects of team learning and dialogue and the concept of system thinking
and mental concepts and focus now on the importance of dialogue.

Bohm's necessary conditions for dialogue are
1.    All participants must "suspend" their assumptions, literally to hold them "as suspended before us"

2.    All participants must regard one another as colleagues.
3.    There must be a "facilitator" who "holds the context" of dialogue.

m Schein, E. (1993). On dialogue. culture and organizational learning. Organizational Dynamics. 22 (2), 40-51.

It'I Isaacs, W. (1993). Taking flight Dialogue, collective thinking. and organizational learning. Organizational Dynamics. 22 (2),
24-39
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Organization is about relationships and almost all relationships are in
one way or the other influenced and / or determined by rank. status or
hierarchy or other differentials.

Within this structure of relative perceived strengths and weaknesses,
between powerful and powerless, have and have-nots, the responsibility
for continuous dialogue development lies with the leadership.

By dialogue and the dialogical processes of social re-construction (de-
construction and re-construction - these will be dealt with in Chapter 2)
the leadership has an opportunity to evolve an organization into a self-
propelling learning organism.
The consequence is that leadership on alllevels has to realize that based
on sufficient proven professional expertise, people are predominantly
motivated by the human and humane qualities of the leadership.

However, this means revealing his / her own humanity in all its forms.
Too often this seems to be a problem because of the fear of exposing
oneself to vulnerability, controversy, the undermining of one's status,
making mistakes, being subjective and so on.

In psychological terms I would phrase this as a leader should be able to
conquer his/her own intimate emotions of shame and guilt to encourage
others and to create psychological space and freedom for others.

The dialogue domains.

Since I consider dialogue is the core of existential communication, I will
draw into this one cluster a few other forms of communication that are
directly linked.

Schein gives very valuable thoughts, considerations and advice concerning conditions to be created for a successful
development of dialogue.

Isaacs describes the creation of an environment, in which dialogue can occur. This environment or space ("The container") can
be considered as a climate or atmosphere and/or as a set of explicit and implicit norms allowing people to take risks and to deal
with "hot issues" without fear of getting burned.

Four stages of the dialogue process are described. As an example

"Stage 1. Instability of the Container. When any group of individuals comes together. they bring with them a variety of
unexpressed assumptions, beliefs, and perspectives. The first challenge in the process is for participants to recognize these
differences, and to accept that the purpose of dialogue is not to deny or defend these differences, but to find a way to explore
them. The instability stems from these differences and the potential conflict and "defensive routines." such as debate tactics,
that can result from them. In this stage. people face the first crisis. a decision point to either defend their points of view, or
suspend their views and begin to listen without coming to any hard or fast conclusions regarding the accuracy of the views

being expressed. If people are willing to loosen their grip of certainty about all views. including their own, this will move them
toward dialogue.'

One clear message comes through from all authors Dialogue is the essence, say a must. for the development of meaningful.
purposeful and learning or enriching relationships. as much in an organizational context as in private life
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These are:
• Discussion
• Debate
• Negotiations

All of these gain incredible value and results when the dialogical ele-
ments continue to play their important roles. Or, in other words, when
they do not continue to play their roles, the processes turn mechanical
and consequently results will be mediocre.

Dialogue, discussion, debates, negotiations and the role of emotions

The reader will by now know that I belieze that behavior is ruled by
emotions. In other words. by individual and / or collective perceptions of
differences between desired and attained satisfaction levels in a wide
spectrum of basic necessities. fundamental needs and motives.

Emotions are not irrational or illogical

Each emotion has cause, meaning and purpose.
Emotions manifest, demonstrate and express ven valuable dialogical
and behavioral stimuli.

•     A personal expression of needs, stimuli, satisfaction or frustration.
•    A crack in the armor, cultural or otherwise.
•   An opening towards one's inner meanings purposes and values.
•     A revelation of meaning differences
•   A signal that the human core has been touched or reached.
•     Unleashing one's own inner sanctum (Nuttin 1950, Psychlogical in-

teriority).

It is a physiological or biological fact that emotions erupt or develop
much  faster than reason. Emotions drive behavior and behavioral
changes. Reason follows and gives structure to behavior.

So, leadership should encourage, develop and nurture the expansion of
dialogue and dialogical processes. The creation of emotions in so doing
is a human right. However, one condition is that there should be some
reflection on the emotions created and the responses, causes and rea-
sons. Metaphorically. this process is rather like the geologist using con-
trolled explosions to gather know-how and understanding of invisible
subterranean layers and structures.

Dialogue, emotion, compassion and catalysts

The creation of emotions by the leader can take , arious forms. The
worst form is fear. Fear closes the doors for dialogue within an organiza-
tion, both horizontally and vertically.
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I will draw on some examples from my own experience, observations
and learning. All these examples involve deliberately created emotional
scenarios. Both positive and negative emotions are involved. However.
all were created with a purpose that would be reflected upon or dis-
cussed afterwards with the partners in these dialogue situations.

One of the most powerful is illustrated by:

•    "Help me" (to understand).
"Teach me, about your history, culture, social etiquette, etc.
"Do I understand properly that..."

• Personal interest. Talking about subjects unrelated to business. This
is very useful indeed to get to know interests, priorities, etc.

• Shared future creation. Try to establish a picture of the future. in-
cluding the inner-world and outer-world, its forces, trends, insecuri-
ties etc.

•   Anger. This can be used in a controlled way during a brainstorming
session, for example. or small group discussions. This is a useful tool
when everything else has failed. However, the circle of expression,
reflection, meaning and purpose of the created emotion has to be
closed in the same session.

•  Trust and consequences. Somewhere in the dialogical process a
critical mass of trusted dialogue partners emerges and develops.
There are shared meanings and values and purposes from which
firm objectives, strategies and tactics are derived. Or, consensus can
be at least reached on the essentials and the consequences.

• Surprise. shock and exaggeration. Often I have tried to stimulate
dialogue by using an exaggerated, surprising or shocking summary.
Or a discussion paper, describing a behavioral aspect, a societal or

business development, a human idiosyncrasy etc. The purpose of
this has always been to invite challenge and to also create the free-
dom for challenge. so my dialogue partners and myself can set things
straight between us.

• Challengers, trust and accessibility. Trust grows in clusters. The
courage to reach out and dialogue grows in clusters. Clusters even-
tually connect. During the first phases of the process  a few minds
demonstrate trust and courage and create mirrors for the leader. For
each business case there were usually a few compassionate critics
and challengers. They would voice to me their individual and collec-
tive feelings about my actions and behavior.

•   Humor. This is a sensitive issue in a meeting of different cultures.
However, at the same time it can be very powerful. Humor feeds on
a sense of perspective and compassion for oneself and others. I do
not believe that humor can develop without dialogue. Humor is pri-
vate. individually and collectively, and often symbolizes or illustrates
common and shared meanings and values and the 'struggle' im olved
in their achievement.
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Preliminary conclusions

Dialogue and the dialogical process that serve to create common and
shared meanings. values and purposes are in my view at the heart of
human existence and behavior. From the created meaning and purpose,
concrete objectives, strategies, tactics and actions can be built.

I believe the core responsibility of leadership at all levels is to create
conditions to develop organizations into a meaning, purpose and suc-
ces-driven learning organism.

d. Reflection

Everything that has been said about communication in this chapter
serves only one belief: that relations, existence and life are determined
and fed by communications.

In other words, anything that does not serve existence and life through
interaction and inter-relationships is not related to the quest for satis-
faction of basic necessities, fundamental needs or concrete motives and
is not communication.

A distinctly different area is the area of information or data distribution,
or information and data 'banking'. The initiative is not interactive and is
not inter-relational. It does not experience dialogical conditions. How-
ever, it is very valuable, but the value is created by the user and by his /
her choice of whatever purpose the information serves.

In this categon I see:
• Databases
• Libraries
•    Advertising and promotion
• Printed matter

The purpose of this book is not communication: it is to purvey informa-
tion.  This book may lead to communication when  I debate, discuss,  dia-
logue about its content with someone.

Means of communication are just that - means. Means of communica-
tion support communication when and how people decide that it serves
their purposes, (necessities, needs and motives) in their existence and
life. Electronics, Internet, Web-enabling do not make communication
but they may enable it when people decide that it serves their commu-
nication needs in whatever shape or form.

In my riew, communication in all its forms, as described in this chapter,
determines human behavior and it is selectively supported by the avail-
able means of communication.
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Communication, as defined  in this chapter, requires personal, visual
and physical interaction so that the whole spectrum of verbal and non-
verbal human communicators may get the opportunity to play their
roles. In this way. emotions are allowed to develop and words acquire a
personalized meaning in addition to their formalized cultural meaning.

One last plea!

Think about the meaning of the word logic If we are to 1nake the
monumental mistake of giving ownership of this word and meaning to
the engineering domain of absolutes, then disasters and frustrations in
achieving satisfaction and creating success will be our reward.

Logic is very much in evidence in the human domain. The multi-
dimensional and intricate relationships between behavior and emotional
stimuli inspired by necessities, needs and motives must be respected as
very logical. There is always a cause and a purpose for any behavioral
aspect or expression.

This very human logic creates and feeds engineering logic, not the other
way around.

That is one of the main reasons I object to the identification of 'hard'
and 'soft' sciences. It may well be that the soft sciences are the hardest
in more than one sense.

A demonstration of this confusion is that suddenly, next to alpha (soft)
and  beta (hard) gamma  (soft  hard,  hard soft? !) sciences, have appeared.
I consider this as a tragic joke.

"Science is Science"

Research is ie-search; searching with what exists already and combining
and re-combining this Mth the discoveries of what exists or alreadv ex-
isted.

My studies in physics and nuclear physics taught me one thing, which is
that the 'hardest' is the 'softest' in the universe. Without going into a
lengthy debate here, allow me to give just two examples:
•   'Hard' matter does not exist. A cloud of energy expressions in vari-

ous forms gives us. by senson' perception. the impression that mat-
ter is 'hard'

•  The speed of light is an absolute (hard), but because this speed
never changes, irrespective of which speed we approach or take dis-
tance from its source, means that the manifestation of light becomes
relative. or that it does not follow our primary mathematical logic.
Light shapes space and tinie. In itS nianifestation it is both matter
and energy at the same time. This debate becomes suddenly very
'soft or philosophical' and *hard' because of the struggle to capture
phenomena in relative mathematical models.
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The physicist and the behaLiorist share an essential common and
shared basis for their sciences. That basis is formed by descriptive ob-
sen'ation of phenomena and reflection on cause and consequence.

In summary:

Like the laus and the po,xers of nature and the uni,·erse z,iN always
dit·arf the capabilities of the human brain and the human intelligence.
so the forces of the  human  quest for the satisfaction  of basic necessities,
fundamental needs and concrete inoti\'es will dz,·arf the 'capability' of
behavior engineering.

A person's personalized and existential creation and experience, its dy-
namics and changing satisfaction perception across necessities, needs
and motives, create multitudes of emotions, which are 'psychologized'
into behavior. A reasoning or intelligence der elops to support the quest
to    the    next     levels    of   satisfiiction.     Human    reasoning    or    intelligence
ei-olves from satisfaction/dissatisfaction perceptions and emotions, not
the other Hav round.
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People and organization

1. Introduction

Organization is about relationships. Each human relationship has a
cause. meaning and purpose, because existence and life are manifested
by relationships. In other words, existence and life are shaped and de-
termined dynamically by biological, social and spiritual relationships,
rooted in human existential needs.

Cause. meaning and purposes do van' and change in the different evolv-
ing relationships. They may be implicit and explicit, but I cannot per-
cehe a relationship without these elements.

In many ways, a relationship is communication. For example it can be
verbal and non-verbal, observation and interpretation, pro-active, reac-
tive, action and reaction. In fact, all human forms of expression play a
role in relationships.

Because each relationship has implicit and explicit causes, meanings
and purposes, relationships are in essence forms of organizations. By
this I mean that the elements of cause, meaning. purpose and the reali-
zation of goals. instinctively and intuitively pull these human ingredients
towards a very distinct approach and structure.

From conception on, man is brought into intricate biological, social and
spiritual relationships with his mother. These relationships are neither
chaotic nor random. They form a cohesive structured organic organiza-
tion.

From birth, man is brought involuntarily into a number of rela-
tions/organizations. These are for example, family, tribe, dan, school,
church and so on. During youth and adult life, people, individually and
collectively, define and progressively establish the relationships they de-
sire as a member of these organizations. They do this based upon their
own evolving existential needs, most important]y the need to achieve
existential confirmation and to create conditions for an existence and
life.

Iristinctively, intuitively and rationally. people individually as well as col-
lectively establish relationships through their perceived need to create.
develop and obtain the desired know-how. skills. tools and other mate-
rial and immaterial means and conditions essential to a desired exis-
tence and life.

Organizatiori is existential and all its members seek a balanced and co-
hesive satisfaction in all three existential relationships. This is quite es-
sential when we later on consider the business organization and what
people seek in such an organization.
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Even· relationship between people has unique meanings and communi-
cation characteristics. Ez·en· relationship harbors unique intimacies, ex-
pressed in implicit and explicit verbal and non-verbal symbols, words,
rituals, etc.

This unique intimacy is anchored in the human capability to create
meaning, and the relative uniqueness of meaning creation between the
members of a relationship or organization. Social belonging and identity
depend on the establishment of these unique intimacies. M

This provokes \'arious thoughts:
•   A relationship. which is based upon these unique intimacies and as-

pects of meaning, iniplies a relathe non-relationship with others
where these elements are absent. Thus there is protection and de-
fense built into each relationship.

•   A consequence is that human society consists of a huge variety of
different relational compositions or organizations. Moreover, where
meanings evolve and accumulate into a culture, cultural diz·ersity is
an inescapable and valuable existential result.

•   Let us imagine a business organization where aspects of unique in-
timacy (unique meaning creation) do not exist in one or more of the
three existential relationships. Such an organization disconnects it-
self from human existential needs either in part or totally. The result
is that it becomes a man-made, engineered and in a sense, dehu-
manized structure without a meaningful culture, seriously restrict-
ing the possibility of establishing social belonging and identity.

Let us return to the unavoidable and essential relational and cultural
diversity that is implicit in human and humane society.

The question and challenge for people is how to connect and bond with
all this relational and cultural diversity and to integrate this into a larger
(business) organization.  This  can be achieved  with the consciousness
that this diversity is located in unique intimate aspects of meaning crea-
tion and its expression. We must also at the same time bear in mind

Ill Rijsman, J. Sociale mobvatie. in \Ian der Vlist, R.. & Jaspers, J., Sociale Psychologie in Nederland Deel 1. He/ Individu,
Kluwer. Deventer, hoofdstuk 2. p.107-161. 1981.

Social motivation is based upon three cohesive elements. Social attribution, comparison and validation. All three are fed by the
desire to distinguish positively from comparable others and to develop a relative positive self-image.

When social comparison does not give the desired results, various actions can be exercised to improve on this. Change behav-

lor, change the subject of comparison. compare a different characteristic, change self perception. look for another (alter) who
will confirm my positive self-image. Appreciative inquiry, and the change-space created. compassion as described in this

book, dialogue in which new roles are created (Rlisman: role differentiation and the exchange of respect.), all lead to and are a
condition for a creative social reconstruction, the development 01 socially motivated and interactive relations bet'ween individu-
als and groups, avoiding unfruitful comparative appraisals or validation.
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that we all belong to the same human species with the same imariable
basic necessities and fundamental needs.

It is my conviction that the key to solving this question and to facing this
challenge is dialogue, compassion and social deconstruction and recon-
struction, based upon respect for the omni present invariable basic  tie-
cesseties and fundamental needs.

Dialogue is the essential human tool in the creation of a relational uin-
brella and a relational foundation within a larger organization. The art
of dialogue with these objectives may be the key to and the essence of
the establishnient of successful leadership.

Dialogue is the unique tool for social deconstruction and re-
construction. It can be utilized to mutually unravel with respect, coin-
passion and care, the complex structure of each person's unique meati-
ing, experience and history, and the expression and manifestation of
this, embodied in culture, language, symbols, rituals, myths. legends.
social etiquette and so on. This leads to mutual discovery, understand-
ing and confirmation of shared invariable huinan needs, existential
meanings and to the establishing of appropriate expressions. words.
symbols etc., to niake this explicit.

However, and here is a warning, it does not aim at changing or makii-ig a
comparative appraisal of the different cultures. The aim is to create a
common umbrella and to lay the foundations of common and shared
meaning and purpose based upon the invariable human existential
needs.

This chapter will focus on people within business organizations.

With this focus in mind. immediately a great danger lurches into sight.
In the business environment, consultants, gurus, teachers and scholars
have taken possession of'organization', what it is and what it stands for.
Notwithstanding the fact that the vast majority has never led a complex.
multi-cultural, multi-ethical, multi-product, market oriented. people
organization.

However, make no mistake about my intentions here. During my thirty
years of working in international businesses, I frequently used consult-
ants, went to managerrient courses, listened to teachers and scholai·s.
etc. This helped me to grow my 'toolkit'. but not my understanding. I
was only able to create results using this toolkit when I connected it
uniquely and intimately (compassionately) with the enormous resen'oii·
of largely implicit knowledge possessed by people within the organiza-
tion. The first process educated me, the second made me learn.

Another challenge that we face lies in the dilemma between the owner
of the toolkit (the organization engineer) and the student in behavioral
science. Does emotion driz·e behavior and reason or does reason driz·e
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emotion and behavior iii an organization? I belier·e the former to be
true.

In the following chapters we will see whether this is indeed the case.

I ivill not be delving into organization design. This is not because I do
not consider it to be iniportant. but because it does not make sense to do
so before the other issues. such as meaning and purpose. are addressed.

If these issues are not tackled a designed or purely engineered organiza-
tion becomes a monster of Frankenstein. It may be composed of totally
scientifically correct technical, bio-chemical, mechanical and so on, in-
gredients. but it will still be a monster.

Iii short: People, and only people can make organizations work and or-
ganization is a consequence of meaning and purpose, not the starting
point.

Summary of thoughts and lessons learned.

•   Organization is about relationships.
Relationships are existential.
1 relate, thus I exist.'
Organization is existential.

•  All relationships and organizations have cause, meaning and pur-
pose rooted in human existential needs.

• Human relationships require unique intimate meanings and mean-
ing variations, allowing and giving value to social belonging and iden-
titw.

• Relationships manifest and express themselves in all forms of non-
verbal and verbal communication, where the real meaning of what is
communicated is determined by culture.

•  Relationships and organizations defend and protect their unique
meanings, ralues and culture. But still, to a very large extent, all are
rooted in and motivated by the same invariable human existential
needs.

•   From this common and shared base of invariable needs, bridging
and connecting common and shared meaiiings and purposes can be
created by social constructionism. where dialogue is the key tool to
achieve this.

•  When emotions drive reason and when the emotional mai] drives
the rational man, then social belonging and identity drive profes-
sional belonging and identity and their success-creating motives and
energies in business organizations.

•  A people-centric organization strives continuously for balances and
harmony between all existential needs and relationships. It will
strir·e to find and address the right stimuli for this so as to optimize
behador in a common and shared direction.
Imbalance creates divergence and the destruction of success/satis-
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faction-creating motives and energies.
• Human relationships cannot be engineered in a satisfactory way.

The attempt to do this dehumanizes organizations and disconnects
people from social and spiritual relational needs and satisfaction. It
pushes and promotes satisfaction in the direction of biological - ma-
terial needs.

•  A culture cannot be globalized. Cultural diversity is a requirement.
Meaning creation, re-creation and maintenance feeds on cultural
differences.
This 'Globalized' man loses his individual and collective uniqueness.
Globalization may destroy the culture being and/or severely limit its
social and spiritual evolution.

2. People and the business organization

A business organization consists of people who, for many reasons, be-
come part of this organization and its intricate network of relationships,

As in every other kind of human organization, the meaning and purpose
of a business organization is directly rooted in the quest for satisfaction
of existential needs. As I have previously described, this encompasses
the spectrum of basic necessities, fundamental needs and concrete mo-
tives and its three existential relationships.

However, in general, a business organization identifies and manifests
itself first as a network of functional relationships with tangible objec-
tives in different functional chains (processes) within the total organiza-
tion network. This identification and manifestation is only one side of
the coin, because the intangible stimuli, motives and parameters create
tangible results.

Again, it becomes a matter of balancing priorities. The inescapable pri-
ority here is people. All people, irrespective of names and labels such as:
board members, chairman, president, executive staff, senior staff, staff,
rank and file, suppliers, customers, stakeholders and shareholders.
The meaning and purpose of a business organization could be said to lie
in the creation of existential value for all its participants, including cus-
tomers, suppliers, stakeholders and shareholders.
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One of the key balances that should be a major objective is the estab-
lishment of a balance between social belonging and identity and profes-
sional/functional belonging and identity. Or. the balance between the
emotional and the rational man. 121

Too often we perceive and experience the functioning of a business or-
ganization as a struggle. Frustrations develop when the perceived dis-
tance between desired and actual economic results is considered too
large.

In my view, this problem originates almost always from imbalance and a
disconnection between emotional man and rational, functional man - or
imbalance between the three relational needs. Man requires and de-
serves compassion and respect for all existential dimensions, for all ca-
pabilities and quahties. as a total culture being. To identify man or to
utilize man by means of an opportunistic selection of only some of his
proven or assumed qualities and capabilities, goes against his quest of
gradual total existential satisfaction: and dir'orces the emotional man
from the rational man, where we need both to achieve optimal success.

The culprit word here is 'engineering'. Although the word is relatively
new, the essence of what it means goes back through the existence of
man. There is nothing wrong with the idea behind engineering, as long
as interest and respect for mathematical aiialyses and solution methods
are matched with interest and respect for man and his individual and
collective needs and the related behavioral stimuli.

So. what we need to achieve is balance and cross-fertilization between
engineering sciences and applications, and human behavioral science
and its applications.

Im McGregor, D.. Die Human Side of Organization. McGraw-Hill, 1960.

A quote from McGregor that relates directly to my considerations in this chapter

"Behind every managerial decision or action are assumptions about human nature.

Behind theory X, are the assumptions that people dislike work, will avoid it as they can, must be coerced. controlled and di-
rected and threatened with punishment to get results, have little ambition and desire security most of all. Behind theory Y. are
the assumptions that work is as natural as play, self-direction and self-control are equally natural. that motivation results from
sell-esteem and a sense of achievement, that most people seek responsibility. Theory Y also holds that imagination is present
in most people and that organizations used only a tiny part of the intellectual capacity of their workforce.
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Because:

•   The emotional man feeds the rational man
• Social belonging and identity feed functional belonging and iden-

tity. IM

•   'To understand is to know' feeds ' to measure is to know'.

m Van Maanen. John and Gideon Kunda., Real feelings  Emotional expression and organizational culture. m L.L.Cummings and
B.M.Staws (eds.) Research in Organizational Behavior, vol. 11, Greenwich CT: JAI Press, 43-104,1989.

Novak, Sharon and F ne, Chat es H. Culture clash: The Corporate Socialization Process Meets Non-Congment Organiation
Subcultures. Sloan School of Management, MIT. Cambridge, 1999 Jan.

Van Maanen, Kunda: "attempts to build or change organizational culture often involve the control of employees emotions", and
'Managing culture is really an attempt to manage emotions", "Roles are quickly learned and Improvisation is limited", leading
to rituals and ritual compliancy.

Novak, Fine, explore the validity of van Maanen's model in General Motors, Saturn Project: "Does the process of socialization at
Saturn appear to follow Van Maanen's model?", "Are the employee behaviors exhibited at Saturn consistent with the
organization's goals?".
One important conclusion is that the socialization and behavioral expressions are strongest influenced by tile sub culture of the

working team or group and less by company values. Linkage between the two is often made by complex reward systems.
integrating corporate and group incentives.

The work of van Maanen and Kunda and the report about the GM-Saturn Project triggered me to integrate many of my
reflections in this book into a personal model.

A basic van Maanen model is:

L.          1-«Culture =1/ Socialization rn/ Congruent behavior
1 1

I support this pdnciple. See chapter 3 on culture. "Culture feeds social belonging and identity and this feeds professional

belonging and identity'. In an unavailable multi (sub) cultural organization, internally as well as externally, my learning evolves
towards the following model, reflecting a 7-step thought process.

Culture / Behavior

But all share the same ever present invariable L--r# Share explicitly a qualitative       Compassionate Social
existential and relational needs. Basic necessities

( 5 }, people centric strategy·          donstructionism.
and fundamental needs. r- -»<r . 4

0            0                0
- -  -I

Continuous dialogue

b.   Many ditterent social ,· , about.
Many ditterent cultures.  ,  belonging and identity (1   How to create congruencv      - meaning, purpose,

Internal and external   CJ groups. \2/  in behavior in the entiretyl  .  1   ultimate goajs.
1 Group socialization. *achle:ements In time.

0            0                0
Performance

And, all have prevailing unable existenual and  »'  -f .  Recpect and allow explidtly    <3   appraisal ot
relational needs. Concrete motives. _ Lk unique group teatures. U  Hhavioral issues.
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The behavior of people, either in organizations as functionaries or em-
ployees, as well as in their private life. is fed bi· stimuli or emotions from
existential needs and relationships. Behavior is an individual and/or a
collective translation or transformation of these stimuli. Existential
needs and relational needs are like 'communicating vessels'.

One of the phenomena that has been observed is that in a network of
relations (organization) social and spiritual relations too often do not
generate adequate satisfaction. People compensate for this by seeking
extra satisfaction in biological relations and its expressions such as
physical, sexual, material, consumerism, financial, luxurv. power. tools
etc.

Many writers. scholars. politicians and business leaders interpret this
phenomenon by stating that this is a manifestation by people desiring
individualism'. I find this a risky and superficial approach. Individual-
ism and collectivism are two sides of the same coin. Social belonging
and identity, feeding professional belonging and identity require a
healthy measure of collectivism.

It might well be that the observed predilection of people to pursue indi-
vidualism in their different roles and functions, relations and interac-
tion is one that has emerged and developed from despair. The reason
may be that the desired existential satisfaction in social and spiritual
relationships is too low or non-existent.

The opposite, by the way, is also true. Sometimes people perceive and
experience that biological and/or social relations (fundamental needs,
basic necessities) will not bring them the desired levels of satisfaction
security. This may be compensated for by extreme valuation of and de-
pendency on spiritual meanings and their cultural expressions. This
may result in fundamentalist behavior and a forced or artificial collectiv-
ism.

In both cases existential needs suffer either by extreme individualism, or
by extreme collectivism.

A business organization, in fact any organization. should be driven by an

e\'olutionary compassionate vision on man and this should foster con-
tinuous study and deepening of our understanding of human behavioral
stimuli and forces. 141

III Covey. S R.. Re Seven Habits of Highly Effective People . Simon & Schuster, 1 st edition. September, 1990.

I refer to two of the seven habits. Habit 1,  'Be proactive, principles of a personal vision." And Habit 5 "First seek to understand,
then to be understood."

In  Habit 1, Covey refers to Frankl. a psychologist in the Freudian tradition. "Between stimulus and response, man has the free-
dom to choose", with imagination, conscience and an independent will. Proactive people are driven by carefully considered.
selected and internalized values. They focus their time and energy on the Circle of Influence. which is my behavior and the
behavior of others. See my remarks about compassion and dialogue.
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Questions to stimulate dialogue and discussion are now:
•   Is man a tool?
•    Is man a necessary nuisance?
•   Is man a potential threat or disturbance?
•    Is man a co-creator and co-ownel·?
•   Is man also myself7
•   Can man be trusted?
•   Are there differentiating factors in man's qualities?
•   Can man be engineered or re-constructed?
•      Is man an economic unit? (Full-Time Equivalent)
•   Can man understand and be understood?
•    Can man be hke me? (Professor Higgins syndrome).

Etc.

Before plunging more deeply into the subject of people and behavior in
business organizations, I would like to describe just a few omnipresent
obstacles to success. Most people will recognize some of these from their
own experience. I have deliberately used exaggeratiori to make my point.

Some examples of barriers to success creation are:
•  The ever-present influence of historical organization models such

as:

Army
Church
State

• 'Double trouble' and 'waste'
Vision on man and trust.

•   Skills and skills mismatch
• Competing subjects of satisfaction:

Customer
Employee
Superior
Shareholder
Boss

I have chosen the above four examples of performance barriers for spe-
cifc reasons:

•     A lot of people will recognize in their daily professional life the mani-
festations, expressions and consequences of the influence of these
historical models.

In Habit 5. Covey focuses on emphatic listening and the need to diagnose before prescribing. Emphatic listening enables us to
turn transactional opportunities into transformational opportunities. To be understood relates to people's appraisal of your Ethos

(credibility), Pathos (the emphatic side) and Logos (logic).

Both habits are uselul illustrations of a people-centric approach to organization and its relationships. And again we smell some

ingredients of appreciative enquiry.
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•  Often a differentiating element is introduced in our vision on man
where one has a different personal vision about oneself (for instance
the leadership) compared to a zision on all the others.
This is frequently accompanied by different sets of behazior and per-
formance criteria.
These iniplicit and explicit performance and behavioral criteria dif-
ferences damage the organic fabric within an organization and limit
the creation of shared coinnion nieaning and purpose. It limits the
development of dialogue and makes 'company values' bloodless and
useless.

•  "All men are equal, but some are more equal than others" Trust is
the issue here. Often trust is considered risky in terms of control
and the predictability of behavior and performance. This is most
definiteh' the case when companv norms and values are mere rituals
and are not enibedded iii. for example. formal and informal per-
formance appraisal applied to er'ervone!

•   The less common and shared meaning and purpose exist, the more
checks atid accounting is the norm and the more real control suf-
fers.

•    The enormous ability of all people to understand and acquire knowl-
edge and skills. irrespective of rank,.job and academic background is
dramatically unden alued and under-estimated in many organiza-
tions.

•  Customers. employees, stakeholders, shareholders, suppliers and so
on are all people with the same basic existential satisfaction needs
and desires as us. I do not know what creation of shareholder value
means, beyond finalicial gain. Nor why it should be presented as be-
ing something different from value creation for customer, employee,
etc.

In conclusion:
Performance barriers and their underlying nioth·es are basically man-
made. The role of leadership has predominant importance. The key is-
sue or kev challenge remains - the uilder-utilization of people in busi-
iless organizations.

The commoii theme is - what creates hannony and disharrnony, balance
ai]d imbalance. connection and disconnection between all existential
atid relatiotial stiniuli, moth'es and behaK-ior?

As ati attempt to make the relationships between all tliese different is-
sues more tangible. I put together a chart, which I call the Cohesion
Model. It is by no means ainied at scientific perfection but can be used
as a tool for directing and stimulatiiig thoughts and dialogue. The model
tries to integrate a zision on niazi (emotional/i'ational Inan) with the ex-
istential needs, relational needs and skills domains.

Although all the cells interact organically zrith each other I believe that
the horizontal relationships and the need for vertical balance between
all of them desen·e and require attention.
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Cohesion Model
People in a (business) organisation

Basic Biological Functional
Functional

The Necessities Relations Skills

BelongingRational
And

Man Man
People Identity Man

The Fundamental Social The
ManagementCulture Needs Relations Success

Skills Socia' CreatorBeing The        -                              -                       BelongingEmotional
Cross AndMan Concrete Spiritual Boundary IdentityMotives Relations
Skills

One cohesive dynamic existential organism

3. Some performance barriers

I will describe a few performance barriers that I encountered in almost
all business organizations, across cultures, countries, markets and busi-
nesses. It may look as if my description and approach in removing these
barriers was somewhat exaggerated, but it is in fact how I perceir'ed and
then executed my approach.

Using a measure of exaggeration with the people in the organization
when addressing these barriers can have a significant value when ap-
plied with humor. Exaggeration raises emotions, humor, and the appre-
ciation of relevancy to oneself. Ultimately it can create freedom to dia-
logue.

My intuitive assumption was that peop/e in the organization know ex-
actly why those barriers exist and how they can be eliminated.

There is a huge reservoir of knowledge existing in the pool of instincts
and intuition, in the myths and legends, metaphors and symbols, in
man's verv being. This knowledge is often implicit, not conceptualized,
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not rationalized and not recorded. But let there be no doubt about it -
they know! 151 161

In other words. the solutions come from within. The key actor in the
process to bring this know-how and related emotion to the surface is the
leader him/herself.

The leader is the initiator and stimulator of dialogue with the aim of es-
tablishing a common and shared basis of some invariable existential
needs, meanings and purposes. (See: Chapter 4, Social deconstruction
and reconstruction.)

It is extremely important in this process to avoid any direct or indirect
accusations of responsibility for performance barriers. In this dialogical
process, the leader plays the role, in a slightly exaggerated way, of the
reflective. somewhat derisive mirror of his own idiosyncrasies. Using
humorous exaggeration serves an important purpose in avoiding 'loss of
face' or humiliation. However. should this occur. mutual respect must
be restored in a private talk.

This process creates the space and freedom lo inspire people to respond
positively to the leader's request for help and support in the task of re-
constructing common meaning and purpose and its tangible derivatives.
To help establish concrete ambitions based on this and to transform the
organization into a self-propelling organism.

Depending on the size and complexity of the organization. this process
takes about 3-6 months. However, during this period, lots of mini cor-
rective actions take place and new initiatives make their appearance.

1'1 Adams. S. me Dilbert Principle. Boxtree. an imprint of Macmillan Publishers Ltd. 1997.

m  Adarns, S.  The View on the Cubicle An Interview with Scott Adams. Leader to Leader, No.13 Summer 1999.

In my view the book. The Dilbert Principle. should be on every leader and manager s desk. All cartoons are condensed pictorial
Coften-deadly) exaggerations of every day's experienced realities in the workplace. with a lot ol humor. The book was given to

me by my son: a young graduate in economics and later an MBA student.

A joke or a laughable remark about organizational or managerial practices in our company, as a verbal cartoon, directed to us
(the management or leadership) often breaks the ice and stimulates debate, discussion and dialogue. 11 enables the bringing ol
idiosyncrasies out into the open with a laugh and without ridiculing employees.  It gives managers/leaders the opportunity to
show, 7 see, I understand'  and willingness to change before asking others to change.

We should keep in mind the "Dilbert Paradox" as phrased by Scott.

"The most ineffective workers are systematically moved to a place where they can do the least damage - management.
That wasn't just a comic exaggeration: I was actually observing thal the least skilled people were being promoted specifi-

cally so that you didn't waste your skilled people in those jobs. And nothing could be more absurd than pulting the least
competent people in a job that has leverage on everybody's results." ir

So. where does thal leave me?
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The absolutely necessary objective is to stimulate and develop psycho-
logical ownership of the ambition and success conditions with a critical
mass  (vertical and horizontal) of people  in the organization.

Once the ground has been prepared in this way and a supporting meth-
odology  has been chosen  (TQM or otherwise), training for everyone  be-
gins. By this 1 mean eveii'one, with no exceptions. Before the year is
over many self-motivated and self-propelling developments are taking
place. This includes self-regulatory and disciplinary processes that have
been established and linked to the shared ambitions and objectives of
the group.

During this phase it is anything but a bed of roses! Friction, tension and
emotions emerge. Some of the participants are not (yet) ready to make
the psychological and behavioral adaptations and of course time is at a
premium.
However, a critical mass develops across the hierarchy and people who
cannot, or will not participate, have to be replaced. In practice the
number of such cases is relatively small. The replacement members
must of course understand what membership implies.

17]Gradually performance barriers are being addressed in this process.

Ill Handy, C., Gods of Management (revJsed edition). Cox and Wyman Ltd. Reading 1985.

It is relevant that Handy relates management styles. approaches and cultures to the gods. Those who Carry power may fall to the
temptation to feel closer to the gods and see their role as somewhere implicitly having a pseudo PehMbus'foundation, or as
being the chosen ones

A quote, which I consider important in the context of this book:

Page 29 -
"The organisational implications of existential thinking are great. In all other three cultures, (Task culture, Role culture, Club

culture), the individual is subordinate to the organisation: the style of the relationships 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 for the individual to achieve his purpose"

Page 75 --
"The gods in balance. It is now necessary to look at the balance of gods or cultures in any organisation. at the way of
holding that balance without contaminating the individual cultures. If this mix is wrong, or badly balanced. or Is not
changed when change is needed. the result is this phenomenon called 'slack or ineffectiveness. The lurking cancer of

organisations"

See my Double Trouble and Waste and also see Chapter 3 on culture.

As I stated. the individual is an abstraction (Chapter 1) he consequently serves the groups or collectives to achieve its purpose.

53



Like People

a.  The power of historic organization models

Historic organization models such as Church, Army and State and all
they stand for with their hierarchical structure and principles still have
an influence in today's organizational approach and behavior.

During the Industrial Revolution in the UK and Europe. the developing
industrial organizations mirrored the fabric of these three models of or-
ganization. We should not underestimate their abiding influence today.

Here are some examples, somewhat exaggerated, of the characteristics
and motives behind these organizations:

•  To consolidate a hierarchical power structure with all its layers
and participants tailored to the criteria defined by those in
power.

•    To classifv and grade/rank people.
•  To collect, control and distribute tools, means, resources and

privileges.
•    To assume status and ;'ocation.
•   To create supporting rituals for the above.
•   To define the distance to the Almighty!

In general,  ithin these organizations there is a great deal of adherence
to the niotto: 'To secure a future I must control resources and people'
The world has changed, yet still this credo is omnipresent and cannot be
ignored. The key driver behind this belief is power and control in order
to create security and freedom to safeguard a desired future.

The danger of this motto is that it leads to the very opposite of the key
thesis of this book. That is, it ensures that extraordinary people do only
pre-defined simple things. Too much focus on power and control leads
to existential dissatisfaction, frustrations and revolt.

Or, as a wise Asian ft·iend once said: -Power corrupts and a lot of power
corI'upts a lot". Within the terms of this book my definition of corruption
here is corruption of the vision on man, and corruption of compassion.

Atiother danger is the creation of fear. Fear eliminates dialogue. It para-
lyzes the meaningful expression and utilization of human qualities and
capabilities. It eliminates trust as the key ingredient for meaningfull re-
lationships. Im

M Kets de Vries, M., leiders. Narren en Bednegers. Essays Over de Psychologze van het Lezilerschap CLeaders, Fools and
Cheats, Essays on the Psychology of Leadership). Scriptum Management. 1994. Scriptum Books Schiedam

Kets de Vries anonymously intemewed a lot of named leaders and clients of his own consultancy firm and selected a number
of unusual experiences. This selection amplifies the impression that a large number of leaders are suffering from mental or
psychological abnormalities. However, it is a serious attempt to describe how things should not be done. His conclusion
(translated into English) is:
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Fear moves between leadership and employees in both directions. Of-
ten. as a result of fear, people take refuge in ritual behavior that satisfies
the leadership and ignores the needs of customers and employees.

b. Double trouble and waste

During the early 1980's, some friends and colleagues from inside  and
outside of the company began to ask me to participate in various man-
agement training sessions and courses, My involvement was meant to
help stiniulate dialogue and discussion. Without giving it a great deal of
thought, but somewhat intuitively, I designed a simple one-page ques-
tionnaire:

Intelligence Trustworthiness
President
Vice President

etc

Question:Senior supervisors "Start ranking from  100Supervisors
(highest) from where youSales/Service staff want"

etc

'

Chauffeurs
Cleaners

During the course  of the  next 1 0-1 5 years  I  repeated  this  test  and  had
the resultant discussions in many groups and in many places around the
globe. Often the participants were young 'higher potential' managers.

The results were almost always the same, everywhere.
•    The majority - around 80%. expressed the belief that:

"The lower levels in the organization are less intelligent and less
trustworthy"

•    A minority - around 20%, expressed the following view:
"Maybe there are no significant differences".

'Management concerns the channeling of energies in the organization towards a common goal. It should be based upon
internal conviction with a realistic vision on the future, in harmony with the environment"

It is about trust. communication. sell-reflection. the creation of work pleasure, sensitivity, imagination and personal
psychological balance.

''The development of the emotional life should be directed by reason (ratio) and an effective balance should be found
between the emotional and physical. internal and external worlds"

Although I appreciate the essays, the reader will understand that I do not agree with this last sentence. The desired balance can

only be found when we allow emotions and their stimull to direct or at least play a mutual equal role in rational life.
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In many organizations I recognized that the first conclusion was the
prerailing impetus iii the definition of relationships. The consequences
of this are quite serious.

Let us focus for a moment on the 809 opinion. Discussion afterwards
revealed the sentiments behind their answers as:
• Thev don't understand
• Thev don't have the proper training. education and academic back-

ground.
•   We don't know what thel'do with information.
•     They might take sensitive information to the competitors,

And so on.

This particular visioii of the organization leads to my 'double trouble'
theory.

1.     1  eliminate a large creative and productive capacity  in my organiza-
tion.
I am  losing a  lot  of money.

2.   I invest a relatively enormous amount in administrative control sys-
turns and differentiated information and training distribution sys-
tems, based on 'need to know' or 'trust' or 'level'.
I am  losing a  lot  of money again.

The interesting thing is that when these so-called less intelligent people
show incredible intelligence or smartness iii finding ways around our
idiotic controls, we see this as proof of their lack of trustworthiness in-
stead of as ititelligence.

141

During more recent years this phenonienon is readily evident not only
in the continuous struggle with overhead and ICT costs and organiza-
tional performance, but also in other management issues such as:

M R't isman. J. MLD Lectures.  Faal Angst en Prestatie Motivatle (Fear of Failure and Achievement Motivation)

Fear of failure and achievement motivation - both are related. Fear of failure relates to the fear for the consequences of failure.

Achievement motivation is learning to think and behave in terms of efforts and investments to achieve a desired objective. The
causes for real or perceived success and failure can be distinguished as being constant. internal and external (skills, complex-

ity. level of support) and variable, internal and external (effort, coincidence. fortune. misfortune). Achievement motivation or
success orientation seeks the positive consequences of success In other words. we are looking al two competing stimuli. high

performance motivation and low performance motivation. Both can be influenced or developed by relational stimuli from
bosses. peers and subordinates in a business organization. Both are related to the perceived chances and opportunities to de-
velop a positive sell-image. (Courage/risk-taking). or not (fear/risk avoidance).

Rilsman's expose of the subject is at the heart of all considerations in this book concerning compassion/comparison. conver-

gence and divergence and the creation or destruction 01 success-creating energies.
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•   'What gets measured and rewarded gets done'.
•   Refined and complex bonus and option systenis.
•   "Put it in the bonus"
• Organizational etigineermg
•    The appearance of the FTE (Full-time equivalent).
•   Strategy and other best-kept secrets.

The 'double trouble' phenomena that I am describing leads inescapably
to a great deal of waste in labor and material. Ilol

To get a feel for the extent of the wastage, I asked many groups and
teams, both internal and external lo the company, two questions:

1.     Please take solne  time to think about  what you fiiid essential  in your
job to create success? What inspires and challenges you, what makes
you passionate in doing what you want to achieve? Do not tell me
your answers, just think about it.
(5-10 minutes allowed to think and reflect)

2. What percentage of your time can you dedicate to the issues de-
scribed in question  l ?

During my 30 years of business experience in a variety of businesses,
countries and cultures the percentages given in answer to question 2
were almost invariably between  1 0-  20. The answers almost always  led
to a heated discussion and debate on the reasons for this.

Some examples of the reasons were:
•   Bureaucracy and administrative control systems
• Meetings
•    It is quicker to do a lot of the tasks myself than to wait for others to

do them
•    I spend a lot of time checking other people's work
• Unclear strategies
•   Plans and budgets change continuously
•   It is only damage-control
•  Many important tasks are not recognized in my performance ap-

praisal.

• Politics
•   They do not trust us
•   I do what I am being paid to do
•   I am invoh·ed in too maii> projects

'"" De Moor. W..  Arbeidsmotivatie als  Management  Instrument.  Derde  herziene druk (Work Motivation as Management Tool)
Bohn Stalleu Van Loghum. Houten/Diemen 1998.

Page 39 CTranslated into English).
'1 indicated already that two crucial variables exist determining the individual performance, skills and motivation
considering 'value drivers' I pointed out already that the motivation dynamics depend on both: the value or meaning one
attaches to the realization or acquisition of something andthe self-efficacy. Important is one's own appraisal about one's

own personal competencies"
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• Continuous re-organizations
•    I have had ten different bosses in ten years
etc.

Let us try to define and identify waste. Waste is considered to be all the
labor/time and material that are used without direct contribution to the
desired business results.

Waste is relative and to a certain extent, necessary. We need time for
the following, for example.
• Experimentation, learning and mistakes
•    Training and study
• Social interactions and social relations
• Dialogue discussion and debate, brainstorming.
•   Relaxation and fun
And so on.

However, just imagine that we could change the answers to question 2
from 10% - 20% to 25- 30% by addressing all the excuses that were
given and the underlying causes. This might mean that the desired work
output would at least double, not only by creating more productive
hours, but definitely also by the creation of different stimuli and moti-
vating factors.

Now, on the basis of the answer to question 1 (10-15%), and with the
application of some corrective and useful training and meetings, sensi-
ble controls, etc. I would still estimate waste in labor at around 60-70%.

All of the ensuing discussions led to an estimate of waste of material of
around 50%. The causes are related to the same roots shared with waste
in labor and include:
• Rejects, waste, yield
•    Re-work and technical changes
• Obsolescence
• End-of-life problems
•     Missing part of the market window
•    Quality in general and cost  of quality
• Supply problems and shortages, supply base management problems
•      Quality of customer base management

For reasons mentioned earlier we should not and could not aim for zero
percentage waste. However, if we could reduce waste by 30 - 50% this

would already make a big difference.

c.  Mismatch of skills

I have not experienced any given situation in business where the follow-
ing assumption is not true:
'Wrong results are caused by wrong or incomplete skills'
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From conception on, skills reside in people individually and collectively
and feed on the continuity of human learning. The word skill here in-
cludes social, biological and spiritual learning. In fact learning is a hu-
man skill that I strongly believe is possessed by every individual.

Understanding is a skill that everyone demonstrates when he or she dia-
logues. Another belief of mine is that anyone, regardless of who they
might be, can understand everything. Man's capability to translate and
transform learning, knowledge and experiences into concrete actions
and tangible results is also an omnipresent skill or quality.

For people in a business organization I have always emphasized three
cohesive skill domains:

• Functional skills
• People management skills
• Cross-boundary skills

Functional skills - These focus on know-how, research and develop-
ment, applications, tools, methodologies and systems in tangible func-
tional areas such as:
•      Research and development (technical and human sciences)
•    Marketing and product management.
• Operations.
• Business economies, finance and accounting.
• Human resource management and management development.
And so on.

Functional skills encourage craftsmanship.

People Management skills - These focus on the elements of the Cohe-
sion Model (page 51) and achieve an optimal cohesion and satisfaction
between social belonging and identity and professional belonging and
identity.

This should not be considered as a soft or less tangible skill. When a
group of people perceives that one member's professional or social iden-
tie is not of the right quality to achieve the common goal, the reactions
and consequences are all but soft or intangible!

Cross-boundary skills-These focus on the understanding of and dealing
with the world at large. By this I mean:
• Functional chains and what drive them to levels of success from a

technical/functional or behavior/organizational viewpoint.
•   The same applies when viewing the total organization.
•   The same is applicable for the functional, organizational and human

organic relationships with suppliers, customers, stakeholders and
shareholders.
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All this relates cohesively to the understanding of one's individual and
collective role and its influences and results across all horizontal and
vertical relational chains in an organization.

These three skill sets should not and must not be exclusively attached to
a particular function or job. My opinion is that all people should be of-
fered the opportunity and be stimulated and afforded the investment to
develop skills in all three domains.

To segregate these domains based upon a technocratic or engineering
approach to organization is in my view a great mistake.

Skills mismatch

The following describes how this is perceived both horizontally and ver-
tically across a business organization.

Functional      People man- Cross bound-
skills

 

agement skills ary skills

1

Actual attention,    
level, appreciation ++              +/-              +/-
and remuneration

Desired attention,  1
level, appreciation        ++              ++              ++
and remuneration  
Mismatch | © ®  ®

From many business colleagues I can hear the rumble of revolt because
they are already spending a lot of time and money on PMS and CBS. A
lot of that money is wasted. In general these focus too much on systems
and methods, ICT. juridical absolution, democratic objectivity of ap-
praisal systems etc. Too much focus is given still to the engineering of
human resources whilst stan,ing human existential stimuli. In short, a
lot of money is used in HRM/MD's rituals in order to satisfy a social
model, which is only partially connected with the cohesion model (page
51)

Skill roadmaps

For many years we have been working with and are still using 'road-
maps'. to model the broad outline or the total business models for the
future.

We have technology roadmaps, product and applications roadmaps, fi-
nancial roadmaps, ICT roadmaps etc. However, rarely do we have skill
roadmaps.
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I do not underestimate the difficulty of developing a skill roadmap, but I
believe that it is worth the struggle to create it. We tried to create one in
a capital equipment business (See: the Netherlands case) under the
name of Train Chain. The result was not flawless and roused a lot of
debate and constructive criticism. TQM programs also give an opportu-
nity to approach this subject structurally (See: Philippines case).

d. Competing subjects for satisfaction

In the course of the last few decades, the focus for satisfaction creation
has frequently changed direction. There  has been an explicit focus di-
rected towards customers, employees, and shareholders, whilst at the
same time the prevailing organization and leadership culture have often
implicitly motivated people to actually focus on boss satisfaction. During
those very same decades we have spent a lot of time and effort on mar-
ket research and customer satisfaction surveys, employee motivation
surveys, overhead value analyses, shareholder value creation and so on.

It was often the case ulat new leaders carrie along arid they wanted to
establish their own distinctive leadership personality by imposing spe-
cific programs and the corresponding labels. The subjects or labels
would reflect the subjects for satisfaction of the specific programs. How-
ever, these changing subjects or labels would often be perceived as cre-
ating unrest, periodic disorientation, unproductive ritual behavior and a
resulting waste in labor and material. They sometimes also had the ef-
feet of diverting people's attention, energy and actions towards new
elements of appreciation and reward.
It is absolutely necessary, in everyone's interest, to review satisfaction
issues and the universal existential linkages involved, otherwise large
economic waste problems are either created or maintained.

Employee and customer motivation and satisfaction

Employee motivation surveys are useful. The question is, what are the
human concepts (\ision on man)on which the survey is based and what
does the leadership do with the results?

Some risks and phenomena experienced are:

•   The leadership takes the results as a bottom-up appraisal. It defines
new targets for the next survey (one or two years) and requests the
HRM staff to look into the matter. Rarely are the results applied as
part of the performance appraisal of leaders and managers.

• Employee satisfaction and customer satisfaction are two sides of the
same coin. I fully support this belief. Both are incredibly important
parameters of business economics and result in shareholder value.

• Customer satisfaction goes far beyond product quality alone. A prod-
uct is a material catalyst in a customer-company relationship. Em-
ployees take care of the relationship.
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Customer and employee satisfaction

A market is a population. Markets grow and expand (area, nation, re-
gion. continent, the world). Economy of scale drives many business pro-
cesses and products and senices towards 'globalization'

As a consequence. the customer is also globalized in terms of products
and senices. Common denominators (customer needs) are applied
across an expanding multi-cultural, multi-sociopolitical, economical,
multi-ethnical population base. The employee is globalized in the same
fashion, as methods, systems etc.. are integrated into the standardized,
globalized process.

Some issues and phenomena experienced are:

•  It is impossible to create globalized (standard) human relationships
(biological, social and spiritual) with a few billion potential global
customers. The only possible common relational denominator that
remains is the biological relationship.
Sexuality, physique. materialism, consumerism, luxury and/or alien
lifestyles represent this.

•  All globalized products, technological marvels and consumer goods

eventually become commodities. Competition on product level be-
comes increasingly difficult. The same is true for brand loyalty.

•   The employee is a customer too, but often does not feel inspired or
motivated to buy or promote his own product.

• Customer satisfaction needs to be re-constructed locally through
human relational needs and values. The employee whose task this is
needs to focus on this aspect, irrespective of all the standardized
technological tools available.

Shareholder satisfaction

Metaphorically speaking, customers, eniployees, suppliers, stakeholders
and shareholders are all 'shareholders' However. their actual 'shares'
are diverse and range from the immaterial through to the material and
financial. They are all in fact 'interest' holders. Let us focus on the
shareholders within the stock market. These shareholders are both insti-
tutional and private.

Again, where social and spiritual human relationships deteriorate
within and across a very diverse population.  the only relationship  that
remains to compensate for this deterioration is the biological relation-
ship.

Some issues and phenomena experienced are:

•    The po,#·ers and forces of greed often dominate and obscure the bal-
ance that is required in all human needs, desires and satisfaction.
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• Leadership, across a wide spectrum of people, has become share
value obsessed through pressure by boards, financial analysts, and
banks. More than ever, shares have become a means to purchase,
for example, companies, loyalties etc. Often leadership remunera-
tion depends heavily on share options.

• Material shareholders (stock market, leadership etc.) and immaterial
shareholders are all people wanting to create and secure an exis-
tence and life for themselves and others. Shareholders seek and de-
sire support to achieve this over a period of time, not on a monthly
or quarterly basis. Companies need to re-evaluate the material and
immaterial interests and desires of shareholders.

Boss satisfaction

It is a very volatile world. bosses come and go and too many accept the
job along with the financial securities offered in case they fail. As stated
earlier, "power corrupts and a lot of power corrupts a lot". The meaning
of corruption here is the corruption of existential human needs and val-
ues. Boss-ship is different from leader·-ship. Certain leadership styles
and cultures may create internal value/behavior clashes between diverg-
ing views on 'what is good for me' and 'what is good for the company'.
Noblesse oblige is not heard that often any more.

Some issues and phenomena experienced are:

•   The 'what is good for me' behav:ior is dominated by boss-satisfaction
and is counter-productive to satisfying the many existential needs
that are required to achieve the success of' an organization.

• Bosses appoint lookalikes or devotees in their inner circle.
• People develop the right rituals to get appreciation and reward.
• Dialogue stops.
•   The social fabric falls apart.
•   Pressure (fear) management increases.
•   The company's performance degrades.
•   Good employees are the first to go.

Conclusion

Why have I devoted so much space to the theme of competing subjects
of satisfaction? Everyone in a business organization seeks satisfaction in
a variety of existential areas. Every company or business organization
tries to find the right stimuli for behazior and satisfaction. This is pre-
dominantly a human and behavioral science and is often difficult to
meld harmoniously with the prevailing Anglo-Saxon business and or-
ganization models where the engineering sciences dominate.
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A lot of organizational and business economic malfunctioning can be
explained and understood from the points raised under the various 'is-
sues and phenomena' sections. Is it difficult to restore, repair, change,
and improve malfunctioning organizations? The answer is no. People
1,7thin the organization know in which direction solutions must be
found and explored. 1"1

Cohesion Model (2)
People in a (business) organisation

t< 1 t ecessities Relations Skills
Basic <  1 Biologica   ,)functional

Rattbnal A  Prj  *  r'   ' 
Man v  L Id  v  L li Vision

Visioll PeMble on theFundamen
tel 1>

Social
on < > <1 N'lanagement Success-

Needs Relations
Man A     r  71     -     r.7, S.k full

The - Man
Emo*'onal v  L 1  +  L .id ct ssj

i 1<4     Concrete<1 1  Spiritual +     .Cl IPBoundaryMotives Relations
Skills

One cohesive dynamic existential organism

Yet again the tools are dialogue, the courage to be vulnerable; the belief
that humane qualities rule over functional qualities, the understanding
that leadership develops between partners and that the creation of a
shared and successful history and future is what everyone desires.

1"1 Polyani. M., me Tacit Dimension. Anchor. Garden City, New York 1967.

The Tacit Dimension focuses on the vast reservoi, of implicit capabilities qualities and skills in people. How people act, behave

and realize things (that is in a working environment. in the job to be done, professionally as well as privately) is powerfully
driven by implicit. often unconscious skills. Skills here is a too simple word to cover the conglomerate of qualities, capabilities,
experiences, elc. both in a rational and emotional (intelligence) sense, in an implicit and explicit sense, In a conscious and
unconscious (intuitive) sense. A lot of the explicit exercise or execution of "expertise" Is, under the levels of formal training and

education, driven and lertilized by intuitive "tacit stimull" and "pattern recognition", based upon one's accumulated emotional
and rational intimate history.

This tacit dimension is one of the essential, if not the most essential issue, explored in this book, to be revealed, tapped. util-
ized, recognized. valued and respected in order to decrease under-utilization and increase motivation and satisfaction.
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4. Divergence and Convergence

Here we are looking at the divergence and convergence of stimuli. mo-
tives, behavior and energies within a business organization and their
direction away from, or towards the desired organization success and
satisfaction.
Converging and diverging forces develop as a consequence of both struc-
tural balances and cohesion in the day-to-day reality of an organization,
or structural imbalances and disconnection in the same.

To  a large extend they determine the organizational culture. These
forces can be grouped in 4 categories: 1121 1131

1121 Schein, E. Organisational Culture and Leadership, Jossey-Bass, San Francisco 1985.

Schein's thoughts and text are easily connected with the thoughts and experiences of the 'reflective practitioner'. It stimulates

progression along a road that has been chosen, based upon intuition, compassion and continuous learning. Some relevant
quotes.

"Understand the new environment and culture before change or observations can be made".

"Shared knowledge for socialization".

"Culture is the accumulated shared learning from shared history" (Note: and all its implicit and explicit meanings).

"Rites and rituals may be central in deciphering as well as communicating the cultural assumptions. They can be powerful
reinforcers too, but be careful, they are only views of a limited portion of organisation"

And his formal definition of culture·

"A pattern of basic assumption that the group learned as it solved its problems of external adaptation and internal
integration, that has worked well enough to be considered valid and, therefore, to be taught to new members as the correct

way you perceive, think and feel in relation to those problems" (Note: in a never-ending continuous process, motivated by
the dynamics of human existential needs).

1,31 Weick, K.E., Sensemaking in Organizations. Foundation for Organizational Science. Thousand Oaks, California, 1995.

Weick's considerations and theories have in my view a firm relationship with social psychological constructionism. To
promote/stimulate and develop collective meaning a rather unavoidable ambiguous environment is required, challenging
diverging views on the "reality" to be expressed and discussed. allowing emotions to emerge to renew views on "realities".
The essence of organization is interlinked/interlocked behavior, where between individuals a "circular" process of double
interaction develops. where cause and consequence change places, continuously.

He considers the word organization (a noun) a myth. a view to which I completely subscribe. Hence my desire to create sell-

propelling organisms. In fact. a volatile dynamic structure kept on track by a common and shared purpose, qualitative in
essence. to allow directional developments and focus first. before translation into concrete targets and objectives.
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A.  Existential -
A zision on man (e.g. in a business organization).

B.     Role of leadership
Its satisfaction drivers and behavioral consequences in the organiza-
tion.

C. Organization culture
A sum of implicit and explicit meanings, norms and values.

D. Performance appraisal and rewards
Criteria and behaworal consequences in the organization.

I believe that all these forces are inter-related and that their causes
and consequences often run across more than one. Yet this is only a
model to promote reflection and discussion. The idea is to hold up a
mirror to given organizational situations and performances and to
develop priorities, with the objective of maximizing the converging
forces and minimizing the diverging forces. Allow me to group vari-
ous converging and diverging forces under these headings:

A. Existential

The appreciation of human existential needs and relations is the basis
for the creation of meaning and puipose iii the organization.

Diverging Converging
•    It is not visible It is visible/explicit
• Concrete objectives are not Concrete objectives are explicitly

connected and implicitly connected
• Object centricity People centricity
•   Full Time Equivalent Exclusive Dedicated Indivudual

Attention. Each person is unique.
• Mercenaries Co-creators/Co-owners
•   Ego care Nest (team) care
•    What is good for me What is good for the company
• Functional belonging and Social and functional belonging

identity and identity
• Anonymous time-spending Shared history creation

B.  Role of Leadership

Diverging Converging
•   Boss satisfaction Employee/customer satisfaction
•    "walk the rituals" "Walk the talk"
• Values hidden Values expressed
• Power leadership Participating leadership
• Leadership styles and fashions Leadership culture and meanings
• Ritual behavior valued Shared meaning and purpose be-

havior valued
•   Surrounded by admirers Surrounded by compassionate

challengers
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C. Organization culture

Diverging Converging
• Engineering centric Behavior centric, people centric
•   Disconnected with ambient Connected with ambient culture

culture
•   To measure is to know To understand is to know, sup-

ported by measurements
•   Command and instruction cul- Dialogue culture

ture

• Calculating Compassionate
•   Communication and informa- Knowledge and information as a

tion based on need/allowed to common and shared asset. "Free
know self-service"

• Engineered organization Organic organization
• People cannot be trusted People can be trusted
•     What gets measured gets done      What satisfies meaning /purpose

gets done
•   Job description Responsibility description

D. Performance Appraisal

Diverging Converging
•   Haye mania Balanced matrix appraisal
• Top-down Top-down and bottom-up
•   Values not included Values included
•     Objectivity and juridical ex- Measure of subjectivity (emotions)

tremisrn allowed
•   Job satisfaction is remunera- Job satisfaction is existential satis-

tion faction

Convergence and divergence forces are always present simultaneously
in even· relationship and every organization. They reflect the continu-
ous struggle between individualism and collectivism as an essential
driver of human behavior. All these forces or stimuli exist because of
each other and cannot, in my view, be separated or dealt with in isola-
tion. They are both deeply rooted in man's existential needs and man's
psychological interiority and both play an inescapable and essential role
in behavior.

The challenge to relationships and organizations is now how to balance
both forces respectfully and how to develop a point of gravity between
both towards convergence and towards social belonging driving func-
tional belonging.
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Ihme tried to zisualize most of the converging and diverging forces into
the following picture.

Existential Needs
Basic Necessity Fundamental Needs Concrete Motives

Existential Relationships
Biological

So( al Spiritual
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I Challenge
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control man Existential                   -'       service '.       .:4&'ideblexdudigg values is the 'ob
wer satisfaction satistaction Two way appraisal

leadership in the job including values

.-.-Ii./-

0 and Existential Dissatisfaction Convergence and Bential *1 
destroys energy creates energy

The foundation is the cohesive conglonierate of human existential
needs and relations. Are they connected with the organization 2 Do they
feed the creation of common and shared meaning and purpose? And are
the concrete objectives connected 8 or disconnected   with them? From
this. diverging or converging powers develop and energy is destroyed or
created.

5  A real life illustration

114 Weggeman. M., Hendrix,T. Management Skills  and  DisciplinesWernal Report 1992

I har e experienced that the forces of com'ergence and di, ergence of in-
dividualism and collectivism are clearly present in all the many organi-
zations that I was involved in or was connected with, in all countries
and all cultures.

I was actively involi·ed in a massif·e restructuring project Mthin the
mother company during the early 90's and various focused task forces
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were established. I became a member of the task force charged with
i *Management skills and disciplines.'

The assignment was:

-Considering the new company profile (business portfolio. organization,
geographic balance, etc.), which managerial skills  will be needed  to  en-
sure its success in this decade and beyond?

Which gaps are there in the skills of our current nianagement popula-
tion?

How will better qualified managers be:
• Spotted internally
• Recruited
• Developed
• Deployed
• Motivated
• Evaluated

More specifically. how shall we develop leadership in the company?"

As well as undertaking external research and analysis of best practices
in a number of multinational companies, the leadership of the mother
company took a Very courageous decision to survey and analyze in-depth
our own internal reality.  With a small sub-group out of the taskforce I
was charged with the development and execution of this analysis aided
by an outside consultant for the design of a relevant questionnaire.

Internal opinion survey

Background
An Internal Sun'ey, covering 727 managers in the company. was con-
ducted to obtain insight into the quality of management skills. The sur-
vey had a 71% response, which by any statistical value is a very high
percentage. The survey covered a representative selection across age,
years of service and geographical areas.

This Internal Survey, which will be used as the basis for the following
conclusions and recommendations, was structured along three different
skills-clusters.

1. People Management Skills (PMS).
2. Cross-Boundary Management Skills (CBS).
3.  Professional and Functional Skills (PFS)

Items 1 and 3 are self-explanaton'. Item 2, Cross-Boundary Manage-
ment Skills. this was defined as the skills required to properly manage
cross-business (PD, BU/BG) issues, cross-geographical issues (PD/NO.
BU/BG/NO etc.), and cross-functional issues.
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The survey was designed with the aim of getting specific insight into the
following issues as observed by the respondents and asked the following
questions: -

A. The most important skills for the company to perform successfully?
B.    The  quality of these skills as experienced with present and former

bosses and colleagues?
C.  The support given by the company to develop these skills?
D.   Identification of the support methods most frequently used?
E.  The most important skills for mo\'ing up in the management hierar-

chy?
F.  Recommendations for improvement?

The company's leadership and the global restructuring task force which
consisted   of   100 top managers, across all organizational dimensions,
committed itself beforehand to accept the results and to take adequate
actions as soon as the results were completed.

This  might be considered logical  and  rational.  but  considering  the
enormous stress, pressure and emotions prevailing during that period of
a threatening global crisis and the intuitive strong belief that important
and/or embarrassing issues and opinions would surface, it was a com-
niitment that required a lot of courage.

Look at the questions A and E, which recognize the still intuitive belief
that competing behailoral forces might at the heart of our leadership
and management problems draining success-creating energies from the
company. So. this survey and analysis was about us. Or, as the CEO ex-
pressed  it:  'Is  it bad business  or bad management (leadership)  that
caused our problems?" And - 'when we are the problem, are we also the
solution?"

Even  before the survey was executed during the first  half of  1992,  the
rational man started  to be strongly influenced by the emotional  man.
The dominance of the rational man was challenged from within. The
head started to seek comiection with the heart.

I will show some results that are relevant to my stated belief of the si-
multaneous existence of the forces of conx·ergence, divergence and indi-
vidualism, collectivism.
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Most important people management skills for the company to perform
successfully versus most important people management skills for moving
up rapidly in the management hierarchy

Ranking most

People management skills important
For the For moving

company          up
Capable of motivating and inspiring his or her 1        10
staff/employees
Capable of sharing vision, objectives and strategies with             2 12
his or her staff/employees
Team building skills                                                                    3                 7
Entrepreneurial skills                                                      4              4
Communication skills                                                           5               3
Positive thinking, winning attitude                                               6                 5
Capable of developing a vision with derived objectivities            7 6
and strategies
Trustworthy, honest, reliable                                      8           14
Capable of clear and fast decision making                                      9                   9
Capable of selecting the right person ofthe rightjob                 10               16
Capable of delegating responsibilities                                       11               15
Listening skills                                                             12            17
Capable of developing his or her staff/employees                                 13                       18

Capable of appraising and rewarding in a fair way                       14                 19
Capable of using people and connections that are

15       8
important for the business
Stress resistant, stable                                                        16             13
Capable of developing respect and/or charisma                        17               11
Diplomatic qualities                                                                                                     1 8                        2

Capable of developing the right internal contacts                                  1 9                        1
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Most important cross boundary skills for the company to perform
successfully versus most important cross boundary skills for moving up
rapidly in the management hierarchy

Ranking most
Cross Boundary Skills important

For the For moving
company           up

Understanding the functioning of the total business chain           1                  3

Oriented towards customers (internal or external)                     2                7
Capable of communicating across functions, cultures,
languages                                            3         8
Oriented towards results in the market                                4             6
Capable of coping with change                                                      5                 10
Experience in different functional fields                                  6              9
Capable of stimulating others to build relationships
across the boundaries of their own areas                                      7                 15
Capable of managing confiicts of interest                                  8               13
Capable of sub-ordinating departmental objectives to
company objectives                                                           9              16
Capable of building networks of relationships across the
organisation                                                                                              1 0                   1
Experience in different countries                                                   1 1                 5
Capable of managing multi-department projects                             12                  17
Capable of selling his or her plans convincingly                       13               2
Capable of negotiating across organisational borders             14             14
Experience in different Business Units                                               15                  12
Capable of influencing policy makers in other related
areas                                                                                                                                               1 6                        1 1

Diplomatic qualities                                                                                 1 7                   4

Ranking most
People Management Skills and Cross Boundary Skills important
combined

For the For moving
company UP

Capable of motivating and inspiring his or her 1        10
staff/employees
Capable of sharing vision, objectives and strategies with
his or her staff/employees                                                   2              12
Trustworthy, honest, reliable                                         8            14
Diplomatic qualities                                                           18              2
Capable of developing the right internal contacts                       19               1

Capable of sub-ordinating departmental objectives to
company objectives                                                                  9               16
Capable of building networks of relationships across the
organisation                                                               10             1
Capable of managing multi-department projects                     12             17
Capable of selling his or her plans convincingly                               1 3                   2
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The results and the recommendations of the participants had a far-
reaching impact on many management development practices and pro-
cesses, like:
•   Horizontal and vertical team training.
• Promotions based also on training record.
• Manager, leader as trainer.
• People management courses for alllevels and disciplines.
• Cross-functional training
•  The establishment of a global standardized performance appraisal

system, including a good balance between the 'hard' and the 'soft' is-
sues.

6. Positive and Negative stress 1151 [161

An organization dominated by diverging forces almost always suffers
from negative stress. The symptoms are for instance:
•   High absenteeism.
•    Low efficiency or productivity.
• Continuous re-organization.
•     High levels of employee turnover.
•    Fear, nervousness and introvert behavior.
•    Much talk and gossip about bosses.
• Ritual behavior and lack of humor.
•   Low results.

Etc.

In short, it destroys energy.

BS  Antomsky, A.,  Health Promoting Factors at Work:  The Sense of Coherence,
In Kalimo, El Batavi, R.H.. & Cooper. C.L., Psychological  Factors  at  Work  and  their  Relation  to Health,\N.H.0., Geneva, P.153-
167.1987.

Antonovsky has created a model to demonstrate the role of meaning (creation) in resolving stress-related problems caused by
internal and external forces. External forces are the influence of others on the prevailing conditions in the environment. Internal
forces refer to ways by which people deal with their physical conditions (note: including all emotions arising from that) and
with their own opinions and values. (Note: their existential needs and motives composition). His model is based on 3 key
elements, comprehensibility, manageability and meaningfulness.

116' Antonovsky redefined SoC in Unraveling the Mystery of Health. How People Manage Stress and Stay Well, London. Jossey-
Bass Publishers, 1988.

'The Sense of Coherence is a global orientation that expresses the extent to which one has a pervasive, enduring
thought dynamic of confidence that;
the stimuli deriving from one's internal and external environments in the course of living are structured. predictable and
explicable (comprehensiveness),

the resources are available to one to meet the demands posed by these stimuli (manageability) and
these demands are challenges. worthy of investment and engagement (meaningfulness)

Antonovsky's SoC creates an inspiring motivation for the convergence and divergence-model described (the destruction and
creation olenergies) and further reflections on the application of the model. See the Case Stories.
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Rational man drives the emotional man

Negative stress is often caused by alienation between man and work. To
explain: what happens because of this is that work does not play an es-
sential  role in existential satisfaction. Existential relationships are selec-
tively addressed and experienced with the principal focus directed to-
wards the biological, functional and material aspects. Sophisticated
management courses and jargon with its ritualistic expression and be-
havior concerning quahty of life, products and processes and the impor-
tance of the human being may be brought to bear here. Irrespective of
this, employees and customers alike have the feeling that they are just a
mathematical variable in a business economic equation.

Diverging forces cause negative stress. Work is not integral to existential
needs but rather serves as a way to create tools and means (that is,
mainly money), and people seek existential  confirmation and satisfac-
tion elsewhere outside of the business organization.

Positive stress is just  the opposite and feeds on convergingpowers.
The symptoms of this are often:

•    Low absenteeism.
•    Speed, flexibility and high productivity.
•      An organically adaptive organization.

(1 do not yet use the word leanling organization)
• Employee loyalty.
• Shared meaning and purpose, fun and laughter.
• Relaxed personalities, self-confidence and the ability to carry high

workload stress.
•   High results.

Etc.

In short, it creates energy.

Emotional man drives rational man

Turning negative stress into positive stress is a surprising challenge and
process and can have amazing results.

The challenge is for the leadership to turn the focus for themselves and
others on their human and motivational qualities and to eliminate real
or perceived emotions like:

"I have to be the boss."
"I have to maintain respect for me." (By fear?!)
"I cannot make mistakes or show the need for help."
"                                      "They may abuse my trust.
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All changes start at the top. 114 1181 This makes it easy, but that is not the
way that management training, remuneration, career development and
so on have been directed. Either through pain and problems or intuition
we have found out that people react most positively or successfully to a
display of human qualities, visual impressions, behavior and non-verbal
communication, or 'walk the talk'. This is what opens the doors to dia-
logue, integrity, sharing meanings, values, norms, and objectives.

Where I use case stories as examples to describe this process, with the
benefit of hindsight the descriptions may look too rational, but I assume
that this is unavoidable. As I experience it in writing these case stories,
it remains dimcult to describe an emotion-driven process without the
urge to rationalize in hindsight.

One of my conclusions is that when positive stress rules, people can
carry very heavy workloads. The workloads can be described as heavy
either because of volume, complexity, quality requirements and stress
on time etc.

Challenges, which the participants initially considered to be absurd, de-
veloped quickly, like:

A.  Double the business results
(As a measure of customer satisfaction)

B. Halve absenteeism
(As a measure of employee satisfaction)

C.  Within 18-24 months.

Inn Porter, M.E., Competitive Advantage.The Free Press. New York. 1985.

Key thoughts expressed focus on very important issues like value chains and value differentiation. the force field of threats.
opportunities and bargaining powers between the company and other players in the market, marketing tools, etc. and the
essential importance of horizontal strategy with all its tangible and intangible relationships.

It gives an extremely well analyzed picture of all the potential positive and negative values in the complex business arena of a
multi-product, multi-national company. To a large extent I subscribe to the reasoning and the expressed considerations
concerning the creation of competitive advantage.

However, I regret that the behavioral scientist voice is not heard in the text. Because the many valid ideas have to be executed
by people and only people. How should they be incentivized and motivated to execute these proper ideas? In short. how to
make it happen? Managers and leaders should take this valuable book seriously, but accompany it with the writings of some
renowned behaviorists.

1181 Pleffer.J. Competitive Advantage through People.  Unleashing the Power of the Workforce. Harvard Business School Press.
1994 Boston.

Both books (Porter and Pfeffer) make a great duo. Pleffer identifies wrong/right, heroes, theories and language. He focuses on
the employee's optimal potential contribution instead of economic optimization of labor costs over output. (Comparison or
compassion?). He identifies the proper approach to TQM as a strong potential force to emancipate the worker and grow
motivation and productivity.
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However, this had to be achieved without massive reorganizations in the
first instance and also without sacking or changing a lot of people in the
organization.

7.  Globalization and tribal retreat - common
denominators '191 1201

Let us reflect upon the behavioral consequences and reactions of people
within large multi-national and transnational organizations when sub-
jected to the influences of globalization. We might, however, also like to
expand this particular reflection and apply it to all mankind. Everyone is
a member of the global organization of mankind and this includes tribes,
clans, states, nations, countries, regions, continents and many, many
cultures.

In an expanding world in terms of:
• Geography
• Relational reach and influence
• Communication, information and data exchange
• Cultural variations, differences, challenges and osmosis.
• References (norms and values) and challenges
• Comparative analyses
•   Travel and transport

People face an enormous challenge to maintain existential confirma-
tion, including individual and collective elements of cultural unique-
ness. In other words, securing respect and interest for these particular
elements becomes increasingly difficult.

1191 Hame|, G., Prahalad. C.K.. De Strijd om de Toekomst ( Competing for the Future) Scriptum Books, Schiedam 1994

m Toffler, A., De Derde  Golf  (The  Third  Wave). L.J Veen B.V.  Utrecht/Antwerpen 1991.

Globalization started  in the 1980's and exploded into a dominant business development in the 1990's. Both writers have been

important in stimulating thoughts around my recurring theme in fundamental needs of "creating and securing a desired future",

both individually and collectively (a business organization).

Hamel and Prahalad invite the reader to distance himself from conventional wisdom, the treadmill of continuous reorganiza-
lions, principally based upon cost control and instead to create a vision of the future. To involve the creative powers of employ-

ees and managers and customers, and to establish new satisfaction drivers. To focus on real competences, connect them with

those of others and m short. to expand the strategic concept in a network of new relationships in which people, their desires

and their ambitions, play the central role.
Toffler describes initially the first and second industrial revolution and paints a changing world in a multitude of aspects and
dimensions. A third industrial revolution?  See my Chapter 10. The power of the book to me is that it is optimistic in the sense

that he is convinced that people have the intrinsic qualities and capabilities to address all the changes and create successes.

Whether or not (as we now know) man or people will achieve a positive balance through all these changes, remains still to be
seen. But it is stimulating that Toffler's book is definitely people-centric.
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Man's existential confirmation as culture being is derived from his bio-
logical, social and spiritual relations. Individual and collective existential
confirmation requires the expression and acceptance of relative cultural
uniqueness.

Uniqueness and identity require relational intimacy. This intimacy can-
not be spread too thinly or be too diluted. To seek and realize existential
confirmation in social and spiritual relationships becomes increasingly
difficult in an expanding world. Cultural differences are too often per-
ceived as a threat instead of as an existential wealth and necessity. Far
too often it is the case that cultural differences are analyzed compara-
tively and valued only in economic terms. In order to secure a position
in this world this forces people away from social and spiritual needs
back to basic necessities and biological /material needs and relation-
ships.

This has two main consequences:

A. Tribal retreat

This is when we seek to re-establish social and spiritual satisfaction,
identity and social belonging, within the smaller circle of one's own
roots, culture and local social structure, leading towards:

• An increasing interest in one's roots, culture, history, folklore,
handicrafts, traditions, language, dialects, myths, legends, local mu-
sic and so on.

•   Nationalism and tribalism
•    Religious and spiritual fanaticism/fundamentalism

B.  The global common denominator trap

From a business economic point of view, the world and its population
are perceived as a market or a collection of markets that are either real
or potential. Our control instinct leads us to try and analyze or detect
common denominators in customer needs that we deem make commer-
cial sense.

When spiritual relations and elements of social relations and their satis-
faction stimuli are considered to be too complex, diverse, variable or dif-
ficult to control, then the focus moves instead to the invariable common
fundamental need of basic necessities and biological relationships.

Unfortunately. as is the case in behavioral stimuli the same applies for
product promotion and advertising focusing on:

• Sexuality. sensuality.
•   Materialism and greed
• Consumerism
•   Financial gain
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•    Physique and physical appearance
•   Youth and potency
•    Rank in the pack
• Power
• Commercial life-styles
• Happiness definitions.

Unavoidably, in many businesses the offered products and senices are
technologically and functionally 'me too' To create preference for a
product, brand or supplier company much more is required than what is
described here. Beyond global common denominators, which do not
create any differentiating emotional stimuli, to create preference we
should accept and respect multiple cultural diversity and the local exis-
tential and relational needs.
If one would 'walk the talk' of  'people are our most important resource',
local business activities should be culturalized carefully and with dedica-
tion. Global marketing becomes a contradiction in terms and 'think
global but act local' gets a different meaning, value and differentiating
power

8. What do people seek and desire in a business organiza-
tion  - Existential satisfaction!

At the end of this chapter. I rvould like to summarize my learnings and
beliefs and what people seek and desire as members of a business or-
ganization. Rl]

Existential confirmation
A balanced, individual and collective development of social and profes-
sional belonging and identity. Human qualities, imphcit and explicit,
existing and developing, are stimulated and become recognized, re-
spected and utilized.

12'1 Senge, P. The Fifth Discipline. Double(lay. New York 1994.

Quote:
"Efforts to develop learning capabilities blend 'behavioral' and 'technical changes'. By this I mean that people are work-
ing on themselves while they are working on 'the system'. The mix of the technical and the behavioral is embedded in the
basic disciplines, which span from the deeply personal (personal mastery and mental models) to the highly conceptual
(systems thinking)".

'The essence of the discipline of system thinking lies in the shift of mind, seeing interrelationships rather than linear cause-

effect claims, and seeing processes of (continuous improvement) change rather than snapshots"

The essence of the 5 disciplines (system thinking, personal mastery. mental models, shared vision and team learning) are very

congruent with the philosophy and approaches described in this book. See the Netherlands Case - (Chapter 8) where outside
researchers discovered that we had created a learning organization, '"without really trying it."

I deliberately position this reference here because it all starts and ends with "what do people seek and desire in a business

organization?"  Individually and collectively, top down and bottom-up in a dynamic environment.
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Ownership
To co-create and co-own a common and shared meaning and purpose
and the strategy, tactics. objectives and actions that are derived from
this. To create self-regulatory and disciplinary processes based on com-
mon and shared values, norms and the defined concrete ambitions.

Self-expression, realization and actualization
To find and experience the stimuli and freedom to dialogue, express
thoughts, ideas and opinions. To learn continuously and to be able to
develop satisfactory biological, social and spiritual relationships, includ-
ing a positive self-image.

Responsibility and success creation
To meet and understand the consequences of one's individual and col-
lective actions and activities. Whenever the results deviate from the ma-
terial and immaterial concrete ambitions of the organization, to have the
right and the means to correct, change and improve processes and ways
of working.

History creation
To create a shared histon· that supports and stimulates the development
and security of an individual and collective future.
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Chapter 3

Culture, rituals, behavior and the company
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Chapter 3
Culture, rituals, behavior and the company

1.  Introduction and summary of thoughts and lessons learned.

2. Socio-biological and socio-spiritual culture.

3. When cultures clash and/or disconnect.

4. Rituals

5. Company culture and leadership
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1. Introduction

Why a chapter about culture? Because people create meanings with
others and their environment in a relational space. People are seeking
biological survival (basic necessities), existential confirmation  and  the
creation of a future (fundamental needs). The relational space includes
the dimensions of meanings, history and time. Within this space, shared
and common meanings are accumulated over time and they seek and
gradually establish a relative equilibrium with the necessities, needs and
motives of the people in their relationship.

In this relational meaning space. meanings are stimuli and their sym-
bols at the same time, nurturing and directing behavior towards the sat-
isfaction of necessities and needs.

I consider this space as culture space.

Basic necessities and fundamental needs are invariable for all mankind.
but the related behavioral stimuli and their symbols determine relations
in the group, or community (tribe, clan etc.), and are culturally specific.
The symbols and stimuli of meanings are consolidated in culture spe-
cific words, tokens, signals, gestures, facial expressions, movements,
rituals, ceremonies, arts, social etiquette, stories, myths, legends, arti-
facts and so on.

My conclusion is that culture is a condition and an expression of human
existence and life.
"I relate thus I exist" can now be expanded:

•  My relationships and existence continue because they are
nurtured by a shared evolving culture.

• Behavioral stimuli are most effective when they relate to
my culture.

Culture determines how to address behavioral stimuli and make
them most effective.

As a consequence of these considerations, I want to address and focus
attention on a few issues relating to culture.  When we think about be-
havior and motivation of people, for instance in business organizations, I
believe that it is these selfsame people who are the vital keys to an ade-
quate selection of stimuli in a multi-cultural environment.

a.  Culture is existential and an existential expression

Culture exists since the nature being evolved into the culture being
(man). It developed and develops through  the  ages in unique character-
istic variations but is primarily driven by invariable human basic necessi-
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ties and fundamental needs. Man's experienced and perceived levels of
satisfaction drive it in a dynamic and evolutionary way.

One of the most significant expressions of culture is the unique rela-
tionship between meanings, stimuli and behavior.

b. Culture enables social belonging and identity

Culture embodies and represents the common historical, present and
future ambitions, visions, experiences, learning and stories, myths, leg-
ends, etc.

Culture defends and protects the social belonging and identity of the
group (community) and its members.

When the leadership in a business organization appreciates that em-
ployees seek social belonging and identity in the organization to fuel pro-
fessional belonging and identity, the consequence is that common and
shared cultural elements have to be developed to allow this to happen,
within the cells and across the cells of the organization.

Social belonging and identity in a business organization re-
quire a specific cultural envelope or a company culture.

c.  Dialogue and compassion are fed by cultural differences

In my view, cultural differences are the most impressive expression of
the human quest for existential dialogue. Culture demonstrates man's
uniqueness. All man k uniqueness, in the only way possible. It drives in-
ternal and external reflection and internal and external dialogue.

The continuous development of meanings and the relationship between
them, both within and between cultures, would come to an end if cul-
tural differences were ignored, discredited, equalized or disrespected.
This may happen when cultures are compared only in a material sense
(economic, military, etc.), and the social and spiritual dimensions of
culture are ignored. Man's evolution would become one-dimensional
and severely impoverished to the point that the culture being would
tend towards the nature being.

Cultural differences are essential to human evolution.
Cultural differences should lead to compassion and not to
comparison.
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Summary of thoughts and lessons learned.

•    Culture is a condition of life and cultural diversity is a condition for
its continuity.

• Culture determines the effectiveness of behavioral stimuli.
• Culture enables social belonging and identity.
•    Dialogue and compassion are fed by cultural diversity.
• Human culture includes two inseparable domains, the socio-

biological culture and the socio-spiritual culture, cohesively repre-

senting the rational and the emotional man and all expressions of
his existential needs.

•     Lifestyle is not the equivalent of culture.
•   Without a shared socio-spiritual culture an organization will not be-

come a learning organization.
•     Rituals are essential non-verbal communicators of culture.
•    A company culture might be people-centric or object-centric, leading

either to convergence and the creation of success generating ener-
gies or to divergence and the destruction of success generating ener-
wes.

•   'Back to basics' should be driven by a shared vision on man and the
solidarity between all members of mankind and the development of
a shared and common meaning and purpose.

Reflection

Regarding scientific references on the subject of culture, the author ran
into a problem. When we consider for a moment all the scientific litera-
ture in the world, I think it is reasonable to assume that roughly 50% is
dedicated to natural sciences and 50% is dedicated to culture sciences.
In these huge domains culture exists as a fertile breeding ground for
biological processes, chemical processes, social and spiritual processes,
behavioral processes, etc., both in a material and immaterial way.

The culture model as constructed in this chapter, is not intended to ad-
here to or to satisfy the existing and available scientific considerations
on culture. It aims at emphasizing the power and values of cultures in
human existence, life and behavior. In addition to this, the model hopes
to illustrate the unmistakable organic relationship between existential
needs, relationships and culture.

Psychology is positioned in this book right on the intersection between
the natural sciences and the culture sciences.

Social psychology in the context of culture and behavior, has a strong
relationship or moves towards anthropology.

How to deal with this in a meaningful and practical way, working and
living in a multi-cultural, anthropological diversity?  I believe, by partici-
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pation in the various diverse environments recognizing, accepting and
respecting the accumulated historical, biological, social and spiritual
heritage.

2. Socio-biological culture and socio-spiritual culture

Man is a social being. The social being acknowledges intuitively, emo-
tionally and rationally that existential satisfaction, whatever dimension
is involved, cannot be achieved without others. Man exists and lives in
families, groups, communities, tribes, clans and these eventually form
states, countries or nations.

All the groupings or communities are identified and characterized by a
more or less cohesive network of cultural existential relationships.

This cohesion develops when:
Common and shared meanings and purposes are recognized and con-

firmed implicitly and explicitly.
A collective argument and appraisal develop about the utilization of
immaterial and material means with the goal of increasing satisfaction
in individual and collective biological, social and spiritual relationships.
An individual and collective creation and securing of a future is consid-
ered to be more feasible within this cohesive network.
Social belonging and identity are stimulated, feeding functional belong-
ing and identity.

Looking at the cohesion model and assuming that it makes sense; I see
two cohesive relational mainstreams.

A. Socio-biological relations and culture
(Experiences, learning, meaning creation and history creation.)

This stream originates from rational man and his invariable basic neces-
sities and part of his invariable fundamental needs - namely to create
and secure a future. It is fed by biological survival in all its manifesta-
tions and reflects the presence in man of the remnants of the nature
being. Meaning creation here focuses on material and functional use-
fulness and benefit. Meaning creation represents and expresses meas-
urable realities in time and space that can be compared objectively.

B. Socio-spiritual relations and culture.
(Experiences, learning, meaning creation and history creation.)

This stream originates from emotional man, his variable concrete mo-
tives and part of his invariable fundamental needs. Namely, existential
confirmation in a material and immaterial sense. It is fed by spiritual
survival, by the urge to rise above the nature being and to become a cul-
ture being.
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Meaning creation is not focused on nor required for biological survival.
Instead the focus is on the sublimation of realities into emotional and
spiritual values with their implicit and explicit symbols. These cannot be
measured in time and space.

Both A and B are inseparable. They originate jointly from man. They
cross-fertilize each other, are in relative mutual competition and con-
tinuously seek balance and harmony with each other.

In both these inter-connected and interrelated streams, meanings are
accumulated and integrated into culture.

I believe that because of A and B, culture is composed of two insepara-
ble components. The question now arises of how to name these two
components without causing confusion by the chosen words.

I will name the "A" component Socio-biological culture and the "B"
component Socio-spiritual culture

To facilitate discussion I have put the key elements of man and
culture in a picture:

Cohesion Model - Culture
People In A Group, Tribe, Clan, Community, Society

Nat Culture
Ing Basic Biological

Man Necessities Relations».
Socio-

Rational
.3>   BiologicalMan an S. - r Culture

...  --.-

,«.4
Culture

Meaning Fundamenta Social i r
Bein ---' .4 Socio-

Creation Needs Re lationit·,

OCIO-Spl anings
Emotional '>    Spiritual

r

Man       3 Culture
1

Man Concrete Spiritual
Motives Relations

Culture

One Cohesive Dynamic Interactive Existential Organism
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To bring this concept to life I will describe some aspects in our lives that
belong to socio-biological culture and to socio-spiritual culture.

Cul-ure
Socio-spiritual Culture Socio-biological culture

•   Myths and stories and their his- • Societal. political history and its
toneal actors historical actors

•  Ideology, values and norms • Hierarchy, structure, systems
and processes

• Dialogue • Negotiation
•  Vision on man •   Ranking and classification
•  Symbols and metaphors • Social etiquette
• Spiritual value creation •   Reward and punishment

• Result creation
• Abstract concepts •   Strategies and policies

• Economy
• Rituals • Rituals
•  Arts and artifacts • Physical realities
• Religion, beliefs •   Church, religious organization
• Leadership • Management
• Compassion • Comparison
• Social belonging and identity • Functional belonging and iden-

tity

•  To understand is to know •   To measure is to know
Cannot be measured in time Can be measured in time and
and space, need to be discov- space, can be observed and
ered compassionately. valued, can be compared.

With tlie objective of making this clearer and to expand on this theme, I
need to define sonie of the words mentioned because I consider them
essential when examining culture in this way.

Myths - compress time, they bridge the ages and support contemporary
realities and their values with historic events and actors and intention-
ally aniplif\, and glorify them.

Value - a symbolic and verbalized directional stimulus giving meaning
to social behavior. Values are part of ideology and relate to a vision on
man.

Ideology - a symbolic integrated concept of r'erbalized and interpreted
beliefs, meanings and values. Ideology legititnizes and promotes a cer-
tain social structure and behavior. or serves to change it, based on a vi-
sion ori Inati.

When culture is a condition for life, a ,-ision oil man and compassion for
man must include interest and respect for unique cultural intimacies.
My own experience showed me that these are the niost powerful keys or
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stimuli for satisfactory and successful behavior within a multi-cultural
organization. They desen·e time and energy to discover them.

Economical, technical, political globalization is unavoidable to a certain
extent. But one has to realize that this process often has the dangerous
tendency of simplifying cultures and integrating them into a bloodless
and cold standardized global economic equation.

Man is not just an economic entity.

If, as a result, socio-spiritual cultures are ignored, then any development
will actually turn against its objective of economic success. Socio-
spiritual culture (emotional man) feeds socio-biological culture (i·ational
man) with its stimuli. If they are disconnected, then we see that culture
is confused with lifestyle. Lifestyle is a purely commercial invention and
creation. Words and symbols that are associated with lifestyle are purely
materialistic.

Lifestyle is a commercial creation and is not culture.

Culture expresses itself mainly in behavior. Lifestyle ex-
presses itself mainly in goods and products.

Culture and its power to create belonging and identity, individually and
collectively, is directly fed and influenced by the creation and preserva-
tion of shared history and stories. This includes learning. All real learn-
ing is preserved in documents, records, books,  etc., and stories - knowl-
edge, brains, thinking.

The 'learning organization' cannot exist or develop without the creation
of histories and stories that are present in both its socio-biological and
socio-spiritual culture.

Without a shared socio-spiritual culture, an organization
will never become a learningorganization.

I will be describing the Netherlands case story (see Chapter 8) as a con-
crete example of this premise. We, all of us, strove for new and different
behavior in order to create success. During the process, shared values
were re-created. the culture changed as a result and success was
achieved. The outside researchers (see Chapter 8.7 Leadership during
major changes) came to the conclusion that we had created the learning
organization and took our case as an example of this. In this case the
learning organization appeared as a resu/t, not as an initial objecti,·e.
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3. When cultures clash and/or disconnect.

Culture is evolutionary and dynamic

In the course of time cultural additions are created by maintaining roots
in the past and creating new histories in the present. At the same time,
culture is challenged and sometimes disturbed by outside forces and
influences and it needs to be protected and defended. Although this is
the very nature of culture, outside influences and forces may put a too
heavy burden on the group as it endeavors to presen,e its cultural bal-
ance and uniqueness.
Inside forces and influences may have the same results. For instance,
the leaders or rulers may introduce a new leadership culture with top-
down forced alien meanings and symbols. This is not based upon a
shared history. Often, the purpose is to install a certain power and hier-
archy structure and to classify and rank man in a new way.

Often, these new meanings and symbols are legitimized by connecting
them with higher powers and a selective combination of elements from
one's own and foreign histories and cultures.

Some of these external and internal forces are:
• Cultural osmosis by communication, information, travel, trade,

wars, etc.

•   Conquest and submission, colonization, real and metaphorical.
•    Leadership and its personal individualistic ambitions.
• Behavioral engineering and the resultant rituals.
•   Meanings are obscured by rituals.
•     The promotion of lifestyles. Mainly Anglo-Saxon lifestyles.
• Clashes between the internal organization culture and the ambient

culture.
•   'What's good for me' versus, 'what's good for the group'
etc.

All these factors may cause cultural disharmony and clashes between
cultures and within the same cultures. When disharmony and clashes
occur. they change or confuse the existential experience, behavior and
social belonging and identity.  We also confuse these issues by using
ritualistic expressions without a shared agreement about meaning and
semantics. Many words in our day-to-day communication have become
ritualistic and symbolic, without a shared meaning. It is a threat to cul-
ture as the condition for life and it coaxes people towards ritualistic be-
havior, to satisfy only the biological relation.

Some examples of what I mean:

The American. European. African, Asian, etc., does not exist pei·se. The
words used identify geography and where one lives or is born. They do
not give any clue to culture, belonging and behavior.
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In business terms, an AnieIican niarket is a useless concept, but I will
address this statement later. When buying is an emotional process, or is
driven by emotions, then by definition the American market contains
millions of markets, of micro- and macro- clusters of emotional stimuli
and groups, communities.

Religious rituals and ceremonies where, for example, Christian saints
are  dressed and adorned in accordance with historic pagan beliefs.
Evangelization might take the shape of cultural disconnection instead of
cultural connection.

A European in Africa acting according to European interpretations of
African behavior does not show or receive respect. Mockery or carica-
ture of culture is, in my view, a serious offence.

A Japanese friend or business colleague dressed in a pinstriped suit does
not suddenly become a European or American. To think that indicates
cultural disrespect for him and for oneself.

The international language of business - English - is not a carrier of
culture but is at best a useful functional communication tool and a sym-
bol of an Anglo-Saxon lifestyle.

India is a continent with more than 25 states, hundreds of languages.
many different local ancient histories. There are many Indian cultures
and identities and there is no one single continent-wide Indian culture.
The many cultures and identities that make up India are as different
and as incomparable as Scandinavia is with Greece, or Germany is with
Spain.

Behavioral divides, inside and outside the organization

Often, people demonstrate a very different personality and behavior in-
side and outside the organization. The relation system in the organiza-
tion (biological/material/functional) makes people optimize their beha
ior to satisfy the norms of the biological relationship or the socio-
biological culture within.

Outside the organization the person is within his own cultural environ-
ment and optimizes his behavior across all dimensions of his culture.

My experience is that most people have a very strong intuition for 'what
is good for the company' or nest care and at the same time accept the
forces that drive them to 'what is good for me'. or 'my territory' care be-
havior.

I learned a great deal about this phenomenon when I began to interview
people who were considered to be low performers, disruptive elements.
candidates for dismissal etc., according   to the performance appraisal
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and MD process. Although in general my own conclusions did not differ

from those of their bosses. I took the time to talk to these so-called prob-
lem cases to discover and to learn how their life was outside the com-
pany. Almost always it was a revelation talking to them and finding out
about their behavior, initiatives, activities, hobbies, responsibilities and
so on outside of the company.

Often, by their histon' and experiences inside the company they had
adopted and were trapped in an inside' personality. On the other hand
they did not believe or trust that the inside company culture could be
challenged or changed to allow all their creative energies to be valued
and  utilized.

Some conclusions:

• Where people live and work together a culture or cultures exist. The
question and challenge is how to create a common and shared foun-
dation of meanings to choose and connect stimuli towards a shared
and common purpose.

•   Whether we like it or not, a business organization has a culture. It
may be consciously created, or unconsciously grown. But when one
seeks continuous success, it may be useful to invest in seeking the
answer  to the challenge described above.

•  A company culture determines whether human stimuli and behav-
ioral reactions aim at convergence or divergence, Whether rituals
support success creation or obstruct  it (See: People and Organiza-
tion,  Chapter  2).  For  me,  the main differentiation is whether  com-
pany culture is people-centric or object-centric.

4. Rituals

Every human being is unique in the sense of having unique relation-
ships containing unique meanings and meaning variations.

People create unique individual and collective histories. A shared his-
tory contains learning, experiences, stories, myths, legends, explicit and
implicit meanings and their symbols. It contains verbal and non-verbal
expressions and communication, rational and emotional stimuh, etc.
These shape the existence and life of the rational and emotional man in
a cultural environment.

The group (two participants or more) protects and defends its cultural
uniqueness, unique social belonging and identity by its verbal and non-
verbal communication, implicit and explicit meanings and its symbols.

Although language and verbal communication are an essential element
of culture and each word has an implicit and explicit cultural meaning,
I want to focus now on non-verbal communication and its meaning as
the essence of ritual.
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I also want to emphasize that I strongly believe non-verbal communica-
tion gives meaning to verbal communication. In other words, verbal
communication that is not supported by appropriate non-verbal com-
municators often becomes futile and kills the potential of dialogue and
meaning creation.

I consider rituals principally as non-verbal communication. For exam-
ple, actions, gestures, symbols and insignia, social etiquette, touch,
color, movements, sounds, ceremonies, artifacts and so on. Rituals in-
clude symbolic semantics and sentences, such as verbal formulas, songs.
mantras, etc. Rituals are the expression of the uniqueness or intiniacy
in relations, its shared histories and meaning. In that sense, rituals are
an existential requirement and an everyday reality in everything we do
and experience.

The ritual is the non-verbal and symbolic verbal communication
expressing and protecting unique intimate nieanings in a rela-
tionship and culture.

Non-verbal communication carries meaning to verbal communi-
cation. A match or mismatch between them determines a posi-
tive or a negative stimulus for meaningful reaction and behavior.

There are unique rituals between myself and, for instance:
•    My wife
•   My children
•   My friends,
•   My student fraternity
•    The members of my sport clubs
•    The members of my class
•    The people I work with
•    My bosses
•    My church
•    My army friends (from military service)
•   My political party

Rituals give meaning to and are a sign of the uniqueness in relation-
ships. They also protect and defend relationships. Rituals form an en-
trance barrier to others who do not have the same shared history, myths
and stories and they are a condition to sharing or being accepted into
the relationship.

People are aware of the fact that rituals are so essential and powerful in
human relations and that they can use that power for different purposes
(See: the origin of organization: army. church, government. Chapter 2).

Rituals can be misused or misconstrued in order to establish mate-
rial/biological power structures and differentiation in power levels and to

93



Like People

protect the ranking in the pack. Pseudo-rituals that are disconnected
from a shared history and culture can be artificially created.

Pseudo-rituals are power tools, introduced by leaders and
rulers into a meaning vacuum. The aim is to force behavior
into a desired direction.

A business organization is a community of people. often with different
cultures, ethnic backgrounds, different levels of existential satisfaction,
etc., and thus harbors people with many different emotional and ra-
tional stimuli, behavior and rituals.

To develop social cohesion iii such a high mix of people and back-
grounds, I offer two possible approaches:

A. The leadership realizes that rational man is mainly motivated by
emotional man. That social and spiritual relations fuel the effective-
ness of biological relations and that social belonging fuels functional
belonging. That shared meanings and purpose can be created (dia-
logical social deconstruction and reconstruction), based  upon  in-
variable existential needs, basic necessities and fundamental needs -
and the existence of certain relevant variable concrete motives. In
fact. meanings, stimuli and rituals can be established from bottom-
up. These can be formed through a dialogical process of social de-
construction and reconstruction (See: Convergence, Chapter 2).

B.  The leadership acknowledges the high variety of the mix of cultures,
meanings and rituals and decides that A is too complex and/or the
leadership is not driven by an explicit vision on man. The decision
then is to establish a ritual 'umbrella' over the organization in a top-
down  fashion. This umbrella is predominantly rooted in invariable
human basic necessities and biological relationships and considers
these as the only common denominator of mankind (See: Diver-
gence. Chapter 2).

As a consequence of B, biological, functional and material fears and
threats are felt. The functional belonging factors - results, reward and
punishment - become all-prevailing. The job, work, becomes a mere
means to create material conditions for an existence and life outside the
organization. Man is alienated from his work. and the FTE (full-time
equivalent) is introduced. Employees, customers and shareholders be-
come economic units, In the workplace, rational man is separated from
emotional man and 'calculating' man determines behavior. This behav-
ior focuses on the boss and the satisfaction of the rituals imposed by
him. It leads to unproductive ritual behavior and severe under-
utilization of human qualities and capabilities.
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Let me give some even·day symbolic illustrations of this:

•   'You are your budget'.
•    Bonuses and options are the main behavioral driver.
•   'Let's put it in the bonus', (the desired performance, objective,

behavior).
• Company mission statement and skepticism.
•    FTEs (Full-time equivalents).
• Shareholder value focus only.
• Financial success is considered a proof of good leadership.
• Economic wealth increases at the same pace as existential

dissatisfaction.
•   High absenteeism and frequent re-organization are the norm.

5. Company culture and leadership

I have talked quite extensively about conipany culture. Until now, I have
expressed what I consider to be the essence of culture, related to behar-
ioral stimuli. I have also spoken to a certain extent about the role of
leadership (historical actors, history-creation, and rituals) and the need
to respect and connect cultural differences by exploring shared mean-
ings through compassion and dialogue (social deconstruction and re-
construction).

Most importantly, I want to emphasize over and over the value and
power of non-verbal communication in all its relational and cultural as-
pects. Without non-verbal communication, verbal communication (spo-
ken and written) loses its significance. Although I do not and will not
under-estimate the value and power of words and language as carriers
and expressions of culture, the essence of culture might be non-verbal.
The main value and power of the spoken word is that it enables dialogue
as the principal tool to create, re-create and maintain meanings.

An organization of people, a community, a business organization where
people exist, live and work together, contains a variety of cultures.

To name a few:
•    The ambient culture of the location, nation, region.
•     The cultures of its multi-cultural, multi-ethnical participants.
• Functional group cultures.
•     The cultures of customers and suppliers beyond the location.
•     The culture of the local and/or foreign leaders.
• Pseudo- cultures or lifestyles.

In other words, how do we create a common and shared meaning, pur-
pose and symbols foundation on which all cultural dir ersities can flour-
ish co-existentially while the creative energies of everyone are aimed at
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the common purpose? I strongly beheve that this creative process starts
in the socio-spiritual domain of culture and is based upon dialogue. So,
the creation of a dialogical culture is essential.

The question to be answered is not 'do we want a company culture' but
'what company culture do we want to serve the existential needs of eve-
ryone?'

I cannot and will not try to describe what a company culture is, or
should be. The central issue for me is whether or not everyone in the
leadership structure allows people to jointly create with them a bonding
and motivating meaning and purpose culture. A culture that is related
to invariable human existential needs and the relevant prevailing vari-
able needs nurtured by continuous dialogue.

Concluding remarks

The world has changed !

Yes indeed, the world has changed in many ways:
• Economical relationships
•   Technical and technological
• Geopolitically
• Cultural osmosis and clashes
•   Communication and information
• Multinational, transnational
• Business conglomerates
• Lifestyle promotions
•     The role of family, religion etc
•   Travel and transport
• Globalization

And  many  more.

But I do not believe that people have changed their invariable basic ne-
cessities and fundamental needs. I do believe that the average levels of
satisfaction and satisfaction security for these and the way that we ex-
perience and value them are too low worldwide. Why is it that in
relatively rich and affluent societies such as in Europe. USA, Japan, the
levels of dissatisfaction and frustration that are expressed are so
monumental? Could it be that emotional man and his socio-spiritual
needs are stat'ving?

We see this dissatisfaction manifest in the following:
• Crime
•  Drugs
•  Aids
• Asocial behavior
• Violence
• Consumerism

96



Like People

• Extremist politics (both right  and left).
•     Scandals of all kinds.
• Absenteeism

During my varied and immensely fulfilling business career I have often
heard leaders exclaim "Let's  get  back to basics! '  I  have  in all honestv
rarely understood what they meant by this, beyond the rationalization of
processes and systems, overhead value analysis, market research and
segmentation, cutting out the 'fat' and so on.

My 'back to basics' is directed at man and all his fascinating and inspir-
ing existential, cohesive force fields. Man's quest foi' satisfaction, his
unique relevance to existence and life, humane qualities and emotions,
behavior and creative powers. The common interest and sense of soli-
darity that bind together all people on this planet. The v·ast resources of
constructive energies lying beneath the physical manifestation of man.
Energies that often remain untapped, waiting to be released in a mean-
ingful and purposeful direction.

Culture is a condition of life and cultural diversity is a condition
for its continuity.
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Chapter 4

Social deconstruction and reconstruction
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Chapter 4
Social deconstruction and reconstruction

1.  Introduction and summary of lessons learned.

2.  Fears of losing culture and identity.

3.  Expressions and learning, how it works.

4.  Deconstruction and reconstruction applied to business
cases.

5. Time constraints.

6. (Com)passion killers.

7.  List of references
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1. Introduction

In all relationships. people face big challenges. One such challenge is in
the continuous struggle to reach and maintain a satisfactory balance be-
tween individualism and collectivism - the invariable and variable needs
of the individual and those of the group.

In relation to this I would like to describe a challenge which I believe to
be closely connected to the subject of social deconstruction and recon-
struction, or social constructionism
We want to protect and defend our culture-dependent social belonging
and identity. This protection and defense relates us unavoidably and
inescapably with people within and outside our culture or subculture in
different ways.

However - the space and the environment in which we want to achieve
this expand continuously. In this expanding space and environment a
constantly growing cultural diversity is encountered, challenging one's
0,1+n culture and often being felt as a threat to one's own cultural sur-
vival.
The prospect of threat brings forth the nature being and the rational
man to rally to the protection and defense of his basic necessities of
tools, means, material, power, rank etc. The focus of where energy is
spent becomes the socio-biological domain of culture. The confrontation
with cultural diversity moves instictively to economic and material com-
parisons. Compassion and solidarity become victims.

In a multi-cultural organization and its markets, customers, suppliers
and other stakeholders, this may be a cause of divergence and the de-
struction or wastage of human creative energies (See: Chapter 2).
When we view this from a purely business economic viewpoint, we want
to realize the highest possible added value in the shortest possible time,
with minimal material assets. This is when we need an optimal release
of all human creative energy, fuelled by emotion and spurred with
common and shared meaning and purpose. This has its source in the
culture being and emotional man. But, are we able to create cooperative
and "cross fertility" productive and satisfacton networking conglomer-
ates od diverse micro and macro cultures.

In these times of post-modernism with all its side effects - global com-
munication, interaction, travel, trade, promotion, data exchange, media
etc., the multitude of cultural diversity that affects our hves is put under
a magnifying glass. The challenge to connect or protect is omnipresent.
The fear of loss of identity leads to tribal retreat. introvert behavior, iso-
lationist attitudes and even aggression.

Do we connect different cultures by compassion or compari-
son?
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The process of social deconstruction and reconstruction is as I have ear-
lier described:

-It aims at unraveling compassionately and respectfully each other's
unique aspects of meaning, its histories and all its manifestations.
It aims to explore and discover mutually shared existential meanings

and common and shared in\'ariable needs. To create common and
shared symbols, expressions and histories, and to consolidate and ex-
press these stimulating discoveries,

In short. to create by means of a compassionate dialogical process a
common and shared meanings foundation on which cultural diversi-
ties flourish co-existentially.

This means foundation includes the shared vision on the internal and
external and a desired future.

In fact this is the Cohesion Model in reverse.

Summary of thoughts and lessons learned

•    Culture is a condition of life and cultural diversity is a condition for
its continuity.

• Compassion bridges cultural differences - comparison separates
them.

•   The roots of culture are in its histories, as they developed and con-
tinue to develop. Sharing histories reveals the keys to shared and
common needs and nieanings.

•     My definition of social constructionism is: A dialogical, compassion-
ate and transforming process to create a common and shared mean-
ing foundation on which cultural diversity can flourish and co-exist.

•  People in organizations, intuith·ely and emotionally, rationally and
professionally, implicitly and explicitly, knowthe causes of relational
inefficiencies. restrictions and their solutions.

I have tried to summarize all in the following picture and text (page
103).
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Social Deconstruction and Reconstruction

A multi cultural community or organisation
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A dialogual, compassionate process,
to create a common and shared meaning fundament, on which cultural diversities flourish co-existentially.

Accept the reality of cultural diversity. Recognize and respect man's
solidarity in terms of invariable basic necessities and fundamental
needs. Know that the expression of emotions, needs and behavior is
bound to each culture. Have passion, interest and respect to explore the
invariable roots and the keys or symbols to address them. Reach agree-
ment. Develop additional meanings with creative shared symbols to
demonstrate this. A cohesion umbrella develops. A complementary so-
cial belonging and identity under the umbrella develops in conjunction
with the original cultures.
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2.  Fears of loss of culture or cultural identity

Here I particularly want to focus on every word and its meaning in the
sentence:

A dialogical. compassionate and transforming process to create
a common and shared meaning and purpose foundation on
which cultural diversity can flourish and co-exist. 111 121 131

Dialogue is a compassionate process. Both parties need inward and
outward compassion.  It is respectfully explorative, it rejoices in discover-
ies of common and shared meanings and emotions behind different be-
havior. Expressed comparisons iii terms of better/worse. more valu-
able/less valuable, stronger/weaker. developed/less developed, right/
wrong, higher/lower and so on, must at any cost be avoided.

Hunian trust, (mutual interest and respect) has to grow by mutual reali-
zation and consciousness of the fact that we are all members of the
same species with the sanie invariable existential needs.

A foundation based on shared meaning feeds trust.

Cultural diversity should not be eliminated or suppressed. It should be
encouraged to flourish. However, in a business organization (including
suppliers, customers, etc.,) a question arises as to whether all cultural
diversitv should be expressed freely allthe time and to the fullest extent.

A foundation of shared meaning supports and respects cultural diversity.
It creates bonding symbols, expressions, language and behavior in the
group or organization. This bonding collection of symbols, expressions,
words and behavior is a cultural manifestation of that group. alongside
or in addition to one's own cultural identity.

1' 1 Gergen, K. The saturated Self. Basic Books. London. 1991.

13' Gergen, K. An invitation to Social Construction. Sage Publications. London. 1999

1'1 Gergen, K Social Constructionism in Context. Sage Publications, London, 2001.

To deal with dilemmas. paradoxes. changing perceptions and challenges in and from an ever-changing turbulent environment
and the desire to maintain an identity challenges individuals and groups to reconstruct their identity dynamically and creates a

monumental task for the leadership. New vision statements and logos prove to be futile. Constructionism is not a stranger to the
human mind, while it constructs and reconstructs continuously pictures of a perceived reality. Although many forms and
shapes of constructionism are mentioned, like radical, social, sociological constructionism. my strongest affinity is with social
constructionism. Here. the individual constructs its relation with the external world but the psychological process is influenced
and/or directed by social relations. In all different considerations though. dialogical communication emerges again as an es-
sential tool.

My applied 'constructionism focuses on creating constructive. productive and emotional solidarity regarding invariable exis-
tential needs and a desired future. in material and immaterial terms
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A consequence is that I realize that people (can) have harmoniously di-
verse social belonging across a variety of groups, communities and or-
ganizations once they feel and experience that their cultural identity is
sufficiently respected.

3.  How does it work? Some examples -

•     The  emotional man drives the rational man. Social belonging  and
identity drive professional belonging and identity towards desired
successes and beyond. As I hope to demonstrate in the case stories.

How does it work?

a. Share histories:
Talk about and listen to personal, family or group histories. Peo-
ple everywhere like to do that. But this comes with a warning:
people have an extreme sensitivity for non-verbal communica-
tion and sense and Smell imtilediately whether the interest and
time spent in this sort of discussion and the emotional drivers
behind it are genuinely humane (social) or only professional (ra-
tional).

b. Humor:
Put your own history into perspective and make jokes about it,
your learning, experiences and idiosyncrasies. Show that you are
willing to take your own culture with a pinch of salt, not in the
sense of diminishing its value, but to show that doors can be
opened and connections can be made across cultures.

c.  Common and shared ambitions:
Touch upon and reiterate shared ambitions and their stimuli in
your social and professional life. Once you have articulated these
in either a rudimentary or sophisticated way, try to formulate
them in writing and start to build a foundation for continuous
dialogue. Make sure this is shared openly with even·one\.

d.  Create or develop critical mass:
Within the group or organization there will be a gradual build-up
of people who will share dialogue and connect emotionally and
rationally with the ambitioiis and stimuli depicted.
A small minority will not be willing to participate in the growing
groundswell. Eventually, when their isolation makes them ap-
pear to be an obstruction to the realization of shared ambitions,
they will need to look for another environment outside the
group.
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e.  Define and crystallize purpose and objectives:
These should be based on the common and shared invariable
and variable stimuli and should go beyond earlier aspirations.
They are needed to create an emotional magnet in the foresee-
able future to improve existence and life. They should be shared
with everyone! See the case Stories:
• double results (customer satisfaction)
•     Half absenteism (employee satisfaction)

f.   The 'Let's do' role:
Establish a structure to efficiently focus material tools and im-
material energy and stimuh towards the realization of ambitions
that have been maximized. Share this with e,·elyone!
A TQM-methodology will help when all concerned take psycho-
logical ownership of the ambition.

g.  Return to "a":
Share histories, including the new ones that have been jointly
created along the way or which are in the process of being cre-
ated.
Enlarge and strengthen the critical mass group.
Increase the scope of the shared ambitions.

4. Deconstruction and reconstruction applied to business

In this case a business needs to improve its results significantly and
dramatically.

I t me describe an approach that with hindsight I realize I first prac-
ticed intuitively. Later on. as part of my own learning process, this be-
came more of a rational approach, though without losing sight of the
original emotional stimuli.

The first step is described in this chapter, see section 2. This has always
remained the essence of any business turnaround, improvement or
change.

Based on this, and in conjunction with it, the business had to be unrav-
eled (deconstructed) and renewed (reconstructed differently). I made
then and still believe in the following important assumption:

People in the organization and connected with it intuitively
(emotionally) and rationally (professionally), implicitly  and  ex-
plicitly knoivthe causes, the reasons and the solutions.

By the way, I did use consultants even· once in a while to analyze, fur-
nish information and to advise on subjects such as the capital market,
socio-political developments. economic trends, available management
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tools, competitive forces and challenges, etc. However I tried to do this
in such a way that the ownership of the solution and the results re-
mained with people within the organization.

To gain access to the knowledge of the workforce there are barriers in
the way such as:
•      Hierarchy and trust  (or  the  lack  of it). See Double Trouble Chapter

2.3.

•  Bureaucracy
•    'What's good for me', versus 'what's good for the company'.
• Previous experiences, history.
• Communication culture.
Etc.

I must have had countless board or management team meetings where
all kinds of business economic and business performance issues were
discussed, and solutions proposed, without the voice or the participation
of the people actually doing the job. Ordinary people know exti aordiiian'
things !

Hierarchy as a dimension of an organization or structure is only useful
when it serves common and shared ambition.

To reach the know-how of the people mentioned a few simple phrases
are helpful.
•        " I hat·e a probjem" -an honest admission because it is the truth.
•    " Can you heIp me.i"Asking for help does not degrade one's status.

" We have a problem" - comes later. This should not be the starting
point to the dialogue because it means that you have or you are a prob-
lem. This one has to wait until some definition and consensus in pur-
pose and objectives have been reached. By which time 'we have a prob-
lem' is better expressed by 'we will achieve our ambitions' and the 'let's
do' role'.

•    By-pass the hierarchy - this sounds more aggressive than it really is.
Spend time on the shop-floor, with customers, wholesalers, dealers,
board members, bankers, etc. Do not apply different levels in dia-
logue, discussions, learning, based on hierarchy, level, status, etc. Be
the same to everyone.
Listen to and learn from everyone- in this process, directors, manag-
ers and supervisors complained that I told lower levels too much or
that I had not coordinated with them in the process. They felt that
exposing problems we had was bad and that you never know what
thev would  do with  the information  etc. (See Double Trouble Chap-
ter 2).  However, once critical mass was established, these remarks
disappeared.

I must admit that sometimes I had to be corrected by others in a de-
liberate and spontaneous way for what was perceived to be abrasi, e.
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rude, too outspoken or controversial comments that I had made.
There were always challengers in my vicinity!

•  Deconstruct the jargon, construct a common language - Many
businesses and many professional domains have a distinctive jargon.
The jargon has a cultural (symbols and belonging) function within a
distinct group of participants or members of the club. Jargon also
has an important ritual dimension in the sense that many words are
used to demonstrate belonging to and status within a certain group,
whilst the actual meaning of the word has weakened or has become
merely symbolic.
Language and jargon can be used as a protective cultural shield,
which is not very helpful in the sort of organic. self-propelling or-
ganization that we wish to create.
Business or professional jargon is almost always expressed in English
and the same English word being used in different cultures may
harbor different local meanings.

So. when 1 want to reach the know-how of people to deconstruct and
reconstruct the business case:
•    Jargon has to be deconstructed back to its original meaning and then

reconstructed in words that we can share meaningfully across the
whole organization.

• People's words have to be understood.
• Unproductive rituals and their expressions have to be eliminated.
Etc.

A common and shared language needs to be developed with meanings
that fit and truly represent the common and shared ambitions and pur-
pose that are being developed.

•   Learning and change starts at the top - Deconstruction and recon-
struction of the business case is a learning process fed by all the
people involved and it engages them actively at the same time in this
process. No learning organization can exist without a learning lead-
ership and management.

•   Choose a vehicle to structure the process and to secure continu-
ity - This can be a type of TQM approach, but it can be re-shaped as
described in point 2 of this chapter in terms of ambitions, symbols,
expressions, etc., to fit the common and shared ambition and their
agreed stimuli. Metaphorically. although the substance of the ap-

proach might be the same, the vehicle can have a distinct model and
be shaped to fit the ambient culture to which most of the staff and
employees belong. To make it their 0K71 tool instead of the corporate
management tool.
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5. Time Constraints

In general, social deconstruction and reconstruction and business case
deconstruction and reconstruction require time. Many colleagues and
probably any reader will wonder quite rightly where the time to do this
can possibly be found and how long it will take to see results!

It is easy enough to say that it is a question of prioritizing matters. Lead-
ers and managers are often subjected to a business organization culture
where  they can dedicate  only  1 0-  15% of their resources  and  time  to
subjects that they really consider as essential (See: Waste, 2.3.).

Much depends on the people in your immediate inner circle (See: Im-
plications for leadership, Chapter  5).  But,  when a strong inner circle
can be created quickly, then the process takes about one year and posi-
tive results will start to become apparent within six months of that same
year.

6. (Com)passion killers

As discussed earlier, communication encompasses a very wide spectrum
of human expression.

I consider dialogue to be the core of human existential communication
and relationships. All of us have observed and experienced types of
communication that we felt were existentially destructive or that killed
compassion, which is the essential ingredient for dialogue. Instances
where communication suddenly becomes alienation.

Oral or written verbal communication needs to be reinforced by the
non-verbal communication that only personal contact can bring.

Leaders and managers lack time and too often the only communication
they have with the troops is based on pictures, photos, print, videotapes,
documents etc. This leads to speculation and gossip about the true na-
ture and intentions of the leader. Personal interaction, however short
and infrequent, formal or informal, is, in my view, an absolute must.

During mv career over a period of 30 years, I have learnt that whatever
the business pressure may be, there is always time to walk around, chat
on the factory floor, or in the corridors, or to talk about private issues
during meetings. Talking about personal matters is always possible dur-
ing performance appraisals, or it can also be a spontaneous conversation
struck up during outings, parties, etc. During most official visits to Cus-
tomers, or within my own organization. I was often afforded the oppor-
tunity to stroll around some time on my own to get a feeling for the hu-
man  environment.
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Ignoring undesired responses - This happens a lot. It destroys relations
and disqualifies the existence of the other person. It does not mean that
the leader always has to be kind and receptive. Even an irritated or an-
gry reaction in a sense conflrms the existence of the other person and
the relationship. Relationships are not just fed by love, care, peace and
agreement, but also need struggle, differences of opinion, emotion, etc.
Sometimes, the honest expression of anger or criticism allows space to
enhance the social and spiritual relation, as long as it is rooted in emo-
tions surrounding a shared meaning and purpose.

Here are some examples of communication that blatantly alienates em-
pathy:
•    "Leave the thinking to me."
•   "Just for once, show me that you have a brain."
•    "Show me how intelligent you are."
•    "In our company culture this is not done."
•    "You are paid to do that."
•'Why do you behave like an idiot?"

Etc.

A misconception that may arise now is that leaders and managers
should not be allowed to express or show emotion. On the contrary, the
emotional man in them should always be visible and not just incidentally
or opportunistically apparent! Demonstrating humane qualities  puts
much more weight behind the scale of desired behavior than just as-
suming a detached professional or functional approach.
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Chapter 5
Implications for Leadership

1.  Introduction and summary of thoughts and lessons learned.

2.  We organize to make ordinary people do extraordinary
things, not to make extraordinary people do ordinary things.

3.  Leadership and management.

4.  People and only people can make relations and
organizations work satisfactorily and successfully.

5.  People as culture beings have the unique ability to create
common and shared meanings in relationships with others.

6.  Culture is a condition for life and cultural differences are a
condition for its continuity.

7. Emotions drive reason.

8.  List of references
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1.  Introduction and summary of thoughts and lessons
learned.

The title of this chapter might sound pretentious, but it is not the inten-
tion to describe all the implications for leadership. This chapter is a
logical consequence to what has been written in the previous chapters
and a preamble to the cases that have been chosen in which these im-
plications are illustrated in a practical and operational way.

Implications have a cause and a purpose. The cause is described in the
previous chapters and the purpose is to structurally improve the utiliza-
tion of all human capabilities and qualities within a business organiza-
tion.

To avoid any misunderstanding, optimal utilization, as I express it, aims
at congruent maximal customer and employee satisfaction. In opera-
tional terms: double the business economic results and halve (elimi-
nate) absenteeism. Where absenteeism is seen as an important symp-
tom of existential dissatisfaction and a social/spiritual disconnection
with the leadership. Absenteeism can be seen as a vote against the
leader.

The implications for leadership are, as I reason it, a consequence of a
few key issues which 1 have already addressed, but which I would like to
recapitulate before we move into the main substance of this chapter.

The challenge  to leadership can be described now as:
•  How to ftnd and select the right behavioral stimuli for mutual suc-

cess and satisfaction creation in an unavoidably multi-cultural in-
ternal and external environment.

Or:
•   How to develop, create and maintain common and shared meaning

and purpose, releasing and powering the optimal expression and
utilization of all human qualities and capabilities in a common and
shared direction.

In this chapter I will continuously refer, either implicitly or explicitly, to

the Cohesion Models (See: Chapter 2 page 51 and chapter 3 page 87)
and to convergence/divergence (See: Chapter 2 page  65).

Summary of thoughts and lessons learned

From the text of this chapter I have summarized here all the relevant
thoughts and lessons learned. They are not intended to be complete or
conclusive. I consider them as expressions and illustrations of'the chal-
lenge to leadership' with the objective of raising thoughts and stimulat-
ing dialogue.

• Leadership requires a strong, implicit and explicit indiscriminate
interest and respect for all people and must use this as a foundation
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to create free space and time for dialogue. Leadership requires a
conipassionate rision on man.

• Human resource management and people management are the
most powerful competitive discriminators.

•   The training, coaching and appraisal systems practiced by managers
should always show a balance between criteria and progress in hu-
man behavior expertise/skills and functional/operational exper-
tise/skills.

•   Charisma is a potent fuel whose roots are to be found in non-; erbal
communication and interaction. Personal presence alongside  the
'troops' on the operating floors is essential.

•   The leadership has to surround itself with compassionate, talented
challengers to bring emotions. conflicting ideas, dialogue and debate
into his/her inner circle. This will ensure dynamism and joint learn-
ing,  all the while keeping the focus firmly on a jointly desired future.

• Leadership needs respect and appreciation for its expertise in some
professional fields. But, at the end of the day, it is its humane quali-
ties that pre\'ail iii terms of success and satisfaction creation for all
concerned.

•   A learning organization starts with a learning leadership, visibly and
explicitly.

•   An explicit expression of meaning and purpose, based upon a com-
passionate vision on man is a very powerful charge (stimulus) and
enables a common and shared strategy and its derivative tactics, ob-
jectives and execution.  At the same  time it sen'es as a basis for
shared norms, values, ethics and behavioral criteria and discipline.

•   Organization is a consequence.
•    It is not the starting point.
•  Hierarchy is an organizational support structure that enables ordi-

nary  people  to do extraordinary things.
•  The leadership recognizes and acknowledges that cultural differ-

ences are necessan· and unavoidable to keep the organic (learning)
organization healthy, but breaks down unproductive barriers be-
tween different cultures, such as exclusive jargons, status symbols,
etc.

•  Absenteeism is a vote of non-confidence in the leadership. It ex-
presses perceived disharmony between the emotional man and the
rational man, rebellion against lack of compassion and the fear that

an acceptable level of satisfaction of human existential needs is not
perceived as achievable.

•  When the emotional, compassionate man in the leadership is con-
tinuously recognized, respected and cared for, including its humane
fallibility, then the rational (functional) man in the leadership can
be expressed and exercised fully and successfully. Extraordinary tar-
gets can be set and realized by ordinary people.

•     The leadership itself creates space for innovation. learning and crea-
tivity by challenging its own concepts and approaches. By allowing
all others to intuitively and instinctively express new ideas about
these concepts, approaches and resulting actions with humor, com-
passion and creativity.
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2. We organize to make ordinary people do extraordinary
things, not to make extraordinary people do ordinary
things.

To create business success, we have principally two means at our dis-
posal: people and money. Because the availability of adequate financial
means depends on the performance of people,  I will focus on people.

It has always been my ambition to create organic organizations with
minimal bureaucracy. I would often describe this organization as being
like a human being.
•  The head represents vision, meaning, and purpose and challenges

ambition beyond conventional wisdom or expectations.
•   The arms and hands represent the skills and muscle-power or stam-

ina
•   The torso represents the processes and support systems.
•  The two legs represent the only two connections we have with the

material world - people and money. We have only two legs to stand
on.

My meaning of people is allpeople who are involved in the business, like
customers, employees, shareholders, suppliers, stakeholders and even
competitors.

The risk of categorizing people like this is that we may differentiate be-
tween them or place a different value on them. These are merely roles,
which are present or may be present in each of them.

Can-be +
+ Employers, Employees, Customers, Suppliers, Sharehold-

ers, Stakeholders, Competitors
Employers
Employees In all aspects, yes!
Customers All roles can exist fully simultaneously without any
Suppliers of them limiting the space for any other role.
Shareholders
Stakeholders
Competitors

All of them, intuitively and rationally, have ideas, opinions, know-how of
what these roles require to work satisfactorily and successfully. By this I
mean that  I  cannot just learn about customers from customers, or learn
about employees from employees and so on. Learning about all of them
comes from allof them.

117



Like People

Implication -

Leadership requires a strong (implicit and explicit) indiscrimi-
nate interest and respect for all people. From this base they
can create free space and time to dialogue and learn often and
repeatedly with all the players.

During my international career, I have often been appointed to a posi-
tion of leadership in a large variety of businesses and cultures. I was
thus frequently confronted with the problem  - how does one even begin
to implement this particular implication, or to learn how to make it ex-
plicit in a way that fts the culture?

One piece of advice is to return to the two legs we depicted as being
what we stand on, people and money.

At the heart of the process were always:
•    The human resource manager and his/her staff.
•    The CFO in his/her role as business economist and staff.
•     Myself and my experiences and learning.

This group has always constituted my first anchodng point in the new
environment. The circle of dialogue partners would quickly extend, this
group often remained my inner circle for open dialogue and unfettered
brainstorming.

Let's talk now about business economics from two cohesive directions.

1.     Recognizing the status  quo  and the results we desire,  to get signifi-
cant improvements within a desired span of time.

The ambition

The realisa 

.,   reople 1  j To.1. + OS="sStatus quo

The toolbox includes all material and immaterial skills, techniques,
know-how and expertise. In general, I feel that all management training
focuses too much on the toolbox and too little on people or behavioral
science. This is probably because in our prevailing Anglo-Saxon business
models. behavioral science is considered to be the soft side of business
and to address it requires an admission of humane vulnerability from all
concerned.
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2.  What we want is maximal added value creation, relative to time and
net operating capital. Ii' 121

In strictly practical terms this means taking the realized sales price, or
realized income per type of product or service. deducting all purchases
and dividing it by time and net operating capital.

The ambition

The realisation

   Minimal <   Mlii    .   De,ired resultsStatus quo
       time      j   NOC, --7  '   and when

-aximar )
( people productivity      )
C  ' and creativity     )

So, the leadership that encompasses human assets and financial assets
is deeply and strongly intertwined. What I believed and always tried to
work towards, was that the leader, the CFO and the CHRM should form
a trinity to create and add substance to meaning and purpose within the
organization.

In Goldratt, E.M., The Haystack Syndrome, Sifting Information Out of the Data Ocean, North River Press Inc. 1990.

Goldratt, to me, is an example of a 'doub/e loop learner' (see later Schon, Argyriss, Kolb), who challenges the rather stale
conventional wisdom of management and control practices to find the underlying governing principles and address or change
them. He starts with the intuition that we are dealing with a new management philosophy, for which we need informahon
concerning the essence, sense and meaning of what we do and why in management and not just data describing a picture of an

arbitrary reality

He exposes, what many practitioners caught in the  'mechamts of management' intuitively know the illusions of top-down
control. This, related to performance measurement determines to a large extent conformist behavior. "Te//me how you measure
me and  lwill  tell  you  how  l  will behave. Resource constraints play a crucial role in his thoughts and practices but with strong
process. people, TQM elements, related to skills of people and the meaning of processes for a given desired goal or desired
result.

m Goldratt. E.M. & Cox. J.. The Goal. Excellence in Manufacturing, North River Press Incorporated, US. 1984.

The principle of added value creation over time as a tool to judge and valuate the economic relative values across a group of
products and processes is refreshingly simple and very applicable. This concept was used and extended fruitfully in the
businesses described in the case stories.
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Implication -

Human resource management, in its principal role of behavior
expert andstudent, is often considered as being the soft side of
the business. It is in fact the hardest and the most powerful
competitive discriminator. The role of HRM in business eco-
nomics needs to be recognized, respected and developed. In
other words, business is principally people management. 131

3. Leadership and management

Both words are often used indiscriminately. whilst in my view, impor-
tant meaning differences exist between them. They need each other.
but the points of gravity or focus are different.

To make clear in this thesis what niv definition and distinction between
these words is. I need to elaborate on this.

Leadership - is about vision, a sense of direction, meaning, purpose and
objectives. These aspects are initially unquantifiable and qualitative in
essence. In a people-world. sision has unavoidably to do with a vision on
people in time. meaning in the past. present and future. Leadership has
the potential to stimulate and allow the creation of a shared history and
culture. This inescapably includes shared learning from successes and
failures. In chapter 2 we discussed supreme people management skills
and supreme technological and technology application skills. Leader-
ship's strength is rooted in people maiiagenient skills. In terms of mean-
ing, purpose and history creation, the point of gravity is towards the
socio-spiritual culture, appealing to the emotional man and the human
behavioral domain. 141

'1 McKrichy. Karin. Powerful Performance Appraisal: How to Set Expectations and Work Together to Improve. Career Press

Incorporated, 1998.

Although I did not venture into HRM methodologies and processes. performance appraisal is very powerful in directing the
behavior of people in the organization. Relevant to the content of this book I quote Karin McKrichy

"The key to making any people system work is for managers to demonstrate that they are concerned about their employees'
needs, wants and expectations and goals - in short, use the human touch. Managers who are communicating that, although
salary is important, in the long run. it is the way you treat your employees on a daily basis that determines their real success"

Note
Make a success of people and their accumulated. individual and collective response create success for the leadership. Or in
other words their success bounces back to the leadership.

4 Drucker. P- Management challenges for the 21" Century. HarperBusiness. May 1999.

New paradigms of management. How they are challenged to change the basic assumptions, practices and principles of man-
agement. The new 'Information Revolution' and examination of the knowledge worker's productivity and changes in attitudes of

individuals and organizations.
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Management, on the other hand, is a process to translate vision, mean-
ing, purpose and anibitions into quantifiable and measurable subjects
and to design processes andsupport svstems to realize success and satis-
faction.

In terms of skills management strength is rooted in technological and
technology application skills, or. in other words, functional skills.

In terms of cause and effect creation. culturally the point of gravity is
towards socio-biological culture, appealing to the rational man and the
functional, material domain.

For all practical purposes, I have to use the word nianager as a generic
identifier of a person carrying result responsibility in a business organi-
zation. My general perception has been that managers are often trained,
coached and appraised with the focus mainly being on functional skills
(the toolbox) and somewhat less on leadership skills (people and man-
agement skills).

In summary: all managers have a specific functional focus and strength,
representing the required processes in a given business model or busi-
ness chain. Their· only medium to realize success is people. So, leader-
ship skills as described are absolutely necessary. My vision on the man-
ager is that ideally he should be a good leader Mth distinct functional
skills and expertise. 151

In short:
Leadership provides the fuel and management provides the tool to cre-
ate success.

New assumptions are required, compared to the assumptions underlying the mechanistic disciplines of management until the
early 1980's. Most revealing is that management is identified as a social sciencea\d a social discipline.

There is no one right  Organization and the discussion about what is or is not the only  right  organization becomes futile. A social

discipline such as management deals with the behavior ol Peopleand  Human Institutions.

I observe that Drucker's considerations concerning new assumptions of management and management seen as a social
science have a relevant connection with my thoughts about management and leadership where both are the two main variables
of the same equation and where, depending on the subject, job and role, the point of gravity shifts only gradually.

01 \lan D ck, J.J.J., Editor of. Lerderschap bil Grote Veranderingen (Leadership m Large Change Processes). TUPIFlASS

Tilburg Institute for Advanced Studies 1996

This reference relates to leadership and management and how it developed in a period of enormous (survival) change. It is

extensively described in chapter 8, The Netherlands Case. The above-mentioned book includes an outsider analysis of this case
and describes how a learning organization was created "without really trying it". meaning by this that it was a conclusion and
recognition afterwards. This development did not have a textbook formula behind it as a driver. but genuine behavioral drivers
as described in these chapters.
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Implication -

The training, coaching and appraisal of managers should show
a continuous balance between criteria and progress in human
behavioral skills and expertise and functional/operational skills
and expertise.
This makes good leaders from good managers.

Here I will bring in a personal comment - I have participated in numerous
management training courses ranging from basic through to prestigious,
Often the subject matter becomes stale because international osmosis
amongst the writers, gurus, consultants, lecturers etc., makes the sub-
ject matter rather hackneyed whilst the differentiation lies with the pre-
senter and his/her communication and presentation skills.
It would not be out of place in training to include a lot more behavioral
science/application and culture analysis, including world religions.

As a conclusion to this section on leadership and management, I would
like to give a possible definition of leadership. This definition is based
upon the continuous question in my mind about finding and addressing
the right behavioral stimuli in and for a given population, (employees
and customers), in their specific cultural environments.

To find and address the right stimuli

Relational and behavioral stimuli are emotions. In that sense, leadership
can also be defined in terms of the creator of emotions.
From experience most people know that real change, renewal, creativity
and successful risk-taking is driven by emotions, spontaneous ideas,
idiosyncrasies, coincidences and shared enjoyment.

However, when a success materiahzes, we often know how to explain it
by developing a rationale, which, with the benefit of hindsight, fits. This
is useful because it may at least consolidate some learning, while it adds
to our shared creation of a cherished history.

Often I feared that this hindsight rationahzation did not sufficiently
honor human behavioral aspects and the power of emotions. I will ex-
pand on this in part 6 of this chapter.
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Individual and collective human existential needs

Basic necessities and Fundamental needs and Concrete motives and
relative satisfaction relative satisfaction relative satisfaction

4$                   ..1,»S---  ----  61».e,il
Biological relations Social relations SDiritual relations
To gather, develop , To get existential To expand the
and acquire means, | confirmation and to   immaterial dimension

skills and tools    . 1 create and secure a Lj-of existence and life
-.,=*e   -5. :»s.'.iftltu.re,&,3-:.d     Z  ''-....'.

6    Quality of    J     45                       j
      existence        %6 Quality of life   j /6 -j

ACE- -4 Ap
Shaping human Expanding

Biological survival existence, existence into life,
meaning and meaning and

purpose sense

Leadership:
To recognise and respect all three needs and their dynamic

interrelations by dialogue and compassionate social deconstruction
and reconstruction, with the objective to find and address the right

stimuli, to optimise all relationships and success creation, as
experienced and enjoyed by all concerned.

4. People and only people can make relations and
organizations work satisfactorily and successfully.

Communication in all its forms creates and expresses all human biologi-
cal, social and spiritual relations. In my view, leadership is a relational
phenomenon depending on communication. To create space and time
for dialogue and mutual learning (=advancement in common and
shared creation of meaning and purpose). requires trust. This is a pre-
condition for the absolutely essential elements of humor, spontaneitr
and putting things into perspective. In such an environment, chalisma
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develops and is expressed. Allow me to expand on some thoughts about
charisma.

I would place charisma in the domain of emotional man and his social
and spiritual relations and sociospiritual culture. I believe the essence
and the power of charisma to be non-verbal! The non-verbal communi-
cation strongly drives intuitive interpretation and gives emotional value
to verbal and written communication. Phrases such as 'we know what
he/she means', suddenly become much more than the words actually
spoken or written.

The power of non-verbal communication can only develop in direct per-
sonal relationships with individuals and groups. Leaders must be seen,
observed, touched, smelled and be unrestrained in showing who they
are and what sort of human being they aspire to be. Often we hear the
phrase -a leader should allow him/herself to be vulnerable. Vulnerabil-
ity encompasses a lot of different emotions. But emotionally experienced
vulnerability can have different causes and consequences. Causes could
be rooted in compassion and in shame or guilt. The possible conse-
quences are dialogue enhancement or dialogue restriction, opening the
doors further or closing the doors.

Shame and guilt are present in all cultures with different relative
weights. We should be very careful in management training to deal with
the issue of p'ulnerability in a generic sense in a multi-cultural environ-
ment.

Implication -

Charisma is a potent fuel, the roots of which are in non-verbal
communication and interaction. Personal presence  with  the
troops at the operational level is required.

Leadership develops through interaction between people. Leadership is
not something that is automatically assumed at the moment of ap-
pointment. Leadership develops and is encouraged by the people sur-
rounding the appointee.

People and only people can make leadership work.

Leadership with charisma unleashes constructive potential such as:
•    Bad news or corrective appraisal is accepted more constructively.
• Alternate parenting. which I believe to be an unavoidable aspect of

leadership, creates opportunities to be educational instead of only
instructional.

•   The response to stiniuli goes faster.
•    Fun and work combine easily.
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•   It creates space for emotions, creatirit> and crazy ideas (i.e. uncon-
ventional approaches, changing or challenging the rules of the game.
etc.)

• Easier operational communication
•  Formal and informal information flows easier up and down the

structure. Fewer mistakes or negative results stay hidden.
•    Convergence is stimulated.
Etc.

Now I want to return to my statement - People and only people can
make  leadership  work. 161 M

I would like to share with you some of my learning and experience in
this respect.
• Learning comes from challenge, which is brought about by cultural

differences, character differences and what I call 'challengers' that
surround me. Challengers are highly motivated and compassionate
people who freely and spontaneously voice their opinion to me about
certain aspects of my leadership. I am grateful to them for having
done this and in the case stories I have identified some of these peo-
ple.

•   Do I and did I have the guts to invite onto my team people who are
much better in certain functional or other skills than I am? Many
will say that of course they do this! However. leaders are human be-

161 Kanter, R.M., The Enduring Skills of Change Leaders, Leader to Leader. 13 (Summer 1999): 15-22.

m Hesselbein, F., On Leading Change. Jossey-Bass, 2002, Chapter 5, me Enduring Skills of Change Leaders.
Although On Leading  Change  s 3 remarkable and concise book with very useful thoughts and practical approaches. I focus on

Rosabeth Moss Kanter and her thoughts expressed as The Enduring Skills of Change Leaders.

In change-adept organizations. people simply respond to (note: internal and external) customers and move on to the next
project or opportunity. Three key attributes are crucial. The imagination to innovate, the professionalism to perform and the
openness to collaborate.

Some relevant quotes in relation to my text. concerning the desired leadership skills.

•      Tuning in to the environment
As a leader you cannot possibly know enough. or be in enough places to understand everything happening inside. and,
more importantly, outside your organization. But. you can actively collect information that suggests new approaches. You
can create a network of likten,bgposts.  etc.

Note: See my compassionate challengers who do not have    just   that hstenng post role but also challenge the leader

compassionately based upon internal and external listening.

•    Challenging the prevailing organizational wisdom

•    Communicating a compelling aspiration
(You cannot sell change without genuine conviction).

• Building coalitions

•   Transferring ownership
•    Learning to persevere
• Making everyone a hero
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ings looking for a human comfort level and they are often tempted to
invite lookalikes into their inner circle.

•  My personal slogan has always been that my performance as a
leader-manager can never be better than the average quality of the
people with whom I choose to surround myself.

Thus. I must surround myself with highly talented. spirited, expressive
people bringing the challenge as close to me as possible. My group in
general consisted of really talented but very different strong personali-
ties. They would often clash amongst themselves or with me, but our
uniting strength was a shared burning ambition (meaning and purpose)
to achieve something beyond the expectation of the conventional wis-
dom.

Implication -

The leadership has to surround itself with compassionate, tal-
ented challengers to bring emotions, conflicting opinions, dia-
logue and debate into his/her inner circle thus assuring dyna-
mism and joint learning whilst at the same time establishing a
sense of direction and keeping the focus firmly on the jointly
desired future. 0

Implication -

Leadership requires respect and appreciation for its expertise
in some (a few) professional fields, but at the end of the day it
is its humane qualities that prevail in terms of success and sat-
isfaction  creation  for  all concerned. People management re-
mains the key.

Implication -

A learning organization starts with a learning leadership that
demonstrates this learning visibly and explicitly.

181 Belbin, R.M. Management Teams· Why They Succeed or Fail. Butterworth-Heinemann. 1996.

Belbin draws attention because of his 8 role definitions divided into extrovert and introvert roles.

The role requirements in teams or the role mix requirements in teams are dynamic in time. The
roles are not exclusively linked to types of personality. People have the capability to act different
roles in a business team as they prove in their private lives. The role definitions are in my view
valuable as role-elements in a required mix. to address a certain challenge in a given time and
space.

In all his descriptions of extrovert and introvert roles, communication and duality play an important
part. I link this duality with challenge in a creative and compassionate way.
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A learning organization, in comparison to conventional, mechanical and
bureaucratic organizations, is relatively unstable because of its organic
behavior. The muscles and organs within the skeleton act and react co-
hesively to internal and external stimuli. A learning organization derives
its stability from the development and maintenailce of common and
shared meanings and purpose, directing actions and reaction towards a
common goal. 19"Moi

5. People as culture beings have the unique ability to
create common and shared meanings in relationships
with others.

Let us focus on the business organization. How it functions can be ob-
served and quantified in terms of products, senices and business eco-
nomic developments and results. But what people do, 1 believe, is driven
by emotions, or in other words, by the satisfaction of desires in a variety
of existential areas. What people do, or are motivated to do, is rooted in
their meaning creation in conjunction with their satisfaction creation.

A company, beneath the outer layer of products and services, form of
organization, chosen systems and processes, has existential meaning,
whether or not it explicitly acknowledges this fact.

The meaning of a business organization is defined in terms of human
basic necessities and fundamental needs. That is, to support biological
survival and to support the creation of a future for all people concerned.
The way in which people, individually or collectively, utilize the effects
and results of their relationships within or with the business organiza-
tion, is very variable. This very much depends on their experienced rela-

1'1 Argyris. C., & Schon, D. Organisational Learning, A Theory of Action Perspective, Addison, Wesley Reading. Massachusetts,
1978

1101 Kolb, D.. Exponential Learning, Prentice Hall. Englewood Cliffs, New Jersey, 1984

All three authors represent extremely valuable thoughts. theories and practices concerning organizational learning. Two main
principles that have been driven our learning in the described case stories in this book are

1.    Kolb's learning cycle in continuous repetition. Concrete experience -+ observation and reflection -+ formation of abstract
concepts and generalization -* testing implications of concepts in new situations -+ concrete experiences -+ etc.

2     Schon & Argyris. Single and double loop learning.  Single loop learning refers to performance improvement in determined
(conventional wisdom) processes. Applying quality tools, Statistical Process Control, ISO. etc. without challenging the
sense or non-sense of the defined process or system Cor the governing principle*t. Double loop learning concerns the
inclusion of challenging the governing principles. which is where the real continuous sustainable learning and
Improvement comes from.

Double loop learning including Kolb's learning cycle elements embodies. with all the socio-psychological conditions and
requirements in the environment as described in this book. an absolute key driver to decrease significantly the under-utilization

of people in business organizations.
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tive satisfaction levels and their personal prioritization of desires and
ambitions.

A collective expression of meaning and purpose could be called strategy.
However, strategies are often a summary of environmental conditions
(competitive scenarios) quantified ambitions and the way the required
means need to be created. developed, maintained and utilized.

The problem I often faced was that the emotional stimuli to empower
execution were often unclear. In other words, the explicit connection
with human existential needs and motives is unclear.

Documented expressions such as
' vision statements' and 'company val-

ues' have been developed in taskforces seeking consensus amongst its
members and within the conglomerate hierarchy. Somewhat unavoid-
ably the documents tend to become politically correct but lack human
existential emotion and the stimuli to provoke spirited dialogue and im-
plicit criteria for behailoral norms and values. ill

Implication -

An explicit expression of meaning and purpose, based upon a
compassionate vision on man and all his existential needs is a
powerful charge (stimulus) and enables a comnion and shared
strategy and its derivative objectives, tactics and execution. At
the same time, it is a basis for norms, \'alues, ethics and behav-
ioral criteria and discipline.

An illustration (here I refer the reader to the case stories) is for instance
the discussion on 'what business are we in?'

The orientation of the discussion would change various times,

1"1 Argyris. C., Good Communication that Blocks Learning. HBR OnPoint Article. Nov 15. 2000.

Quote

"The new but now familiar techniques of corporate communication-focus groups, surveys, mangement-by-walking-
around-can block organizational learning even as they help solve certain kinds of problems. These techniques do help
gather simple, single-loop information. But they also promote defensive reasoning by encouraging employees to believe

that their proper role is to criticize management while the proper role of management is to take action and fix whatever is

wrong. Managers focus so earnestly on "positive" values-employee satisfaction, upbeat attitude, high morale-that it
would strike them as destructive to make demands on employee self-awareness. Yet employees dig deeper and harder
into the truth when the task of scrutinizing the organization includes looking at their own roles. responsibilities. and po-
tential contributions to corrective action"

Meaningful communication requires freedom and trust, to enable continuous shared learning through horizontal and vertical
cross-fertilization. Management roles and tools, when taken literally from the textbooks standardize and "robotize" or mecha-

nize the execution and expression. Yes, there will be a lot of communication in terms of "role-play", fashion, hypes and a more
or less constructed jargon. It is not the communication we seek. on the contrary, let's be aware thaI people have very strong
instincts whether the head and heart drive communication or only the (pre-conditioned) head.
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For  example:
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This last focus made us discover strong human emotional keys and we
then subsequently utilized these keys in application and benefits and
technology and product matters.

Here are some examples of this from the case stories.

•    Light is a condition  for life.  It influences strongly our sense of well
being.

The business is light and lighting, not lamps.
•     Existential security and career security

The business is not just capital equipment. It takes more than
machines to secure a healthy future for all concerned.

•    Relations creation and development
The business is relational support and relation enabling, not just
communication equipment and tools.

•    Vanity, self-image and relations
The business is to enable a relative handicap to be hidden. Not
just hearing- aids or other medical aids.

•    Emotion creation through sensory perception
The business is the creation of emotion and enjoyment through
sen son' perception, not the sales of audio/video boxes.

etc.

Let's recap some issues here:

•    Selling and bu,Ang is an emotional. relational process -
Sophisticated and professionally communicated specifications and
benefits of products and senices will not by itself guarantee success.
This is something every salesman and marketeer knows.

•   A product and a service are in general only a conduit or a catalyst to
satisfy a need -
The emotional relation we may establish with that need to a large
extent determines competitive advantage. A customer invests in sat-
isfaction, not just in an object.
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•   I consider strategy to be a quantifiable and directional translation of
a qualitative meaning and purpose statement - 112I

Competitive analyses, sociopolitical and socioeconomic analyses and
all other types of analyses and research of the environment  (internal
and external) are an essential support to turn strategy into quanti-
fled objectives. tactics and operation.

• Meaning relates to purpose - or, no meaning without purpose.
Both are humati-ileed-centric.
Purpose identifies qualitatively (though practically) and prioritizes
which human necessities, needs and motives are being addressed to
create satisfaction improvement.

• Purpose leads to coiicrete objectives and strategy.
• Strategy describes the required nieans. tools and skills and how to

optimize them to achieve success within a given environment and its
,·arious force fields.

•  Tactics is the battle plan. i11cludiiig processes and support systems
and who does what and how.

•   The sum and consequence of the above becomes - what people and
support do we need and where? Or, organization.

Implication -

An organization is a consequence. It is not tlie starting point.
Hierarchy is an organizational support structure to enable or-
dinarv people to do extraordinary things.

In such a consequential and organic organization, people find social and
professional belonging and identity. They use their powers optimally to
create success. Employment develops from within (psychological owner-
ship). bottom-Lip Lind is simultaneously reflected and confirmed top-
doJ,77. .131'14,

11/1
Mintzberg. H.. The Strategy Concept I: Five P's For Strategy. California Management Review, Fall 1987

Mintzberg's five P's lor strategy are Plan. Ploy. Pattern, Position and Perspective.

In the execution of a strategy actions develop from the original strategy (Intended Strategy) and develop spontaneously (Emer-
gent Strategy). Strategy as a Perspective illustrates the organization's view on the world.

I agree that all 5 P's play a cohesive role with dynamically shifting weight factors. Still, while this is unavoidable in the dynamic
ever-changing environments in which we operate, strategy also demonstrates the personality olan organization and should

preferably be consistent. This consistency can be achieved in my opinion when meaning-purpose-objectives-strategy-tactics
remain connected and people-centric.

Argyris, C, Empowerment  The Emperor's New Clothes. Harvard Business Review Article, May 1998.

'41 Mintzberg. H. Managing Quietly, Leader to Leader. No. 12 Spring 1999.

Empowerment and commitment as expressed in mission  statements or  company values are often disconnected from the emo-
tional realm in which people act. behave and (like to) work. Talking and writing about empowerment does not create it and
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6. Culture is a condition for life and cultural differences are
a condition for its continuity.

People create meanings and their many expressions in a symbolic frame
of certainty to make a distinction between themselves and others, to
create self-respect, social belonging and identity. Or, in other words,
culture thrives on intimacy. As stated earlier. groups protect and defend
their characteristic meanings. Naturally each group is challenged to pro-
tect its relative intimacy and to explore how far the circumscription of
the group's domain can be stretched without losing its intimacy.

1 find the implications of this extremely important. It means tliat rIiari,
everywhere and always. is tribal. It does not say that a person cannot be
part of or can have different membership roles in different 'tribes' in his
private and professional life. I consider these 'tribes' as the dynamic
cells in an organism. They are different entities but depend on each
other and have learned to cooperate effectively to keep the organism
alive and healthv.

There are two aspects now that I would like to discuss. They are in fact
counter forces.

1. Cultural differences should be stimulated  in a compassionate   way
including respect, identity value and social belonging. However, this
should be a process that involves humor and relativization to create
space for multiple connections with other groups (cells).

often destroys its (still) theoretical or illusionary objectives. Often the mind remains disconnected from the heart as perceived
by employees and distrust settles in.

Argyris explores two kinds of commitment: external and internal. Extemal commitment-or contractual compliance-is what
employees display when they have little control over their destinies and are accustomed to working under the command-and-

control model. Internal commitment occurs when employees are committed to a particular project, person or program for their
own individual reasons tnote·. andlor co\\ect\ve reasonS or motivators. Internal commitment is very closely allied with
empowerment.

I combine this with the Mintzberg article with two quotes that strike at the heart of this book.

• Shareholder value. Is shareholder value new as well, or just another old way to sell the future cheap? Is this just an easy
way lor chief executives without ideas to squeeze money out of rich companies? This mercenary model of management
(greed is good. only numbers count, people are human 'resources' who must be Daid less so that executives can be paid
more. etc.) is so anti-social that it will doom us if we do not doom it first.

• Empowerment Organizations that have real empowerment do not talk about it. Those that make a lot of noise about it
generally lack it: they have been spending too much of their past disempowering everybody. ---- Maybe the really healthy

organization empowers their leaders, who in turn listen to what is going on and so look good.

{Note people and only people can make leadership work).

In my text. I realized later. I do not use the word empowerment often. When it develops mutually in both directions
simultaneously, it just happens and other words and Intimate meanings are used. related to the jointly created process by
which it happened. To label it fashionably as empowerment would damage the value ol what we did together in a unique
fashion.
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It is based upon the desire to keep the organism strong and healthy
by means of a varied gene mix (cell mix) and by productive stimuli.
The total organism has a common and shared biological, social and
spiritual purpose.

2.   All possible unproductive barriers between the different cultures
(cells) that obstruct effective organic cooperation should be elimi-
nated. The protection of social belonging and identity should not be
detrimental to the health of the total body (organization).

Unproductive protection or defense mechanisms are, for example:

• Relative appraisal (more/less important, horizontal/vertical, di-
rect/indirect, Haye-mania) of functions in the business and or-
ganization chain.

•    Professional and social jargon - meaningless words and language
like the Web jargon/the ITC .jargon/consultant jargon/the busi-
ness cause jargon/hype jargon. etc.

• Corporate culture, HQ culture - the thev and ive culture with
the resultant discriminatory and valuation risks.

•    Different valuation for vertical and horizontal functions.

Implication -

The leadership recognizes and acknowledges that cultural dif-
ferences are necessary and unavoidable to keep the organic or-
ganization (learning organization) healthy but breaks down
unproductive defense/protection between the different cul-
tures.

7. Emotions drive reason.

{And, social belonging and identity drive professional belonging and iden-
tity!)

First, let me try to give meaning to the word einotion. We use this word
often, but what do I mean when I use it in the context of this thesis? "51

1'41 Rilsman. J. Social Psychological aspects of Emotions. Lectures at the Tilburg University.

Rilsman focuses attention on the expression and recognition of emotions, especially the process by which we learn to recog-
nize emotion and by which we learn about the relationship between expression, recognition and physiological phenomena and
processes in the human body.

To this end. he explores Ihe self-experience of emotions. Emotions represent the way we cope with very diverse physiological

phenomena. However, social norms in a culture determine to a large extent how this "coping with" is expressed.
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Here is an attempt at establishing a definition:

Emotion is a neuro-bio-chemical action in brain cells, with a
physical reaction in various regulatory neurological and bio-
physical functions of the brain and the body. The stimuli of
human needs and their multitudes of need derivatives and
their related, conscious and unconscious satisfaction drivers
and/or frustration drivers cause this.

The integral reaction to and manifestation of emotions I call behalior.

Culture is the key to activate emotions and to interpret their expression
and manifestation.

I have already written about leadership being about the creation of emo-
tions and its related behavior. In this part I would like to focus on two
issues.

•   Convergence and Divergence -
(See: chapter 2 -People and organization).
Positive stress and negative stress.

• Thesis, antithesis, synthesis -
Directional process to create emotions and dialogical debate, to al-
low unconventional wisdom and approaches to play a role.

A.  Convergence and Divergence

In the case stories I will illustrate what tremendous effects can be gen-
erated when divergence and its negative stress can be transformed into
convergence and its positive stress. Negative stress relates to human ex-
istential needs and their expected and perceived dissatisfiers. While
positive stress relates to the expected and perceived satisfiers.

I have seen negative stress drain energies from the members of an or-
ganization in uncontrolled directions. I have seen positive stress create a
vast resource of energy and release it into a focused (shared purpose)
direction. The issue is whether emotions destroy or create energy.

.An essential and serious expression of negatir'e stress is absenteeism.

Implication -

Absenteeism is a vote of non-confidence in the leadership. It
expresses perceived imbalances between the emotional and ra-

He puts quite some weight behind the non-verbal expression of emotions, where I find a direct connection with my
considerations about the value of non-verbal communication, pre-determining the interpretation of verbal communication. The
expression of emotions is a most valuable part of existential meaningful communication.
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tional man, energy and motivation drain, rebellion against lack
of compassion and the fear that an acceptable level of satisfac-
tion of all existential needs is not perceived as being achiev-
able.

An expression of the same rebellion against leadership can be seen in
the optimal and maximal utilization of all secondary and tertian' labor
conditions and all juridical rights and possibilities. etc.

That is why, in the real-life cases. the bottom line objecth·e was to dou-
ble business results and to halve or eliminate absenteeism.

Leadership on all lez·eis in a cohesive concept plays a key role in creating
directional energies.

Implication -

When the emotional, conipassionate man in leadership is con-
tinuously recognized and respected and cared for, including its
humane fallibility, then the rational (functional) man in lead-
ership can be expressed and exercised fully and successfully.
Extraordinary targets can be set and realized by ordinary peo-
ple.

I believe this to be very congruent with an earher conclusion that I
drew: that social belonging and identity (socio-spiritual relation and cul-
ture) drives and energizes professional belonging and identity (sociobi-
ological relationship and culture). It is the fuel mix that counts.

B. Thesis, antithesis, synthesis

I have already noted my philosophy that everything, material and imma-
terial, exists because of or due to the existence of the opposite.

In a business organization things are done in a certain way. Some call it
company culture, or say 'That's the way we do it' - 'In this coinpany.  '
'That's the way they want it', etc. The organization seeks competitive
differentiation, competitive strengths and adz·antages, unique selling
points, etc. The question is, how to create competitive advantages con-
tinuously in regionalized and globalized markets where most products
are 'nie too' and high tech products have turned into consumer com-
modity products.

We have to be very creative and dynamic.

Let's talk first about creativitv.

Man and mankind have through the ages proven to be extremely crea-

ti\'e. My assumption has al\ ·ays been that there is no lack of creati,ity in
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people. The issue is how to make it explicit. How to get it out iii a busi-
ness world with so many defacto standards, standard models. 'don't rock
the boat' mentality, safety (security) first fixations etc.

I strongly believe that as soon as an experience turns into or attempls to
support conventional wisdom. then we enter a danger zone!

The leadership itself is probably the only force that can make space for
unconventional creativity. Space for freedom to dialogue and the ex-
pression of unconventional ideas, either to change things or to confirm
that what is being done is, for the time being at least, all right.

A methodology practiced in the cases is that of thesis-the way we do
things. Antithesis - to propose the opposite to stimulate debate, solicit
crazy ideas, humorize, relativize, de-mystify, ridicule. etc.  And smthesis
- without losing purpose and objectives can we creatively and surpris-
ingly innovate the way we do things?

My team members know and knew exactly what was at hand when I
asked for 'crazy ideas'. To stimulate discussion I often suggested a crazy
idea or an idiotic  'what if.. !' myself.  This not only happened in manage-
ment teams, but also in town meetings, labor councils, departmental
meetings, etc. Also suggestion boxes, improvement programs, etc. can
support it.

Again, to create and re-create, to explore unconventional ways, to
achieve the impossible, is an emotional process, whatever one's ration-
alization in hindsight might conclude.

Creativity appeals firstly to instincts and intuition, to self-realization and
to exploring daring motives and seeking inspiration. It releases relativi-
zation and, last but not least, humor. I will show you that some things
that started as a joke became very successful business actions.

Implication -

The leadership itself makes space for creativity, by challenging
its own concepts and approaches, by allowing others to express
intuitive and instinctive new ideas about these concepts. ap-
proaches and resulting actions - with humor.

Humor is essential. A well-meant creative thought can be packed into a
joke. The joke exaggerates and amplifies the message. It can be harm-
lessly treated  as just a.joke  or the message can be picked  up.  That  is  why
the invitation ' I want crazy ideas' is much more useful than the jar-
gonistic 'we should change the rules of the game'. which in my rle"·.
whenever hindsight was applied, was a consequence of crazy ideas!

In short what this chapter has tried to express is:
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• Compassionate leadership is the key to success.
• Tangible results and successes are caused primarily by intangible

causes.

• Hierarchical success is not ahrays equal to leadership's effective-
ness. 1161

Reflection.

The theme evolves into Compassion and comparison.

A metaphor from the days I studied nuclear physics, related to the rela-
ti\ity theory of Albert Einstein. For the purpose of mathematical model-
ing, absolutes are defined of which r arious dimensions are relative to
other absolutes. Measurements relate to a chosen dimension or set of
dimensions. Inside the smallest particle. laws of the largest universe can
be observed. Matter is relative and not absolute.

In our daily lives \ve interpret matter based upon human existential
needs and thus give variable meanings and purposes to matter. People
have individualized relationships with matter. That is where the physi-
cist, the philosopher and the psychologist meet and share meaning.

1161 Eagly, Alice H.. Johannesen-Schmidt, Mary C.
Transformational.  Transactional  and  Laissez-Faire  Leadership  Styles:  A  Meta-Analysis  Comparing  Women  and  Men. No \h

Western University. van Engin. Marloes.. Tilburg University, 2003.

The research by Eagly and Johannesen-Schmidt, with the analyses of van Engin were brought to my attention during the final-
ization of this book. The study is very relevant in view of my considerations concerning leadership styles and cultures. Trans-

formational leadership determines to a large extent a leader's effectiveness - "it inspires their followers and nurtures the ability
to contribute to the organization.      "by gaining trust and confidence. .." etc. Transactional leadership appeals to the subordi-

nate's sell-interest..  "rewarding them for meeting objectives. and Correcting them for failing to meet objectives."  Laissez-
faire leadership...'is marked by a general failure to take responsibility for managing'

Remarks about potential incongruity between the gender roles and leadership roles are interesting (See my territory care versus
nest care and he-man and she-man.)

From the study a consistent pattern is described in which women score higher than men on transformational leadership and
contingent reward. whereas men scored higher than women on (active and passive) management-by-exception and laissez-
faire leadership styles.

Food for thought is provided by remarks about qualities relevant for leadership's effectiveness (transformational. transactional)
and those for ascending in the organizational hierarchy.

From a referenced study "managers who were quickly promoted spent relatively more time and effort socializing, politicking
and interacting with outsiders than did their less successful counterparts. . .(and) did not give much time or attention to the
traditional management activities of planning. decision-making and controlling or to the human resource management activities
of motivating/reinforcing. stalling. training/development and managing conflict."

In conclusion it seems that successful and eflective leadership results from a joint transformational and transactional leadership
style, while for ascending in the organization hierarchy other behavioral styles prove to be successful.
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The human body is an envelope containing a universe of inter-related
energies, forces and matter. All success and satisfaction-creating ener-
gies and forces are generated within this envelope. Their release and
expression can sometimes be measured in a very limited sense and ex-
pressed in Newtons or Joules. But its creation, release and expression
always need triggers from human existential needs.

Collective success and satisfaction-creating energies require common
and shared triggers and a common and shared directional force. The
effectiveness of both the triggers and the directional force rely, in my
view, on conipassion. As I have already reasoned, outward compassion
and inward compassion are inseparably linked. Let's take this one step
further. Inward and outward compassion has a linear relationship and
might even be the same.

If this is the case, the metaphor could be that the success and satisfac-
tion-creating energy could be equal to man (and all its capabilities and
qualities) times compassion square.

Or: E=MC2

The challenge for leadership is then to create C and/or encourage C
and/or create conditions for a C- culture. Then, from apparently inex-
haustible sources, amazing amounts of energy will be released in a
common desired direction.
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1.  Under-utilization of human qualities and capabilities in a
business organization

This is the key phenomenon addressed in this thesis. At first this obser-
vation was made somewhat through intuition. Later, by expelimenta-
tion, experience and learning it became clear that this was a reality that
manifested itself across a variety of businesses and cultures and that to a
large extent it could be resolved.

To analyze the cases with this observation in mind. references and hy-
potheses are needed. Both relate to human behavior and its effects.
These effects are measured in business economic terms and in terms of
existential  satisfaction.  The  focus is inevitably on people. This is why I
believed that it was absolutely necessary to write the previous chapters
setting out and expressing my vision on man and people, their existen-
tial needs and behavioral stimuli. In a sense, everything is relative and
subjective except for the existence of man, mankind and the fact that
we all are part of it.

I deliberately use the word case storv and not the word case analyses.
Case ana/,·ses suggest a detailed, structured research with hard quanti-
fied and qualified conclusions. In engineering terms, the only hard,
quantified facts are the business economic results. But, 'to measure is to
know' is not a sufficient basis to grasp the essence of the relationship
between a variety of behavioral stimuli in an organization and its results.

The only thing I offer in the case stories is persuasive evidence that
well-chosen existential and behavioral stimuli can eliminate a large part
of the under-utilization of human qualities and capabilities.

In the stories, I will often refer to the issues and hypotheses raised in
the previous chapters.

Vision on Man
•   I relate, thus I exist.
• Existential needs, invariables and variables.
• Meaning creation.
• Dialogue.
• Compassion.
•      Self image.

People and organization
•   Organization is about relations.
• Cohesion model.
• Social belonging feeds functional belonging.
•   Convergence and dhergence, positive and negative stress.
• Performance barriers
•    What people seek iii an organization.
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Culture
•  Culture is a condition for life and cultural differences are a condi-

tion for its continuity.
• Culture allows social belonging.
• Socio-biological culture and socio-spiritual culture.
•   Rituals and non-verbal communication.

Social deconstruction and reconstruction
•    Dialogue and compassion.
• Mutually unravel, disentangle culture layers.
•     Creation of a shared meaning foundation.
• Share histories and create histories.

Implications for leadership
•   Dialogue and compassion
• People centricity
• Humane qualities prevail.
•    Meaning and purpose, shared and common.
•   Organization is a consequence.
•    The learning leadership drives the learning organization.
•     Absenteeism is a vote of non-confidence.
• Target setting.

In hindsight. in all the cases it is inspiring to observe the transformation
of all of these elements into business economic targets beyond the
shareholder and the corporate hierarchy's expectations. After preparing
the groundwork in chapters 1 to 5, it was completely and wholeheart-
edly accepted by all concerned that the figure 2 should be used to repre-
sent the denominator of a common and shared ambition.

For instance:

Turnover x 2 As a measure of customer satisfaction.

Absenteeism 2      As a measure of employee satisfaction.

And all its derivatives such as:
•  Lead-times           : 2
• T.0./capita x 2

•  Rejects              : 2
•     Hit rate                          x 2
•   Response time           2
•   Mean time to repair 2
• Added ,·alue/time          x 2
etc.

142



Like People

2.  The choice of the case stories.

From all the cases in my career, the four that I have chosen were se-
lected because these particular four are the best documented by others
and myself.

•   The Philippines case 1984-1988; Chapter 7
A local/regional business. covering all product divisions of the
mother company - from commodities and consumer goods to pro-
fessional equipment.

•   The Netherlands case 1992-1996; Chapter 8
A global business in high-tech capital equipment.

•   The India case 1996-1998; Chapter 9
A mainly sub-continental, multinational business, covering all prod-
uct divisions of the mother company, from commodities and con-
sumer goods to professional equipment and software.

• Post-modernism 1998-2001; Chapter 10
The e-revolution. Web-enabled relationships. Are we facing an in-
dustrial revolution, driven by technology or behavior?

All other business cases, be it in Brazil or East Africa, or in Europe, are
less well documented. But in terms of the subjects addressed in chap-
ters 1 to 5, the same issues. references and h>potheses are experienced
and are, in my view, equally valid.

It is my conviction that the cases that are described and their driving
stimuli are not dependent on the period in which they took place. By
this I mean in terms of external or internal challenges, strengths and
weaknesses, or opportunities and threats being present in all cases at all
times.

The essence of the case stories can be translated or brought forward to
today's and tomorrow's realities and developments.

In recognition and appreciation for all my predecessors in the various
jobs I executed. I would like to express my gratitude for their open and
efficient introduction into the organizations concerned and the local
environment.

Any description of' a case story, especially when made by the leader may
involuntarily have notes or words that could be interpreted as expressing
approval or disapproval for the recent history created by a predecessor.
Here also my motto is ' compassion. not comparison' - in the sense that
everyone in a given period and within the prevailing circumstances has
honestly tried to do a good job.
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3. References and supporting documentation

For the four case stories, chapters 7,8.9.10, the reader will find refer-
ence, identified by numbers in the text, related to supporting documen-
tation for the case stories. This documentation consists of internal and
external written communication such as memos, letters, discussion pa-
pers, plans, TQM documentation,Ill [21 131 141 reports, financial statements,
newspaper articles, policy and strategy documents, presentations, etc.
As well as the selected numbered references, additional documentation
is available. Some of the documentation is still confidential. For the in-
diddual researcher the confidential documentation can be made avail-
able subject to certain confidentiality and privacy restrictions.

At the end of each case story, all references are listed.

1'1 Deming, W.. Out of the Crisis: Quality. Productivity and Competitive Position. Wr\ Center for Advanced Engineering Study.

Cambridge, 1982.

121 Juran, J . Quality Control Handbook, McGraw-Hill, New York, 1951/1984.

131 Crossby. P.. Ouality is Free, McGraw-Hill, New York, 1979.

141 Crossby, P., Quality Without Tears, McGraw-Hill. New York, 1984.

In all the case stories, the TOM (Total Quality Management) philosophy played an essential role. The authors mentioned were
instrumental in learning and developing concepts and approaches towards the creation and sustenance of quality. However, this

was quality in a wide spectrum concept. with all the existential, relational and behavioral stimuli and forces. described in the
previous chapters.

From Deming and Juran I learned early in my career the tools to make people responsible for the processes they are executing
and to give them control of the processes as they ate, within a  "single loop" learning environment.

Soon this did not satisfy me (and themi) because too much conventional (process) wisdom was involved. More challenge was

required combined with a ''double loop" learning environment in a structurally embedded way.

The thoughts and programs of Crossby were used to do that in a (culture) characteristic way in each of the cases, stimulating a

change 01 ownership from the leader to the employees. Once this psychological ownership was achieved the themes of

Crossby were explored further and deeper.

These authors brought a very rich variety of quality ingredients to the table. What could be cooked from this? Would it taste

stale, as expected, or very surprising and tantalizing? The answers are obvious. It all depends on the people involved. theR

needs and ambitions, their drive and compassion to create quality that satisfies others and themselves beyond expectation.
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1.  Introduction and summary.

This case covers a period  of 4 years  from  the  end  of 1984 until  the  end
of 1988.  It is a people ston· and shows us what human qualities and ca-
pabilities can achieve under adverse and disadvantageous circum-
stances. All the current business economic conditions and forecasts and
prospects showed weakness and/or decline. The socio-political situation
was chaotic, volatile and insecure and sometimes dangerous. The peo-
ple in our organization, like many Filipinos, felt that they held a second-
class position or status compared to the spectacular economic develop-
ments in South East Asia and Japan. But, as President Corazon Aquino
expressed it, much later. in  1988, in a meeting with all the management
staff of our organization:

"Necessity is  the  mother of invention.

At the start of this case the company's business organization in the Phil-
ippines had around 2000 employees. Its activities included import, ex-
port, manufacturing, marketing, sales and senice of lighting products
(consumer products and professional systems), consumer electronics
(audio,  video and small domestic appliances). telecommunication  and
data processing, semiconductors and electronic components, medical
equipment. The local manufacturing activities included some audio and
video products, components and serniconductors, glass and lamps.

Economic analysis and forecast, 1985 Ill
(Source: CRC, BI, P+E, MBC. ECCP, NEDA, IMF)

•   The Marcos regime has managed to follow the dictates of the IMF
and the country is now going through a harsh period of economic
contraction characterized by declinitig living standards and massive
unemployment. However, with Marcos' primary goal of remaining in
power, a high degree of uncertainty remains as to his ability to con-
tinue to accept the severe political repercussions these policies en-
gender.

•    Economy to shrink further.
•    Private consumption to remain low.
•     Scant new investment.
•         Reduced  trade.

•    Industrial production still falling
•     Agriculture and national resources unlikely to reco\'et'.
•    A gradual easing ofinflation.
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World Bank forecast, June 1985 -
The Philippine economy will start to normalize only by 1987, with the
real GDP growing by an average of only 29 during the 1985-1987 pe-

riod.

Facts 1984, Trends (1985) and Forecast (1986)
1984 1985 1986

Call iii %) real trend forecast

• Exports + 10 - 11 continued decline

• Imports - 22 -    13 continued decline

•   Inflation rate                40         30    25
•   Interest rate                  35         27     28
• GDP -4- 3  -0-
• Un/Under employed         30 50 critical
•    Revenues top 1000 - 35 - 30 no recor'eiy

companies
• Gross investments - 38 - 15 some recoven

These economic statistics were made in the first half of 1985. Without
knowing what 1986 would bring, the Philippine Revolution ousted  Mar-
cos  and  a new President, Corazon Aquino was elected.  In  1985,  the  po-
litical situation was already very volatile, chaotic and insecure. -
Everyone felt that something was brewing and many held their breath in
expectation of a drastic political change.

It has to be realized that during these very same years. the Asian Rim
countries and Japan were on an economic boom course and were devel-
oping their economies ven quickly. The Philippines was considered as
the sick child in East Asia and this did not help the population to de-
velop a sense of self-esteem and pride.
During this very same period. although the circumstances were very set
against encouraging a business development breakthrough, the organi-
zation launched a massive program to dramaticallv improve its perform-
ance.

A TQM methodology was selected as the vehicle. The shape and content
was 'Philippinized', to reflect and represent the psychological and cul-
tural characteristics of the people and their existential needs and stim-
uli. It encompassed too their humor and joy for life, their personal and
collective intelligence and ambitions.

The political revolution in the Philippines is referred to as the 'People
Power Revolution'. The revolution in business performance during the
period of this case can also easily deserve the same name!

In the subsequent parts of this chapter. the approach and the process
nill be dealt with as described, in terms of:
•   Vision on man.
•       People and organization.

148



Like People

•    Culture.
• Social deconstruction and reconstruction.
•   Implications for leadership.

However, the key to unleash all human qualities and capabilities in a
common direction lies in two statements that we developed during the
first months of intensive dialogue with many people.

A.  " We have 2000 employees. That means 2000 sets of brains. Some
are better trained than others but on average they are seriously un-
der-utilized.
Imagine a situation where we are able,  on  all levels, to mobilize,  to
activate and to focus the full creative and productive power of these
2000 brains, in a pre-determined direction.
This willlead to such an explosion of productive and creative energy
that we would wipe out the competition and be the business leader."

B.  "Low quality performance identifies a management/leadership prob-
lem, not a rank and file problem."

All our ambitions were condensed and quantified in a few simple fig-
ures:

•    Double the turnover between 1985-1991.
•    Bring and keep profit (PBT) above 1 0%.
• Minimize absenteeism.

Already by 1988 these objectives  had been realized and during the  proc-
ess the organization had acquired so much courage and strength that it
set the same targets again for the following 3 years, 1988-1991.

2. Phase one. January 1984 - April 1984

My predecessor and management staff introduced me to the business
community, political circles, government, industry associations etc.  Be-
cause the company had already been in existence for 30 years in the
country, an extensive network of relations with almost all sectors of so-
ciety already existed. Dialogue, communication, information-sharing
and history-sharing developed quickly.

Wholesalers. dealers. individual customers, employees. staff, business
colleagues and government officials, all expressed a wide ,·ariety of am-
bitions, desires. opinions and emotions. There was one spoken and tacit
intuitive feeling that permeated ever;thing. This coincided and nierged
with my own feeling:

"We can do much more and we have many more qualities and capabili-
ties than rre have shoIfii so far.

For 1984 the budget was already fixed and a formal functional organiza-
tion had been established in accordance with the prevailing corporate
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international directives. Yet the time was right for a revolutionary chal-
lenge  thin the organization coming from the leadership, instinctively
supported by some Filipino pice-presidents and senior staff.

I described the challenge in different ways with phrases such as:
•  "Whatever the circumstances are, there is always profitable busi-

ness.
•   "The bigger the chaos. the better the business."
•   "Our overall performance is beloi,· our desired level. We are not the

business leaders. 1 want us to be. Ultimately our survival is at stake."
•   "All prevailing adverse circumstances create for us an excellent op-

portunity to show what  we are worth."
• "Unsatisfactory performance, measured against our ultimate per-

sonal and professional ambitions. identifies a problem with the qual-
ity of leadership and management."

Etc.

It took a few months to intensively discuss and debate these issues Idth
the top 40-50 managers in the organization so that eventually we
reached an emotional consensus and set some challenging qualitative
targets (x2, :2) and in the process we got to know each other quite well.
Or, in other words we were able to create a common emotional force to
encourage us to go against the grain of conventional wisdom.

As a symbol of the shared emotion and ambition the following statement
was made. It was widely distributed and discussed with all the employ-
ees and it served during those 4 years as the lead theme and the source
from which everything else was derived.

"We have 2000 employees.  That nieans  2000 sets of brains.  Some are
better trained than others. But. on a,erage they are seriously under-
utilized.
Imagine a situation where we are able on all levels, to mobilize. activate
and  focus the  full  creative and productive power of these 2000 brains.  in
a pre-determined direction.
This Wll lead to such an explosion of productive and creative energy
that zve ivould wipe out  the conipetition and be the business leader. "

Tool and fuel. The fuel was defined and as the tool. a TQM program was
chosen. Using both. we would change the leadership and management
culture from top-down and bottom-up simultaneously! 121

As a preparatory step we designed a basic questionnaire for those 40-50
managers and supenisors, probing their usion on:
• Activity chain linkages.
•   Co-makership in the chain and what is your "product?"
•   Internal and external customers
•   Internal and external suppliers
• Quality, conformance to specifications.
• Performance indicators
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• Quantifiable quality improvements.
• Action plans.

In April 1984 we planned to start with the first implementation steps of
the TQM program.

Some conclusions and lessons learned during these 4-5 months:

•   All activities during these first 4-5 months were not aimed at creat-
ing concrete measurable activity results, but to intensively create
many situations for dialogue, discussion and debate. To shape a
common and shared meaning, purpose and ambition, emotionally
rooted in the personality and culture of the Filipino. To re-create a
proud self-image.

•    During the same period, while visiting all parts of the organization I
very freely told everyone how thinking was developing at the 'top'. I
did this to prepare, activate and engage their hearts and minds.

•  The PR department, the HRM department, etc., started to intensify
internal communication. 131

•   I decided not to go for a sequential change process but to aim for a
simultaneous, multi-dimensional change process. My aim was to
stimulate a creative, relatively chaotic situation that would give eve-
ryone lots of room to release their talents and to speak out.

•       Risks  to  be resolved later in Phase  2:
Middle management crisis.
Steering and controlling the process.
Individuals who would not or could not join the growing critical
mass of this movement.

3.  Phase two. April 1985 - December 1985

During this period the political tensions in the Philippines were reach-
ing boiling point. Everyone felt that a drastic change was in the air. With
the help of my closest advisor. the vice-president of HRM (also a Profes-
sor of sociology), 1 extended my relationships with social, social-political
organizations. the employer's confederation, etc. Labor union relations
were still volatile, but understanding started to develop about our mo-
tives and ambitions with our proposed change program. We focused on
the release and the demonstration of Filipino power and its ability to
achieve success. The labor unions emotionally supported this objective.

A trio emerged as the nucleus of this change process - the vice-
president of HRM, the vice-president of Financial Control and myself.
This  represented the qualitative  vision,  the  people  and  financial  re-
sources.

In the course of the year when the TQM program implementation
started, we decided to appoint a program manager as my right hand. As
we were recruiting a very clever young man to become the company's
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strategist, we decided to make him program manager. It proved to be a
golden choice.

In April, the TQM program "' was introduced to the senior management
team.  Until July two things were happening in parallel. A TQM course
for the members of the management team was being run and there was
an extensive discussion with all the participants about the results of the
basic questionnaire. Both activities had the result of stimulating chal-
lenge to the traditional approaches and the often over-polite conven-
tional answers to the basic questionnaire. Hower'er. we were still in the
process of emerging from a somewhat comfortable, though conven-
tional, standardized international organizational straitjacket.

During June/July, the senior management team published the following:
• Corporate Quality Improvement Policy. 151

• Corporate Policies and Objectives 1986-1991. 161

The first publication focused on customer satisfaction and the manage-
merit commitment to support all aspects of the TQM Change program.
The second formulated some bold objectives. demonstrating the new
movement and its driving emotions.

Here are some key extracts:

•    Part 1.-To create a secure future for the company, its employees
and its business partners.

•      Part 4.-The management style and culture will be based upon:
Training
Communication
Mobilization
Emancipation

•        Part  5. - Doubling its business,·olume between  1986 and  1991. the
hundredth anniversary of the mother company. Profit levels (PBT)
above  109.  Etc.

•        Part   7. ..will, with high priority, continuously invest in the devel-
opment and enhancement of its human resources and organization.

The remainder of the documents dealt with business economic issues,
the market, and the company's role in society etc. Both documeiits were
widely distributed and discussed. top-dorirl throughout the entire or-
ganization.

To prepare the total organization  for TQM, Ii·e decided first to create
Some excitement around these two documents.
•   40-50 managers and supervisors had participated in the basic ques-

tionnaire and the ensuing debate about the results.
• Senior management had received initial ti·aining iii TQM
•   36 supen"isors were tramed in quality tools. methods and processes

in two, 2-day seminars. Members of the executir'e committee and
myself actively participated in these.
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From the corporate level we all of us took policies and objectives into the
organization. We went to divisions, factories, departments, groups etc.,
and discussed:
•   What is your product or added value to realize the objectives?
•   What are the critical performance indicators that relate to this?

Somewhat humorously we said:  In case it proves impossible to define
product, added value  and performance indicators...then the organiza-
tion can do without you!"

So, each of the managers and their staff were asked this question. As I
phrased it: "Think about what your product is. Whatever it is. it must be
quantifiable and measurable. It should clearly represerit to everyone in
the organization the essence and meaning of your work in terms of.
achieving our common  goal."

I will describe two examples from this approach. I have deliberately cho-
sen two horizontal departments.

The Impex department (Impex = Import and export)

The department is responsible for import and export clearance. This is
an extremely complex bureaucratic procedure involving many goverii-
ment offices, customs, harbor and airport authorities etc.

Felix, the head of the department, had many years of experience. He sat
down with his group and discussed the question, often after working
hours. Several times he came into my office and his mood would change
from "that's simple" to utter exasperation and desperation because I did
not want a story about why the Impex work was important and indispen-
sable. I wanted a #,ord. A single product identifier that had a meaning
for everyone.

One day he said, " I think you have to fire me, because we cannot find
what you  want!"  I  assured  him  that he could find  what we wanted  and
he left again.

After about 3-4 weeks from the time the question was asked. he came
into my office, sat down and said. "We have found something. It is so
simple and stupid  that  I still think  you  have  to  fire  me!"  I  asked  him
what it was. he blushed and said. "We produce (clearance) lead-times
for the organization."

I called my secretan' and ordered flowers and cake for his group!

Clearance lead-times are quantifiable, 1Tleasurable, dissectable. etc and
thus...can be improved. They represent the business economic essence
of what that department is doing in terms of time, costs, logistics, plan-
ning, and so on.
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However, the essence is that all people in this group had the opportunity
to debate, discuss and struggle with finding the meaning of their work

for the organization. A purpose was easilv defined: halve the lead-times.
And so it was achieved within one year. 17]

Finance and accounting department.

This was a large department, divided into functional groups. Their
leader. Jaako, was Finnish. Together with his very experienced staff, he
designed a creative program which two years later  in 1987 would  earn
the department an international quality award. The majority of the em-
ployees worked in a large open space and every Friday afternoon Jaako,
his staff and I would meet there.

We quickly arrived at a quite obvious preliminary product definition:
• Management information
•     Availability of the necessan' financial means at the lowest cost.

The department was not popular within the organization because, "The>
are always late" in producing information, and "The information is
never fully adequate to serve the purpose of the users."

To shorten the story I will describe the steps taken in the program and
the results.
•  All groups were asked to describe their administrative, paper prod-

ucts, all reports, analyses, publications  etc.  Over 100 documents
were defined.

•    Each group analyzed the user complaints in terms of lead-time and
quality. Discussions were started with the users and it transpired
that many of the users were completely unknown to the groups.

•  All groups made plans to improve on and reach the delivery dead-
lines of all these 100+ documents. Even· Friday the achievements of
the groups were publicly evaluated and each group was given a
green, yellow or red T-shirt to wear, according to their achieve-
ments. That is, whether they were on plan, somewhat behind, or
needed to catch up. This was accompanied with fun. humor and, in
accordance with Philippine culture, snacks.

•   When all the deadlines were met, then the real fun started! None of
the documents would be sent out to the users but would be piled up
neatly in my office in anticipation of complaints from users about
non-delivery. That way we could discover who actually needed and
really used the information!

• After this 'happening', the management of the department, with my
approval, issued a memorandum indicating the price for each
document. To be paid, of course, by the recipient user. Although the
prices were moderate, this teaser stimulated a lot of dialogue, dis-
cussion and debate through the whole organization, including my
senior executive management committee. As one of the very impor-
tant by-products we were able to decrease the number of documents
by 40%.
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This 'what is your product?' process, which was operational from the
end  of 1985 until mid-1986, created new relationships,  a  new  sense  of
meaning of what people were doing and a new purpose. In short, it
started to move the organization from a bureaucracy to a mutually
meaningful organic human organizational neti,pork

TQM could now be fully implemented (Phase 3, 1986) because we had
now created an emotional ·and psychological basis for its success. Em-
ployees and staff started to take psychological ownership.

Let's look at some of the dialogues and discussions that developed in the
marketing departments based upon the question- 'what is your prod-
uce' Here too, at this phase of the process it was much more importaiit

to develop dialogue and discussion and moz'e it beyond conventional and
conformist wisdom and practices,   than   to   achieve a concrete result.
However, a central theme   was the design   of a 1985-1988 marketing
plan.

The discussion around product within the marketing departments
evolved into a discussion about need-satis#eis. As we would say today.
gradually we moved our thinking out of the box. Trust and courage de-
veloped and enabled people to express crazy ideas and to prevail against
the gloom of the actual and expected market conditions. We were also
able to break the chain of thinking solely along the lines of discountiiig
to being creatively pro-actively competitive   in the market. Today   we
would use different words to describe products and need-satisfiers, but
then the seeds of change were planted and the first marketing plan
showed the results of this change in thinking.

Here are some quotes from this marketing plan illustrating meaning and
purpose:

• Lighting Division - "Improvement of living and working conditions."
Basic need: To see, to show, to feel.

• Professional products and systems division - "Infrastructural im-
provements and security
Basic need - To sunive.

• Consumer electronics division "Entertainment, comfort and house-
keeping efficiency."
Basic need: Audio-visual enjoyment and show-off.

Some conclusions and lessons learned.

•    1985 was the year of mental change. dialogue, discussion and crea-
tion of space for emotions and inventii'eness. It was a period for
finding positive emotional stimuli in an adverse environment and for
starting a process of emancipation for all the employees.

•  A Filipino emotional basis was emerging and on this an effective
TQM introduction could be launched.
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•   The spirit was out of the bottle and the question was whether this
would lead to frustration or satisfaction for the many people in-
volved.

•   The burden was placed squarely on the shoulders of the leadership
and management. We were acutely aware of this and the question
was whether we could deliver and change ourselves before asking
others to do the same.

•   The middle management crunch and skepticism needed immediate
attention.

•  Only a few managers could not participate in the mainstream and
they had to leave. The organism expelled them.

•   During the same period, the local press showed an increased inter-
est in all our activities. 181

4. Phase three 1986

In the spring of 1986, the Philippine Remolution - the People Power
Revolution. took place. Political tension had been building up for some
years and culmiriated in a rei'olution as a result of which Ferdinand and
Imelda Marcos were ousted and Corazon Aquino was elected as the new
President.

During that turbulent period, maily fot'eigi coinpanies pulled their ex-
patriate staff out of the country to await better and more secure times.
We did not do this and remained there together with expats and local
staff. We weathered out the storm and because of this, demonstrated
commitment to the country and its people.

We would frequently organize evening meetings with members of the
executive committee and senior management along with their wives and
husbands. Together we evaluated developments, discussed security
measures, risks and shared emotions. All operations continued and we
only occasionally closed the offices and factories a few hours earlier to
allow people ample travel time to reach their homes. We formed a
communication network to keep each other informed of unexpected oc-
currences. During that period we temporarily halted large meetings.
conferences and training sessions. 19l

During 1985 we created an emotional basis and ownership for the struc-
tural implementation of a selected TQM program, namely 'Quality is
free'  and  the  14-step  program of Philip Crosby. Because  of the  emo-
tional basis. the crystallization and execution of the program had a very
characteristic Filipino flavor. The discipline required by the program
was not sacrificed. Emotions drove rationale and both continuously
cross-fertihzed each other and the outcome was incredible results, as we
shall see later.

In January 1986,27 internal trainers were initiated in 'train the trainer'
courses. Each course lasted three days. During  1986 and the first  quar-
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ter  of  1987, we executed approximately one hundred  one- and tWO-day
TQM courses. The execution was top-down and was literally for every
single employee. including drivers and cleaners. In all the courses com-
pany executives and senior managers were prominently and intensely
involved. 1101

The main documents and their philosophies were explained and dis-
cussed over and over again. Gradually 2000+ people started to develop
many common and shared meanings within the TQM program. In con-
cert with all these training activities, a lot of social and fun programs
were promoted and executed. There were sport competitions, depart-
ment outings. picnics, success celebrations, quality recognition and
award events etc.

What actually transpired through all these simultaneous activities was:
•   Emancipation of all employees.

Creation of common and shared meanings, purpose and ambitions.
Creation of a future.
Existential confirmation for everyone.

• Balancing relations.
Creation of a new balance between biological, social and spiritual re-
lations in the organization's community.

•   Re-definition of roles.
All  2000 + employees were given a formalized and recognized  TQM
role.

Quality Improvement teams, TQM-step drivers, Error-cause removal
teams, Monitoring teams, Recognition teams, etc.

•   Changing the reasons for organization.
Although on paper the formal organization did not change drasti-
cally, organic relational powers fuelled its functioning. The formal
organization or formal organizational behavior was challenged. Or-
ganization was much more discussed in-depth, in terms of - "does it
serve the realization of all our purposes?"

However, during the same period two crises developed·

A. Gradually during 1986, managers and supervisors started   to
complain that all the TQM work together with all the other man-
agement activities and obligations became too much. A crisis of
 ,orkload developed. This was especially true when we decided to
make TQM performance a main element of the performance ap-
praisal system and management development.

B.  Rank and file employees had undergone adequate experience of
the new culture and started to challenge their superiors. How to
maintain control became an issue. Again, stress and pressure de-
veloped in middle management.
In fact. a peop/e management sk#/crisis developed.

The solutions were obvious and rr'ere executed during 1987.
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Re A. - We had found a new reason (TQM) for organization and
everything was to be dedicated to that. All management activities,
processes. systems and procedures were to be scrutinized as to
whether or not they added value to the meanings and purpose of our
TQM program. This was because TQM had become the emotional
and rational reason for all we were doing.
So, the management process, and all its systems and procedures -
or, as we would call it today. the governance - was substituted by our
TQM approach.
Re B. - By the end of 1986 training committees were formed and
they focused on people management skills and selected professional
skills  in:
Marketing and sales.
Technical services.
Factories.
Etc.

The first priority: Supervisory personnel and Middle management.
External Filipino teachers and our own senior executives did the
training. This way, we maintained and secured cultural uniqueness
and integrity.

After the revolution and the swearing-in of President Corazon
Aquino, a strong sense of re-establishing a national identity. self-
respect and pride emerged. People  in our organization found pride
in the way we had already acted and successfully managed together
during this crisis. We stayed on course drawn by the magnet of our
new ambition (purpose) and they felt encouraged facing a still inse-
cure and uncertain future.

Through our social-political network, from the extreme right
through to the extreme left. the NPA, the communist New People's
Army, we got signals that we were appreciated because of our ac-
tions to try and create a Philippine success story. Our program be-
came well known because we shared the essence of it, such as the
'2000 brains' statement and other policies and philosophies with the
outside world.

This drew much interest from politicians, government officials, me-
dia and so on, resulting in a lot of free publicity. This in itself stimu-
lated and motivated all the employees. The company achieved an ex-
tremely high level of social belonging and social identity in the Fili-
pino society in general. New business initiatives were taken: the
product range was expanded, niarketing concepts changed, intense
social relations were developed with wholesalers and dealers, new
activities were introduced etc. In the course of 1986 the company.
although a foreign affiliate, was emotionally adopted by society and
considered first and foremost to be Filipino.
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Internally as well as externally, human (existential) emotions started
to drive reason and concrete actions. The leadership. although for-
eign, was considered to be Filipino now. Gradually the Filipino vice-
presidents and I were invited to join societal/social/semi-political or-
ganizations to help in the reconstruction of the country. These were
organizations like the Employers Confederation of the Philippines,
the Philippine Export Foundation, industry associations, etc.

The business economic performance consequences and results of
1985 and 1986 were as follows:
•     All  markets in which we were active had declined  1 0 - 20% dur-

ing those 2 years.
•     Our domestic business volume growth  in   1985  was  8%  and  in

1986 was 20%.
•  Our lighting business had regained the market leadership. The

lighting project business was successfully started.
•   A new business in ATMs (automatic teller machines) had gained

the number two position behind IBM.
• Consumer Electronics made a comeback, especially in TV and

grew in audio and domestic appliances.
• Profit before tax in 1985 was 8% and in  1986 1 09.

An example of 'emotions over matter', or 'intangibles drive tangible re-
sults' is the way in which the lighting division gained its number one
market position against a mighty American competitor.

During many years the main tool to conquer the wholesaler and dealer
market had been discounting. A fierce discounting battle developed
which drove both companies almost over the cliff into very small or
negative margins. This disastrous continuous cycle had to be broken. A
group of senior Filipino executives and I dialogued and discussed for
weeks whether there existed a non-financial motivation for wholesalers
and dealers to stimulate preference for us. Eventually the question fo-
cused on what were the strongest, most valued emotional (existential)
drivers of Filipino/Asian/Chinese parents. The answer appeared to be
simple, once we had ,jointly explored and discussed culture and historv -
education of their children!

To cut a long story short, from this premise we devised a scholarship
program for primary, secondary and academic education to be awarded
to children of wholesalers and dealers, related to sales volumes realized
by their parents. We developed a network of relationships with local
schools. regional schools and the University of Manila. Of course, we did
have to invest seriously in this program, but the return on this inK·est-
ment. both quantitatively and qualitatively was much higher than the
bottoniless investments in continuous discounting.

The relationship with wholesalers and dealers developed from a one-
dimensional relationship (biological/functional/material) into a multi-
dimensional relationship including social and spiritual aspects. Funda-

159



Like People

mental needs. to create and secure a future. became a shared undertak-
ing, with interest and respect for prevailing cultural and emotional
stimuli.

At  the  end  of  1986  we had established  our own shared leadership  and
participaton management model. Because of the business economic
results, the mother company gave us a good deal of leeway to follow the
chosen path and to apply unconventional or new approaches and to ex-
periment.

Some conclusions and lessons learned

•  Adverse conditions such as turbulence and chaos. insecurity and
uncertainty are powerful or create powerful emotions. When these
emotions are encouraged to be shared and expressed, they can fuel

THE MARKET AND SOCIETY
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incredible creatikity and energy to create and secure a desired fu-
ture.

•  The human existential emotions, from which implicit and explicit
meanings and purpose merged, were very basic and invariable. The
expression of these was very culturally and personally Filipino in
character.

•   Although we did not yet realize it, a common and shared historv was
being created  th stories, tales and myths that stilllive on today.

•    When a solid emotional basis of common and shared meanings and
purpose exists, tough decisions and challenges are very readily ac-
cepted and resolved. This was exactly what we experienced, what-
ever the circumstances. whether it was in collective bargaining
agreement negotiations with unions, or when a few managers had to
be exchanged, or with some occurrences of fraud and corruption or
debates about target setting etc,

5.  Phase four 1987

During  1987. the environment  had  not yet become stable. Three  elec-
tions were planned in that year. We created a picture of the expected
trends, "The Market and Society"

All elements of our TQM program continued with increased energy and
activity levels. This included many communication and training activi-
ties both inside and outside the organization. Senior executives  and
management staff in general spent an increasing amount of their time
with the troops on the various work floors.

Training became meetings and meetings became training in the sense
that the opportunity for dialogue, emotions and problem solving was al-
ways deliberately allowed. In case emotions became flat or stale, new
ones were created to break or eliminate conventional hierarchical ritual
behavior. Much later, when we looked back. we realized that we were
creating a learning organization and we started to understand and ra-
tionalize the stimuli for the development of a learning organization.

By mid-1987, a full TQM organization that included everyone was for-
mally consolidated! This meant  that the organization had transformed
itself into 'our' (our meaning and purpose) organic TQM organization. I111

The interesting thing is that on paper the organigram still looks  like  a
conventional functional organization, but the working is completely dif-
ferent and follows the principles of the divergence to convergence
model as I described it in chapter 2.

We gave our management model a name:

- Dynamic management by objectives -
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Although with hindsight it was management by dynamic objectives.

Key elements:

•    Keep challenging performance indicators, quantitatively and qualita-
ti\'elv.

•   Keep thinking- how few peiformance indicators do I need to control
my operations?

•     Our TQM determines the agenda of all operational meetings.
• People centricity.
•      Keep the message 2000( +) brains. etc. constantly alive.
•   Actions should be cyclic. Increase ambitions. Do it all over again.
• Continuouslv strengthen psychological ownership.
•   Intangible parameters drive tangible results.

During  1987 we participated in 3 categories in a quality award program
froni the niother conipany - semiconductor assembly, marketing and
filiai]cial control. We did this to measure our activities and perform-
ances against international standards and to seek international recogni-
tion atid collective existential confirmation.

Business developments in  1987.
•   Iii collipetition with the Korean affiliate we gained a top quality lamp

export activitv to the USA.
•   The semiconductor activities were expanded.
•   The domestic markets were still weak. Some growth of 3 - 5% de-

veloped. Our business volume growth was 30%.
Profit before tax was 109.

•  Accumulated growth of domestic sales in r'olunie 1985-1987 was
almost 709

At tlie end of 1987 business results were consolidated  and  a new busi-
121ness plan for the next 3 yeai·s was made (1988 - 1991).

The forecast for 1988 showed already that the accumulated growth  dur-
ing  1985 - 1988 would be around  100%  and that the initial ambition to
double the turtio,·er by 1991 would already be reached in 1988. The
feeling of responsible self-confidence that had developed in the organi-
zatio 11 expressed itself  iii  this   1988  -   1991   business plan where  they
aimed for yet again doubling the turnover in the next three years. Mean-
ings, purpose azid ialues were well established and this is confirmed by
this document „hich aimed to maintain the vision and direction that
had been developed.
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Some quotes:

Management culture.

"Management culture is strongly oriented towards human resource de-
velopment. emphasizing the belief that people are our main asset and
that even' employee is important because every employee can make a
significant contribution towards the realization of the company's objec-
tives."

Important elements of this culture are, for example:

•   Visibility and openness.
• Communication, communication and communication based on

open dialogue.
• Training. growth and development for all employees so they reach

their full potential. Self-actualization.
• Respect, social justice and social responsibility.
•   Attention for characteristic motivational needs such as:

- Economic/functional growth
-    Recognition/existential confirmation
- Affiliation/social belonging
-    Security/securing a future
- Advancement/self-actualization

All explicitly recognizing and respecting basic necessities, fundamental
needs and prevailing concrete motives.

Our role as multi-national in the Philippines - 113j

By its total performance. the company will continuously reconfrni and
develop its image as:
•     A committed supplier of top quality products and senices.
•    A trustworthy partner.
•   A reliable integrated and respected element in the Philippine econ-

omy and society.

Some conclusions and lessons learned.

•   People and only people can make an organization work.
•   'Double trouble' and Waste' - (See chapter 2) and its causes are to

a large extent eliminated.
• Under-utilization rapidly decreases.
• Trust based on and developed by a shared rision on man, interest

and respect. a common and shared meaning and purpose - is a \en
powerful source for success.

• Compassion works!
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I did not deal with absenteeism in concrete terms. This was because
when unemployment or under-employment is rife, that is around 40-
50%, then people are desperate for jobs and absenteeism is a difficult
issue to tackle objectively. Suffice to Say that days lost because of per-
sonnel problems, union negotiations, health, safety or any other reason
were negligible during those 4 years. especially if one measures this
against the background of the overall productidty or output/capita in-
crease of 50% during that same 4-year period.

6.  Phase five 1988 - The conclusion

The social, political and economic derelopments showed improvement.
A new healthy nationalist"n developed that was very oriented towards the
uniqueness of its people, history, heritage and culture. The overall situa-
tion was still volatile, but, everything being relative, there were many
more positive and motivating initiatives taken across the 'whole of soci-
etv.

At the beginning  of  1988 the organization   was awarded three quality
awards by its multi-national mother company. These were for:

Marketing
Senikonductor assembly
Financial control

This fitted very well in the national desire to seek reconfirmation of self-
esteem and pride after the ousting of President Ferdinand Marcos and
his wife, Imelda.

We grasped this opportunity to celebrate and recognize the 1985-1987
achievements of the, by then. 2600 Filipinos in our organization. On
February 11,1988, President Corazon Aquino presented these quality
awards to all the nianagers of the company during a meeting in the Ma-
nila  Hotel. Also present  were many top-level industrialists, politicians,
government officials, labor union leaders, leaders of industrial associa-
tions, leaders of non-government organizations etc.
All that was needed to be said was in the speech of the President.

All our initial ambitions and objectives had been largely surpassed and
new ambitions and objectives had been set by the organization itself.

One last remark about employee motivation. We did not yet have a
structured approach to measure employee motivation. It does not make
sense here to make subjective remarks about the motivation being high
or loff·. The reader will dra,r his/her own conclusions.

In August 1988, my family and I left the Philippines and returned to the
Netherlands where I was appointed Managing Director of a division
dealing with industrial automation.
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SPEECH OF HER EXCELLENCY. PRESIDENT CORAZON C. AQUINO

1987 Philips Quality Awards
11 February 1988, Manila Hotel

Necessity is the mother of invention. That which does not
destroy us, can only make us stronger. YOU have heard these
sayings. Time and again they have proved right and I speak from
experience: my own and that of our country in the past year. The
Philips experience has been the same.

In 1985, the Philippine economy was spinning towards
collapse. Philips had 2,000 employees on its hands, a shrinking
market for its products, and a climate of competition that was
like a jungle. Philips had two options: throw in the towel and
throw out its work force - or hang in,  and hang on to its most
precious asset,  its people, using their strength to turn a crisis
that threatened collapse into an opportunity for excellence and
expansion.

Philips set its objective: a secure future for the company
and its employees.  And stipulated the means; the talent and
energy of each and every Philips employee,  barring none,  bent
towards that common objective. Retrenchment was one way to

conserve resources; but inspiration, planning and high standards
were a better way to turn those scarce resources into

overwhelming advantage.
I won't go into any further detail. I can see that the

Philips managers are getting uneasy.  Is this woman angling for
our jobs after her Presidential term?

Suffice it to say that the strategy of Philips and my
philosophy are the same.  No one is to be sacrificed for the
corporate survival and growth, everyone is needed and encouraged
to work as a team towards that common objective.  The Philips
attitude likewise conforms with mine: no excuses, no crying over
the unfairness and  the  difficulty of the situation -- just
putting the shoulder to the wheel and turning it all to

advantage.
The Philips strategy paid off. The ingenuity, talents, hard

work  of  the  Philips  work  force was  translated  into  sterling
performance and, more importantly,  into profits.  In recognition
of this achievement, Philips International conferred three awards
on  Philips Philippines: the  International  Quality Awards for

marketing, finance and administration, and semiconductor
manufacturing.

I  am  very pleased  to  be  here  to  share  your  pride  and
satisfaction.  I hope that you will continue your good work and
that your performance will be the standard of Filipino efforts
everywhere else.  I have said it also: we are going to improve
only by bringing out the best in ourselves, not by excluding the
competition.  That is for kids,  not for what  I should like to
think we have finally become; a mature, self-confident and proud
nation. Congratulations again and good day.
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7. Reflections on the Philippine case

Some important subjects that I want to reflect upon here are:

a.   Psychological or emotional ownership of our aspirations and
the program.

b. Dualism between the human existential dimensions.
c. Compassionate leadership.
d. Chaos creation and its directional forces.
e.   Organization and organism.

a.  Psychological or emotional ownership

During phase one and phase two of the case, a period of roughly  12-  18
months, the emotional man was addressed and stimulated to reveal
himself with his own cultural meanings and values. This allowed a bal-
ance to be restored between the emotional and the t'ational man by the
following:

•    Using an approach that demonstrated appreciative enquiry.
• Mutually explorative dialogue
• Social deconstruction and reconstruction, to recognize the invari-

able human existential needs in everyone.
• Unrestricted sharing of thoughts, experiences, information and am-

bitions.
•    Humor to put bureaucracy and its rituals into perspective.

Stimuli to learn, explore and change are generated by the leadership
when he/she demonstrates emotiotially and rationally that a particular
path or direction is being taken with passion, courage, risk-taking and
\-ulnerability.

An approach that demonstrates appreciative enquity and mutual explor-
ative dialogues in every human dimension creates trust and respect.
These stimuli gradually are amplified throughout the organization and
seek roots in the future. However, the sense, instincts and intuitive po-
tential of existential and cultural recognition and respect determine the
fertility of the new ground (See: What people seek in an organization -
Chapter 2).

I never felt restricted in seeking to share with everyone all my thoughts,
information, ideas, questions, risks, etc., irrespectize of rank and role.
The reactions and effects have ne ·er disappointed me. Quite the con-
trary in  fact i

We focused on the opportunities and possibilities presented by an ad-
zerse environment. instead of the threats and problems. What emerged
as a result was a passionate sense of adventure. There was room for
freedom aiid humor, relativization. crazy ideas. self-criticism, courage
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and even mischief. This was in total contrast to the usual conservative
and conformist business models, bureaucratic attitudes and ahen or un-
productive rituals.

In short, Filipino aspirations were created and stimulated and as a re-
sult everywhere in the organization energy was released.

b. Dualism between the human existential dimensions.

In the space created (Point A), there  was a lot  of room  to re-balance bio-
logical, social and spiritual relations through the following means:

1. Business meetings, training, courses, TQM, performance ap-
praisal, etc.

2. Celebrations, sport events, outings, newsletters, company
magazine, etc.

3.   Individual and group discussions about history, beliefs, Phil-
ippine culture, traditions, etc.

Dualism appeared once in a while because some could not follow the

mainstream of change and/or needed time to trust and believe in this
movement.

Dualism appeared during union negotiations about labor conditions
(collective bargaining agreements), during incidental labor conflicts and
in the leadership/management structure when an individual could not
connect with or was distrustful of the new movement. Some of those
people had to be expelled, but there were never many of these cases.

Reading through the case story, the reader might easily imagine that as

the Americans are wont to say, we worked our asses off! Amazingly
though, there was never lack of time for the activities mentioned in
points 2 and 3.

In hindsight I realize now that all the activities mentioned in  1,2 and 3
were not completely separated. Intertwined into each activity were ele-
ments from the others. For example:
•     A business meeting (1.) often dealt with 2 and 3.
•    A celebration, sporting event, etc. had cause and reason in 1 and 3.
•    The purpose of a discussion (3.) had perhaps the reason to discover

what or how to do something with it in 1. And 2.

Gradually the inspiration and motivation to move from organization to
organism started to grow, this happened naturally and quite uncon-
Sciouslv.

c. Compassionate leadership

When an organization gradually starts to trust the compassion in leader-
ship, shared meanings and values are developed, accompanied by func-
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tional and behazioral principles and rules of discipline. However. these
are not just owned by the leadership but also by the people in the or-
ganization. Exercising discipline becomes easier and more acceptable. It
creates a positive instead of a negative stimulus, because a common and
shared purpose is at stake.

Another valuable leadership issue, which gets a chance to develop, is
that of the compassionate challenger expressing his views (often in real
time) on the day to day developments, actions and expectations. These
challengers appeared at all levels in the organization.  I considered them
as the guardians of mutual satisfaction-creation between leadership and
the organization. betweeii the company and wholesalers, dealers and
customers. They also encouraged everyone to develop and maintain a
compassionate dialogical culture.
In this environment and by walking around on work floors and at whole-
salers, dealers, customers, etc., real-tilne signals are given and received
and these should ha\·e  (and the>·  did) an important impact and influ-
ence on policies, actions and strategy. In this sense, administrative in-
formation (financial control) as management information proves to be
inadequate and needs to be reconsidered. which is what we in fact did.

As many know, the intangible parameters exposing the intestines of pro-
cesses are much more determining factors for success than the meas-
ured tangibles at the end of the process. Most of us in the leadership
structure know beforehand what the finaticial information would be, not
exactly quantitatively. but in terms of level and trends.
However, there is one incredibly important pre-requisite for compas-
sionate leadership and that is personal presence. Visibility, spontaneous
and organized interaction. In short, to be a humane part of a living or-
ganism called organization.

d.  Chaos-creation, or the unleashing of emotions

Already in phase one, as we have seen. I decided to change everything at
the same time, in parallel.  In fact, it is not a decision that is made, it is
a consequence of'unfreezing' (See: Kurt Levin ), or, as I call it, to make
the emotional man drive the rational man. Multitudes of human ener-
wes erupt from a wide variety or mix of human existential needs and
relational needs with all its variable and irir·ariable elements, colored by
the prevailing culture. These 'chaotic' bursts and flows of energy are
absolutely necessary to cross-fertilize and amplify each other. Or, as I
phrased it earlier. they need to find paths into the future. Though a bet-
ter description would be magnets or a force field.

This magnet and its force field are the existential need and ambitions of
all people. From the generic it has to be made culturally specific.
Gradually. at least. the invariables ha,e to be recognized and respected
by all members of the group. Emotional trust has to develop to encour-
age the belief that a next level of satisfaction is achievable and that peo-
ple can create a future with other people. Courage has to grow to trans-
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late this into tangibles. To transform this into adventurous and yet still
incredible material and immaterial objectives.

We achieved this during the first 6 - 12 months.
•   Double the business success
• Eliminate absenteeism
• Invest heavily in people and TQM.
•    Start new businesses.
•   Be the leaders. We want to be the leaders in all businesses. Conquer

respect.

•   Defy the adversarial conditions and combat pessimism.
•   "We have 2000 brains. .."
etc.

Chaos-creation is only productive when it is fed by and embedded in a
strong sense of direction. There has to be a vision on man and a crea-
tion of directional forces aiming at a common and shared purpose that
can be translated into concrete results.

Note:
In many management books attention is called to the 'chaos theory'.
More often than not I wonder if the author knows what he or she is talk-
ing about. The concept comes from physics where chaos is mathemati-
cally and physically related to stochastics, entropy, force field theories
and relativity. To name a few! I consider it very risky and often irrespon-
sible to migrate a word from one area of science to another without
translating and interpreting it in its new environment. It might be com-
mercially right to do so, but it often does not promote useful learning
and development in leadership and management.

Chaos-creation, as I have illustrated it, requires a distinct vision on hu-
man existential force fields, its stochastics (variable concrete motives)
and behavioral relativity (rituals). Without these the application   of
chaos-creation results in disaster or frustration, demotivation and the
undirected dispersal of human energy.

Chaos-creation as described is inseparably linked to compassionate
leadership. So let one first consider this before releasing complex forces
into a dangerous vacuum.

e.  Organization and organism.

During the course of this case most causes for 'double trouble and
waste' (See chapter 2) were addressed by means of a compassionate dia-
logical process. Trust and respect for all had become part of our shared
organization culture. Unproductive rituals were eliminated to a large
extent and new and meaningful rituals and non-verbal communication
developed in their place.  This had as its base a quickly growing psycho-
logical ownership by every one of the process and its purpose. Existen-
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tial confirmation combined with a new sense of positive nationalism
(both during and after the revolution) further inspired this.

Courage and confidence evolved continuously to higher levels and the
resulting successes drove people themselves to stretch the targets yet
further. A social network  ith employees, customers, suppliers, whole-
salers, dealers, politicians, bankers, competitors and their families de-
veloped. The emotional man in all of them was given space to play its
important role. Quality targets, derived from meaning, purpose and
concrete objectives, ambitions, drove the internal discipline. And, as
stated earlier, disciplinary measures, where and when they were re-
quired, were executed relatively easily.

The compassionate leadership, all of its members and myself, discov-
ered that compassion allows a 'sharp', 'lean and mean', 'tough' and '

'high-performance standard' kind of execution, as long as the connec-
tion with a common and shared meaning and purpose was continuously
nurtured.

Organization became accepted as a support structure as a necessary
skeleton to keep the body upright- the organs started to cooperate to
make it into a creative and productive being.

The role of leadership became focused on protecting and defending the
common and shared values, meanings, success and failure stories. His-
tory was created and included anecdotes and jokes. Words and mean-
ings were re-created, as were the ambitions and most of all; the dialogi-
cal culture was stimulated.

The organization had evolved from a bureaucratic organization into a
purposeful structured organism that fulfilled initial ambitions (x2, :2,
etc.) and all within 3 years (1985-1988) instead of 5-6 years.
And they had the courage to set the same targets for the subsequent 3
years (1988 - 1991).
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1.  Introduction and summary of results

This case covers a period of four years. 1992-1996. The business con-

cerned is a global high-technology capital equipment business. The
equipment involved was so-called 'flow-line' equipment for the high-
volume, high accuracy, high-speed manufacture of miniaturized elec-
tronics for different industries. For instance the car industry (mainly
USA), telecommunication industry (mainly GSMs in the USA, Europe
and the Far East) and contract manufacturers of electronics (USA,
Europe, and Far East).

In   1990 the mother company faced a severe business economic  and  fi-
nancial crisis, threatening the continuity of this proud multi-national
company which at the time had 350,000 employees worldwide in over
60 countries. The President started a high-pressure program to review,
re-structure and re-organize this company worldwide. This program was
steered by him personally, helped by an outside consultant through a
body  of  100 top managers throughout the world. There were regular
meetings that would last two or three days and often involved weekends.

The 100 managers represented all dimensions of the total organization.
For example, all staff departments, all product divisions, all regional or-
ganizations,  all R+D activities  and  so  on.  They were divided  into  two
groups of 50 representing more or less the consumer goods business ac-
tivities and the professional/OEM/supplies business activities.

Massive changes were in the air and eventually these were defined and
executed. This lead to a general feeling of fear and insecurity and many
employees around the world felt threatened.  As a dramatic emergency
measure it was quickly decided to cut 20% of the total worldwide work-
force across all levels and all company activities. Many other measures
followed some involving the refocusing of business, the selection of
businesses, prioritization and so on. Strategy and policy measures fol-
lowed and it is not difficult to imagine the emotional state of the em-
ployees during this process. For many, throughout all ranks, future job
security was at stake.

Roughly a year before this crisis hit, I was appointed managing director
of a division. My division was a conglomerate of ten high-tech small and
medium businesses. which were both regional and global in scope. Of
course the same process of change had to be applied to this division too.
The largest business in the division was the business dealt with in this
case history.

Looking at the performance and track record of this particular business
and applying the new criteria for continuity or discontinuity. every indi-
cation was that this activity should be stopped and this was what I pro-
posed. However. because of an intimate and far-reaching relationship
with one of the largest USA car manufacturers, stopping this business

175



Like People

would be a very costly proposition, around US$ 50 - 100 million. This
money was not available.

In mid-1991 the President of the company challenged me to focus on
this business case and to turn it around. Instinctively my knowledge of
this division and its many hidden human, know-how and technology re-
sources made me believe that a turn-around would be possible. Friends
and colleagues considered it a 'mission impossible'.

This case story is about what extraordinary things ordinary people can
do when their qualities and capabilities are encouraged and used to
achieve a common and shared ambition.

Summary of results.

•  The crisis in this specific business started to become apparent dur-
ing 1991 and resulted in financial bankruptcy in 1992.

•    The year  1992 was used to learn and understand the origins of the
business failure and to find the elements for a potential cure. Every-
one was involved, including our customers.

•     The real change process started towards the end of 1992.
•      In  1993, the losses were eliminated. Profit before  tax  was  zero.  The

same  result was achieved  for RONA (result on net assets). Turnover
per  capita had increased  by   10%, organization costs over turnover
had  decreased  by 10 percent points but absenteeism remained  at  a
high level of 79.

•    1993-1996, what extraordinary things ordinary people can do!

• Turnover doubled!
• Profit before tax quickly reached   10%  in   1994 and remained  at

that level.
•      Rona  (result  on net assets), reached 30% in  1994.40%  in  1995

and 46% in 1996.
•      Positive  cash  flow was  achieved  in  1994 and continued  to  grow

steadily.
•   Turnover per capita increased by 60%.
• Organization costs over turnover were nearly halved.
• Absenteeism collapsed to 3%. It had more than halved from 79.

2.  Phase one, 1990 - 1992

Prelude to the crisis and its solution

This high-tech capital equipnient activity was not a business in the
sense of a cohesive and balanced attention towards all elements of the
marketing  mix.  In  fact  it  was  a R+ D/engineering/manufacturing  coop-
eration between the organization in the Netherlands and a large car
(electronics) company in the USA. This cooperation was driven on both
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sides by highly qualified technologists and engineers who shared and
understood each other's culture. They shared an enthusiasm for explor-
ing the potential of technology and for creating fascinating tools and
machines for the large market of miniaturized electronics. This was
based upon surface mount devices - that is, miniaturized components
and ICs that are mounted on the surface of the substrate, without con-
tact pins or legs through holes in the substrate or printed circuit board.

Both sides understood their costs and cost drivers. They had jointly de-
veloped an extraordinary machine, which had sold well for some years.
Machines were not ordered and sold through a normal marketing proc-
ess, but rather this unique customer planned them and the organization
in the Netherlands responded accordingly. One American car industry
dominated this relationship while the machine was also delivered to an-
other major American car manufacturer. This second important cus-
tomer had been lost a few years previously in favor of our most powerful
Japanese competitor.

In fact the Japanese machine concept was the de facto world standard.
Our unique machine out-performed the Japanese machine as long as it
was working. Our model's technological sophistication and its inherent
complexity also made it vulnerable to disturbances thus decreasing its
operational reliability.

The relationship was thus, in business economic terms, based on a one
customer, one product, a technology-driven relationship. When an eco-
nomic setback hit the market during '90-'91,  and the yearly requirement
for machines for the customer halved, the activity collapsed and bank-
ruptcy resulted in  1992.

Let us now reflect upon some existential and cultural aspects of people
in this mainly Dutch organization.
•   The welfare state had been established for a long time and the cul-

ture of the company had for many decades reflected this. Expecta-
tions demanded job security with a lot of social welfare attention -
'from the cradle  to the grave' Basic necessities and a large meas-
ure of fundamental needs were adequately covered. The technol-
ogy and engineering-driven environment encouraged many people
to explore the unknown and to discover and create new scientific
and technological products.
In a sitnplified way, the environment and circumstances allowed
technologists. researchers, engineers and technicians to focus on
some concrete motives and self-actualization in an engineering cul-
ture.

Then,  suddenly, the 'welfare' basis collapsed. The unexpected
happened and insecurity in basic necessities reared its ugly head,
creating much psychological stress and frustration.

•  Culture. All non-technical functions were undervalued and given
less meaning relatively. Relationships were complicated and made
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difficult by dispersed locations where people worked in and around
the city. The shape and form of the organization was conventional,
mechanistic and bureaucratic. The wastage level in labor and mate-
rial was high. Obsolescence and warranty costs were in the order of
10% of turnover. Debtors over two months were 40% and so on. A
lot of time was spent on discussion, complaints, and gossip about the
organization, power and in blaming others. Absenteeism ran at 7 -
10%.

Still, as I met the members of the business organization and got to know
them. I discovered some very nice and good people. As a metaphor I
would describe the division as an orchestra of good musicians without a
musical score (meaning and purpose) and without a director!

The bad news and the good news

The bad news:
•   A hopeless financial situation.
•      High levels of wastage.
•   Fear, insecurity and dissatisfaction.
•    Lack of cohesion.
•    No meaning and purpose.
•     High levels of negative stress.

The good news:
•   It couldn't get worse!
•   An infinite resource of know-how and expertise in the mother com-

pany.

•   Good people.
-   Resurrection and survir·al energy.
•    Hunger for success and respect.

Mission impossible? We  ill see!

Let me describe the initial approach during the first 12 months, roughly
from the end of 1991 until the end of 1992.

Before atiything else. we decided to tn· and keep the existing customer
base happy using whatever it might take to do so and at whatever cost.

My initial approach.

This type of business and market was relati;'ely new· to me. I needed to
learn quickly and intensively what the driving forces were and whether
they were rational. emotional, technological and/or business economic
based.
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But where to go for fast learning?

Two areas were chosen:

A.  The most competitive market with the most demanding customers -
the American car industry. A quickly growing market where the vol-
ume of electronics per car was growing exponentially.

B.  People in our own and the mother company's organization that had
an incredible and individual expertise and experience in many rele-
vant technical and non-technical fields.

In hindsight, my urgency to learn and to grasp the essence of this busi-
ness by listening and talking with numerous people, customers and em-
ployees, apparently created a crucial irigredient for the 'learning man-
agement' and, later. as expert academics concluded, for the 'learning
organization'

Many of those I talked with taught me a great deal on many different
subjects and they are probably unaware ofjust how much they gave me
during those tense first months.

The results of all those dialogues, discussions and debates did not yet in
any way solve any of the business problems. However, it was absolutely
necessary to go through this process, to get to know a lot of people, to
value what they expressed and to develop an initial understanding of the
'disease' and its cure.

It did not become an issue of culture-change, but rather how to create a
completely new culture based upon a new vision, a new meaning and a
new purpose. At that moment I decided to take a risky road and to be
both composer and conductor, So to speak, and to surround myself with
a group of innovators, passionate and expressive personalities, irrespec-
tive of their rank and status in the existing organization. This group was
made up of some of the management team, some staff, customers,
bright young people, some old hands and so on. It was certainly not a
homogeneous group and a certain incompatibility of characters existed.
Thank you, Henk, Ineke, Rene, Gustav, John and others. Some ex-
pressed clearly and openly to me what I did right and what 1 did wrong
and a group of innovators and compassionate challengers developed
around me.

The risks and issues now became:

•    A new center of power and influence was created, and this shut out.
as sonie described it, some conformist managers.

•  We had to seek our customers and invite them to express all their
needs, worries, wishes, problems without yet having solutions.
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• Bring about a different attitude to people in the management team
by example. Show, including an element of teasing, that the 'lower'
echelons can have equal influence on you.

•  Tell the same story to everyone in the organization irrespective of
rank (See: Double trouble) and ignore the often-heard comment of
'they don't understand'. or 'they'll tell the competition.'

• Deliberately create emotions because emotions drive change.

At the end of 1992. beginning of 1993. a few things came together.
•     A first definition of meaning and purpose.
•     A concept of quality and customer satisfaction.
•    A definition of training needs.
•     A decision to undertake ISO and TQM.

At that time it was also decided to bring together in one plant all the ac-
tivities dispersed around various different locations. They would be in
one compact plant where physical proximity of all business chain func-
tions was guaranteed making it easy for everyone to meet formally and,
even more importantly, informally.

It was also decided to give all chosen training programs to everyone in
the same format, without discrimination or differentiation by rank or
academic background.

My comrades-in-arms would tell nie that my behavior was sometimes
very irritating. teasing. challenging or rough and that I disturbed the hi-
erarchy by spending too much time with the rank and file.

Here are some examples of deliberately challenging behavior:

A. Before management meetings. every Monday morning, I walked
around for  1  -  1 '/,t hours.  I went through the factory,  the  R+ D labo-
raton,, and the showroom with salespeople. the service group, etc.
My purpose was to sniff and feel the situation and to be prepared for
the management information that would be presented to me in the
meeting.

B. After important visits to existing or new key customers, on my return
to the office I would use the same routine and tell everyone what
had transpired before it cascaded down through the management in-
formation process.

C. During visits to the USA car industries, I asked my hosts to allow me
to go inside the relevant factory departments on my own and there I
talked to operators and supervisors working with our equipment. I
was almost always allowed to do this and much incredibly valuable
information was shared with me because of this, by ordinary people.

The question may arise, why?

Firstly, because I like to stay in touch with the field. Secondly. because
ordinary people uninhibitedly share extraordinan· and valuable infornia-
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tion with someone who appears to be interested. Thirdly, as a demon-
stration to all my staff that  thew' are the people that determine our suc-
cess. customer satisfaction and that thet supply invaluable information
for improvements. Sometimes their comments can be brutally frank and
embarrassing, but nonetheless it is honest and realistic.

3.   Phase  two  -  1993

A first definition of meaning and purpose

This related as much to our customers, suppliers. and stakeholders as it
did to the leadership. management staff, all other personnel and our-
selves. The definition would also gii'e direction to the content of the
TQM program that would be launched.

We involved around 50 people from the management ranks in these
discussions. Although the results are very important. the dialogical pro-
cess itself is invaluable because it added common and shared meaning
to the results and anchored them in our emerging new culture.

Focusing on our existing and targeted customers (with whom discus-
sions continued at the same time), we realized that the type of business
we were in (i.e. capital equipment) is quite existential for customers in
terms of creating and securing a company future in a challenging and
dynamic environment.

There is a distinct difference between users of capital equipment and
users of consumer electronics products in terms of the existential and
relational needs involved.  The  first is dominated by basic necessities,
fundamental needs, social and biological relationships. Together they
confront us with the socio-biological culture of the user. When the
equipment does not perform in accordance with expectation, or fails, it
constitutes a direct threat to income, career and future. When con-
sumer electronics equipment fails, it is extremely irritating, but is a
problem of a lesser order.

The producer and the user are involved together in the creation of a
mutual future. The magnitude of the financial aspects involved such as
cost of equipment, process costs, investment protection, etc., and the
customer's competitive scenarios means that manufacturing industries
tend to be very prudent when deciding whether to divert from a de facto
standard or change existing processes and equipment. This can be the
case even when calculations show that it would mean improvement.

In commercial terms, the entrance barriers as well as the exit barriers
are  high.
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Suddenly we realized that this high-tech business is actually a very emo-
tional business and that it had also to address a well-deftned number of
quite existenlial emotional sources.

This determined the direction of our discussion about 'what business
are we in?' and the related business model.

I want to stress that governance is not a business model. Governance
only makes sense after a business model has been defined, based upon
characteristic and prioritized relevant existential motives and stimuli.

Gradually the discussion about what business we were in moved away
from product brochures and price lists

To:
•  To make our customer's electronics manufacturing activities more

competitive and more cost-efficient.
To

•     Cost of quality and cost of manufacturing.
To

•        It  takes  more than machines to create a secure future !

So, next to the enormous technological resources that we had, we had
to develop very strong man-centric or people-centric support resources.
We had to respect all the emotions of the user along with the measur-
able or tangible results of our machines. systems and processes.

As an American manager said to me, "We are dealing with careers when
they choose to buy and work with us. We can build or destroy careers."

Where we chose to learn our business in the USA, this comment was
extremely relevant because the stress to secure satisfaction in basic ne-
cessities and biological/functions/material relationships was relatively
high, compared to a European welfare state structure.

It took about 6 months to agree rationally and emotionally on these fun-
damentals and to share them with everyone in the organization.

To create a heart and soul for the ISO and TQM program. it had to be
translated into concrete issues and its related performance or satisfac-
tion indicators. "'

From a first rudimentary start, this process continued with ups and
downs. successes and failures, fun and fights during the entire period of
1992 - 1996

All considerations were translated itito concrete issues that we thought
would address the rational and the eniotional man in our customers. A
customer is not just the person who takes the decision to im·est. The
word customer defines a group of people. In our case it meant decision-
making leaders. the management of research/engineering/manufactu-
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ring, the operations managers as well as the supervisors and operators
on the shop floor and, last but not least, the management and staff of
the purchasing departments.

The fundamentals of our strategy

A.  Based upon the competitive scenario and the objectives of our cus-
tomers, we knew that we needed to find a continuous perfect fit be-
tween process, product and costs, incorporating the following:

• Continuous joint performance evaluation, engineering, quality im-
provement, application developments, etc.

• Continuous co-development in all areas linked to the above.
• Knowledge sharing and training.

B. Manufacturing companies want to invest in manufacturing, not in
buildings, so that they can increase the output per square meter, to
allow volume growth within the same available space. This requires
the following:

•  Contifluous iricrease in functions and features and output per m2,
US$, gram, cma, etc.

• Investment protection and fonvard compatibility.

C.    (A+ B)  - Performance indicators  that are relevant  to the customers:
•   Cost per unit.
•     Cost of ownership.
•      Cost of quality (non-performance).
•   Time to achieve return on investment.
• Minimize wastage and rejects.
•      Maximization of yield.
•   Accuracy and reliability.

D.   Our destinies are linked in terms of creating and securing a satisfac-
tory future, requiring a joint fighting force at the front - the cus-
tomer's shop floor.

• Extensive on-site support and service, 24 hours a day, 7 days a week.
• Connectivity between knowledge systems, training systems, logistics

systems, management information systems.
• Measurables:

•    Uptime and yield.
•    Mean Time to respond, repair and improve.

Other concrete actions taken during the same years

Many activities were initiated and developed during the same period.
These went beyond the mandatory cost cutting. simplification of proce-
dures, financial management and the addressing of the problem of
wastage in labor and material.
•  In the Netherlands, all activities were re-located together in one

compact plant. This created physical proximity for all the personnel
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in all the departments. In the USA „e moved our HQ from Milwau-
kee to Atlanta. this significantly improved working and lizing condi-
tions for the USA staff as well as being linked to an excellent na-
tional infrastructure.

•  Everyone was subjected to and benefited from the training pro-
grams; no differentiation was made according to rank or academic
background.

The main training programs were:
• An internal 'MBA' (business model) training to understand all

key functions and their inter-relationship.
•  ISO and TQM training.
• People managenient training for all managers and supenisors.
•   Training in ftnancial business management.

In addition:
•   There were many visits of high-ranking R+D/engineering man-

agers of actual and potential customers to the division and the
mother company to explore and discover the vast technological
resources and their value for the future,

•   The cooperation with a Japanese partner was extended to com-
plement and enlarge our product range. A top in-process testing
activity was integrated into oui· organization and this product
gave us additional access to Custoillers.

•      Development  of extensive internal and external communication.
Relationships with the labor council in our organization were in-
tensified, as were those with labor unions in general.

•  A new organization for the Asia-Pacific region was created in
Singapore.

•   New product development - a small group of young engineers
had, some years before, started to develop an exceptional idea for
a new machine concept. It was a direct frontal attack on the de
facto Japanese standard. A major USA car manufacturer sensed
its enormous value and cooperated in all phases of its develop-
ment. The engineers were giw·en space and freedom to take the
development beyond the pure technological and in so doing they,
together with young designers. achieved a breakthrough in in-
dustrial desigii. The machine itself was a technological man'el
because of its small size and incredible output or production
speed. But in addition, the industrial designers were given lots of
freedom to create a daring and beautiful object that appealed to
emotional man. thus breaking with many of the dogmas and
conventions in the high- tech equipment designers' world.
The extraordinan· shapes and colors used quickly became our
trademark and an essential expression of our culture and our
way of thinking. Gradually all equipment and machines were de-
signed or re-designed to reflect this new concept. 121

•    Launching of TQM. It nor,· had a psychological basis in common
and shared meanings and purpose. Psychological ownership and
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its ambitions had been established in large parts of the organiza-
tion.

The resulting business model

The resulting business model developed from two sources - Customer
and employee satisfaction. Both, in their respective organizations, have
the same existential needs and desires. But more than that, as has al-
ready been discussed, in our kind of business these are intertwined and
relate primarily to biological (functional, material) relationships and the
need to secure a future and the socio-biological cultures.

However, when a certain satisfaction level is seen as achievable, social
and spiritual relations quickly develop. All types of cross-fertilization and
co-operation emerge in the exploration and creation of technological
and relational means and tools, in both a material and immaterial sense.

Gradually also, based upon socio-biological confidence, (functions. fea-
tures, performance, results) the emotional man and its socio-spiritual
needs have space to drive the rational man.

The customer's needs and desires form the core of the business model
and this is the way it is formulated. However, the same criteria can be
applied to our owli organizations. All the added values of our functions
in our organizations have to serve this model clearly. measurably and
optimally. otherwise they are not needed. (Also see: The Philippine
case).

The business model is dri en by and consists of 5 customer-centric
steps: 131

1.   To know is to understand - This focuses on the customer's coltipeti-
tive scenario and its short/mid/long-term qualitative ambitions and
concrete objectives. In short, a dialogue with the customer, to un-
derstand his sense of direction and the desired future.

2. Adding facts and figures to the ambitions and objectives - This de-
mands establishing detailed development targets for cost of manu-
facture and cost of quality.

3.   Analyses of the required systems, applications and processes. includ-
ing:
• Product design and development.
• Process technology, trends and opportunity windows.
• Manufacturing strategy and policies.

4.  Determining the level of automation and mechanization to fit the
above - this includes considerations about general automation poli-
cies and skills that are available and/m required with the a; ailable
personnel.

5.  Configuring the process chain and the physical manufacturing flow-
line. - Definition of pre-sales and after-sales support to optimize per-
formance of this jointly defined process. including continuous know-
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how sharing, training, on-site/off-site senices and a shared TQM
approach. to match - ' to know by understanding' by  'to know by
measurement.

The result of these 5 steps is accomplishment in terms of equipment.
tools and people. So. in this phase, when equipment, functions and fea-
tures, specifications and prices etc..  come  to the table, everything has
found a purpose, meaning and general acceptance. To create success -
it takes more than machines!

The business model and its underlying philosophies, purpose and objec-
tives was extensively discussed and shared with a growing number of
management staff and employees. It was documented in beautiful bro-
chures for internal communication and it penetrated and focused all
actions in the ISO and TQM programs.

Events and successes were shared with everyone in the organization al-
most real-time through formal and informal communication, using the
business model as the basis. Gradually positive stress started to replace
negative stress. (See: Convergence and divergence. Chapter 2).

It might seem a rather lengthy process, and it certainly is, but for larger
companies there are lead times of anything between 6 - 18 months to
reahze concrete business transactions. During   1992  -   1994 a large
number, 20 - 30, of large, respected international customers were
gradually won in the USA, Europe and Asia Pacific, along with some 30
- 50 medium-size customers.

Chaos and its directional forces

As a consequence of the approach described. the management team re-
alized that literally every single business process. system, way of work-
ing, every person, all were unavoidably affected and that the result was
that everything was being changed at the same time. In other words,
when culture changes so drastically, all life forms in that culture are in-
fluenced simultaneously.

It inight seeni rather reckless to proceed this way, but in reality it is not,
as long as the emotional directional forces are shared and recognized by
everyone. That means evelyone!

•  It is a chance to move from business underdog to business upper
dog. To change negative stress into positive stress.

-   It enables the recognition of the intrinsic 5 ast resources of human
capabilities, qualities and expertise, irrespecthe   of  rank   and   aca-
demic background.

•    It enables individual and collective existential confirmation.
•   It gives the opportunity to regain pride as a person and as a profes-

sional.
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•    It creates a strong social belonging and identity in the group, inspir-
ing and motivating the professional sense of belonging and identity.

Of course we had our share of individual personal problems and con-
flicts with individuals who proved to be unable or unwilling to follow the
course described. Again the middle management 'crunch' emerged and
there was a need to strengthen and emancipate that particular group.

4. Phase three   1994 -  1995

The processes as described in phase two (1993) continued with Mgor
and during 1994-1995 our efforts deepened and our focus sharpened.
I want to draw attention to a few relevant developments and occur-
rences during these two years.

TQM - The energies released within the organization had created a
large number of performance improvement indicators, resulting in
much administration. This carried the risk of making the TQM process
too bureaucratic. So, with the top 50 people of the organization we held
a dedicated workshop to analyze and review the organic and functional
relationships between all these performance indicators. The purpose
was to minimize the number of indicators and to focus on the most es-
sential ones. As a result, not only the total number was halved, but also
the discussions enhanced our shared understanding of the cohesion be-
tween them and their focus. 14J 151 Im

Communication and social activities

Internal and external communication grew strongly in a great variety of
ways. Social activities such as the celebration of successes (TQM, large
orders, other achievements), open days for employees and families, em-
ploymentjubilees, etc., were encouraged.

Our participation in international exhibitions for technology. manufac-
turing, electronics and so on increased and improved significantly. As
described earlier, the design of our products was implemented very
creatively and their presentation in human tones (colors, lines, shapes,
sound, etc.,) quickly became our trademark. Not only did it create an
identity and a personality for our total group, our design stood out. drew
a lot of attention and gave us all a sense of pride.

I need here to expand on our concept and meaning of'product'. I stated
earlier that a product is a catalyst to satisfy a need, appealing both to the
rational as well as the emotional man. This we considered to be very
valid for people buying and using our equipment, such as operations
managers, engineers,  R+ D staff, operators and supervisors,  etc.    What
appeals to rational man is the wonder of the high technology related to
what goes into the machine and what comes out of the machine. The
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other side, the emotional man, hkes beauty, shape, color, touch and
feel.

We allowed industrial designers a lot of freedom to create intriguing and
beautiful objects. The resulting design drew people to it; they wanted to
touch, feel and enjoy it. Although technical and technological tradition-
alists were initially against this approach, we pushed it through  and  in
the end the marvel of the technology and the artistic design came to-
gether and communicated to everyone our deeply felt belief - it takes
more than machinesi

In other words, our products and services communicated our drive and
our beliefs.

The biannual meetings with all staff (HQ, R+D, manufacturing, mar-
keting, the European regional organization etc.) were very important for
our internal communications. We held these in the company's confer-
ence center the Evoluon and shared all company and business informa-
tion and discussed issues in groups and plenary sessions. We took care
that everyone, irrespective of rank or function, had the opportunity to
talk or express ideas and opinions. These meetings were repeated in the
same way in our regional marketing, sales and service organizations in
Atlanta  (USA) and Singapore (Asia Pacific).

Relationship building with customers requires emotions

Some would call this marketing. sales and service. Our way was to ap-
proach existing and new customers based upon the 5-step business
model. We did this from two directions simultaneously - bottom-up and
top-down.  My task, often with only one or two senior officers from our
company, was to approach the president and/or the appropriate board
members or senior officers of a targeted customer. We of course used
our 5-step program. Simultaneously another group of our colleagues
with  staff from marketing, sales, service,   R+ D approached the opera-
tions managers, engineering managers and supervisors of the same
company or plant. Staff at the world HQ and the regional HQ directly
supported both efforts.

Although this process had two main spearheads, many other people
were involved and through this they learned all together, experienced
advances and setbacks, encouraged each other and in the end shared in
the success of the order that was won. They participated too in the re-
sponsibility and struggle to meet and surpass the customer's expecta-
tions.

Professional or OEM business (OEM = Original Equipment Manufac-
turer) is quite existential and consequently highly emotional and the
development of customer relations involves a wide spectrum of emo-
tions. Not the least caused by the question of how to create and secure a
successful future.
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As a partner and supporter (supplier) we had to help to achieve this in a
challenging, turbulent and competitive business arena where everyone
felt insecure as to what the future might bring. I did not shrink from
creating controversial emotions with the sole purpose of reaching the
emotional levels of our existing and potential customers.

Let me describe two anecdotal real-life examples of this emotion crea-

tion.

1.  The advisor and supplier conflict

The corporate manufacturing technology department of a major Aineri-
can car industry invited me and my American staff to participate in a
workshop about future trends in components, equipment and manufac-
turing processes. A group of engineers from a number of manufacturing
plants were also invited.

My role as speaker, since I was also a supplier. was controversial and the
reactions and questions from the audience were ofteii critical and $(,me-
times blatantly skeptical. The mix of contradictory emotions that
emerged needed to be channeled so that we could all draw some useful
conclusions at the end. On the spur of the moment, after consulting the
conference leader, I split the audience into two groups; each group had
to discuss one simple question.

Group 1: Why should they buy our equipment and processes?
Group 2: Whey should they not buy our equipment and processes?

The two groups went into separate discussion rooms for thirty minutes
after which each presented their conclusions. The result was a focused
and heated debate, but with a lot of fun and teasing jokes. We con-
nected on the emotional plane and started to understand each other's
emotional (existential) stimuli.

The relationship development deepened and allowed us to apply our 5-
step business model more intensively and with more mutual trust and
commitment. Within a relatively short time this company, who had been
lost to the Japanese competitor, was won back and developed into a nia-
jor customer.

2. Refusal to sell

This example also concerns a major American car manufacturer. Sup-
plier rating bv the Customer company is a very critical parameter for
business success and coritinuity. This rating is based upon the equip-
ment performance statistics assembled from a large number of manu-
facturing plants.

The performance statistics of one large plant drew our average down
over a long period. It worried us as well as the corporate engineering
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department of this particular company.  So we decided jointly to visit the
plant to analyze and discuss the performance of our equipment. The
management of our regional USA organization went along with us.

Before the start of the formal meeting with the plant manager, I had
time to visit and walk around the factory floor where I met a number of
excellent young engineers. They were applying a very good process con-
trol system. However, in my view, their expertise and the results of their
process control system were not being used or efficiently assimilated by
the management. My adrenaline started to flow because I could see yet
another tragic example of the under-utilization of qualities and capabili-
ties. In this case, under-utilization that was damaging our supplier rat-
ing!

The formal meeting started. The plant manager was introduced. To my
surprise he was Japanese. It occurred to me that he must be Brazilian-
Japanese from an affiliate company in Brazil of this particular car com-
pany. (I worked in Brazil from 1972-1976). It seems I was right. He ex-
plained his dissatisfaction with the measured performance statistics of
our equipment. However, to my utter amazement he wanted to buy our
newest equipment recently released on the market !

When he made the request directly to me. I answered that I would not
sell to him! My American general manager almost suffered a heart at-
tack, while the management of the corporate engineering department of
this car company looked at me in bewilderment! The plant manager be-
came very angry in a Brazilian way. I started to speak Portuguese (Bra-
zilian) to him when he asked me to step out of the room with him.

For about one hour we left the rest of the group in great emotional tur-
moil. They imagined that the gunfight at OK-Corral was being repeated
in the plant manager's office. However, on the contrary, we had a 'Bra-
zilian' exchange of emotions and arguments and at the end we hugged

and slapped each other's back in real Brazilian fashion! We returned as
'amigos brasileiros' to the meeting and developed a far-reaching joint
performance improvement program with everyone present. (TQM-like
and - it takes more than machines!) The program was successfully im-

plemented and included our newest generation of machines.

We had linked our destinies on the emotional plane!

Prove the case outside the family.

The mother company was still struggling to overcome the crisis of 3-4
years previously. Many jobs had been cut; the pressure on business im-
provement was very high. Restructuring and refocusing continued. Al-
though the financial basis of the mother company had started to im-
prove, all investments were heavily scrutinized. Although we had a
number of good customers from inside the parent company. the effort to
gain new customers from inside the family would take too much of our
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capacity and would involve too much discussion and family talk and gos-
sip.   Remember that in 1991-1992 our division was considered as a mis-
sion impossible.

We deliberately and consciously decided to prove our case outside the
family, believing that at some moment in the future, our outside reputa-
tion would convince our brothers and sisters.

And eventually this is what actually happened.

The main board members I reported to and the one responsible for cor-
porate  R+ D had formal and informal relationships  with many compa-
nies we were dealing with. Gradually information about our perform-
ance started to seep through these contacts.

Finally, in 1995 they said -" But when they (i.e. us) are good enough for
(10-15 major electronics manufacturers in the world)...why are  they

not good enough for us?"

From that moment on our internal recognition increased and all the
personnel felt and experienced it. Again this is only an example of build-
ing recognition (existential confirmation, interest and respect) and ex-
panding the customer base (creation of a future and more security for
that future), within the company society that we belonged tO. The un-
derdog image diminished and an upper dog image and feeling started to
emerge.

Organization

A concept -'the horizontalized process organization' - was introduced
for discussion and eventual implementation. 171

Quote from the document:

' . . . there still does exist in many companies a serious imbalance between
the 'organizational engineering' side and the 'people-centric process op-
timization'  side in organizational developments.'

•    People and only people make systems work.
- People communicate, cooperate, and interact etc., primarily  on   a

horizontal plane, irrespective of their hierarchical relationship.
•    Income is not the only motivator. In many countries it is becoming a

relative de-motivator (Western Europe).
• Self-realization, recognition, empowerment, co-ownership and self-

development are, alongside income, the main motivators.
• Employee satisfaction and customer satisfaction are two equally im-

portant parameters in our business equation.

From this and the 5-step business model we derived 6 main processes.
Product creation and product life cycle process, driven by marketing.
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Manufacturing and business logistics process, driven by operations. Or-
der acquisition and customer relation process, driven by the regional
organization. The human resources development process, driven by
HRM. The financing and financial control process, driven by the CFO.
The TQM process. driven by the managing director.

One of the consequences for us was that we elected to physically move
employees to where they were most needed instead of maintaining rigid
separate departmental locations where all of the same discipline sit to-
gether.

So, we moved staff of initial purchasing to the product development
group locations. Multi-disciplinan' product creation teams stayed and
worked together in one space. Financial controllers worked within the
departments they served, and so on. Quite importantly, performance
appraisal was done jointly by the functional boss and the boss to whom
the person rendered his senices. TQM, HRM and financial control re-
mained strongly linked to me.

Although the initial implementation was not without problems, it served
as yet one more stimulus to moving our business from organization to
organisrn.

Simultaneously we decreased our vertical integration dramatically and
built a network of co-producers, co-R+D, co-design, etc.

The number of staff decreased relative to the turnover and the organiza-
tion became more compact. At the same time we had to learn to net-
work in-depth with a lot of sub-contractors and their cultures and be-
haviors.

Result improvement 1994-1995

(2-year period. all figures compared  to  1993).
Turnover 72% growth
IFO from  -0- in  1993  to  10% in  1995
(Income From Operations)
RONA from  -0- in  1993  to 40% in  1995

(Return On Net Operating capital)
Cash flow from very negative in 1993 to + 6% of

turn-overin 1995

Turn-over per Capita 50% growth - in absolute terms
around US$ 50OK/capita

Absenteeism 60% decrease
absolute level from 7% to 3%

So the ultimate targets of doubling results and halving absenteeism were
almost achieved within 3 years and it would be consolidated for further
improvements in 1996.
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At the end of 1995 we held a workshop with the top 50 managers of our
company. The aim was to cover the following key topics:

A.  Learn from the past
Consolidate the learning.
We consolidated our learning in a very extensive document 'Strategy
Review 1996' which  gave very conscious direction  to  all activities for
the 1996-1998 period.

B.  Refocus for the future
When x2 /: 2 has been achieved, what does it take to achieve x3 /: 3
in 1996-1998, all relative to the 1992 figures?
Note: x relates to turnover and results.

: Relates to absenteeism.

C. Business targets (x3 / :3 scenario)
Scrutinize, select and minimize the number of performance indica-
tors. How to continue the fight against wastage during periods of
high results.

5. Turmoil in the management team.

One can imagine that the period 1992-1995 had left its mark on the
members of the management team both as individuals as well as in their
relationships with each other. We were a group of very distinct person-
alities bound together by a shared ambition. I thought then, and still be-
lieve now that it was a reasonably good combination of psychological
types  such as leaders, thinkers, skeptics (challengers), doers  and  con-
sensus-seekers. The process we had gone through had been highly emo-
tional and while success first seemed achievable and actually became
achievable, personal and collective ambitions increased and with this,
personal frictions and clashes emerged. This was partly caused by me,
and partly by the approach that had been chosen. During 2-3 years
frictions and clashes were resolved by putting things into perspective
and   by  fun and humor.   But,   at   the   end   of   1995   this  was no longer
enough to solve conflicts.

During 1994-1995, the regional marketing, sales and service organiza-
tion developed strongly. Europe and Asia Pacific challenged the domi-
nant position of the USA. All three areas had ambitions of their own and
challenged the HQ organization and all its departments and activities
concerning added value and costs.

After consultation  with  my  P+0  staff,  I  felt  it  necessarv  to  discover  the
inter-relational qualities and obstructions in the management  team.  I
focused on the level of mutual respect and appreciation of each other's
job fit as perceived by the members of the team.
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A simple confidential questionnaire with 3 questions was developed:
1.    To what extent   do you consider yourself capable to execute   the

function?
2. What functions may have preferences?
3.    If it is not I, whom do I find most capable for the function?

Function                                           1                      2                      3
(0- 10) (1,2.3)

Marketing
Organization & Quality
HRM/MD
Financial Control
R&D
Operations
Customer Set' -ices

Purchasing

The members of the management team filled this in individually and
confidentially. In a later stage I extended the function list to product
group managers and high-potential managers outside the existing man-
agement team.

The results of this exercise allowed me to individually analyze two key
issues: 18}

A.  Job fit and preference according to the person.
B.  Job fit, according to his/her peers in the management team.

In the first test. involving the management team members, I discovered
6 matches (A = B) and 3 serious mismatches (A + B).

In the extended test, including 6 product group managers and including
the top 50 in question number 3, I obtained a good idea of which people
were seen as high-potential successors, people that could be promoted,
etc., as perceived and appreciated by the participants in this test.

After individual discussions with the members of the management team
and persons indicated by the responses to (question 3) beyond this
group, I started to develop an opinion of how some roles and people
should be re-niatched in the near future.

During the first  half of  1996  this  was  done  in  tune with supportive  indi-
vidual MD and career development plans either within our organization
or outside.

In fact, when we started to define and document our 1996-1998 ambi-
tion, an extended management team was established with some new
players. A new relational balance and cohesion had to be developed, tak-
ing into account the lessons of the past and shaping a platform for the
future. At least all of these players had participated in the workshop of
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December  1995 and had shared in the often-emotional process involved
and had contributed to its results. 191

6.   Phase four  1996 -  1998

This will be a short chapter.

In 1996 the results continued to improve. The initial ambitions had
been realized beyond the expectation of our mother company.

A large challenge remained - to improve the efficiency and effectiveness
of the integral product-creation process and yet still match the varietv of
our customers' technological and application requirements. In this
arena all functional disciplines meet and it was and still remains diffi-
cult to decide on the detailed product developments and its related in-
vestments.

But, still 1 believe that our 5-step business model, where the resulting
technical means are a consequence of (business) existential questions,
helped uS to find the right course. Most product developments chosen
sooner or later found a meaningful application and/or added greatly to
our learning.

In  1996  I was appointed President  of the mother company's activities in
India.

My successor in the Netherlands was and still is a friend of mine. The
organization continued to do well and in 1998 my successor was able to
proudly confirm that our ambitions for 1998 had been realized.

So, with 1992 as our reference point:

1996 1998

Turnover           x2        x3
RONA 40% 40%
Absenteeism            :2 :2 (continued around 3%)

Self-image: from underdog to upper dog!

Conclusion: Mission impossible? It was not!
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7. Reflections on the Netherlands case.

The same ingredients that were present in the Philippine case are easily
recognizable in this one.

•   Psychological and emotional ownership of the ambition and the re-
lated program.

•   Dualisni and cohesion between the human existential dimensions.
• Compassionate leadership.
• Chaos creation and its directional forces.
•   Organization and organism, or, from divergence to convergence.

1 want to share with the reader a reflection by an outside body on this
case.  In  1996,  on the occasion  of its  1 Ou' anniversary the Tilburg Insti-
tute of Advanced Studies in Management (TIASS) involved in post-
graduate courses and related to the Catholic University of Brabant in
Tilburg, the Netherlands published a book entitled 'Leadership in Large
Change Processes. 1101

In  this book, chapter  12 is devoted to the subject  of the learning organi-
zation and is written by Professor Dr. R.J. Simons and Dr J. Germans
from the aforementioned University and TIASS.

Based upon interviews with my staff and myself, they concluded that we
had successfully created a learning organization. Their analyses of our
case were included iii this chapter as an illustration of the subject mat-
ter. The original text was in Dutch and this has been translated into
English.

An outsider reflection on the Netherlands case:

An interview with Karel Ehrnreich and staff.

Based on the above (Leadership in large change processes) interviews were
conducted in May  1996 with Karel Ehrnreich, Division Manager, and Staff. The
manner in which his organization operated in 1996 corresponds almost perfectly
with the description of the learning organization presented in this book. In the
course of a few years, Ehrnreich has been able to breathe new life into an inef-
fective production organization that ran itself into the ground as a 'machine bu-
reaucracy' (Mintzberg) and inspired it to become a profitable, client-focused,
technologically innovative and lean world-class enterprise. On the one hand, his
practical experiences represent a confirmation of what is known  in the literature
about the learning organization, but on the other hand they also add to it. We
hereby present first a rough sketch of the evolution of the change process, with
a focus on the theory of organizational behavior, followed by the additions to
the theory that have emerged from his practical experience and we conclude
with a brie f reflection on a few conditions for success.
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The voyage to a 'learning organization'

The organization had to change. according to Ehrnreich, not because he deliber-
ately wanted to create a learning organization, but rather because of the worry-
ing situation (in which the organization found itself, which could and can actu-
ally be observed in many organizations). What he observed was an incredible
waste of energy, in terms of both man-hours and materials. Employees exhib-
ited little interest in the corporate objectives and while they acted anonymously
and showed no initiative within the organization, outside the organization they
behaved spontaneously, creatively and often demonstrated leadership and entre-
preneurial flair. The conclusion was clear: while there was nothing wrong with
the people, there was clearly something wrong with the culture of management.
In addition, a lot of material and energy was lost because product concepts and
specifications were often unclear and contained careless errors, which meant
that many changes had to be made in the engineering and implementation
stages. The organizational culture was based on confirmation of position and
status and the exercise of privileges and the levers of power. Everybody was
involved in everything but the responsibility for specific tasks was unclear.
There was no emotional and shared objective. Emotions are important because
people can only translate a rationally accepted objective into action when their
emotions play an important role.

The way of working that Ehrnreich chose to turn around the culture of man-
agement, contained the following elements:

•  Force the management team to take a different approach towards them-
selves and the employees.

•     Demonstrate this new approach in a dictatorial, if need be even in a carica-
tured, manner.

· •    Let the clients explain what they experience and what they need.
•   Communicate (as a manager) with everyone across all hierarchical levels in

an open manner.
•   Do not avoid emotions, on the contrary stimulate them, both positive and

negative, because without emotions you cannot break through a culture.

This approach is not without risks because, in the end it is based on mutual trust
between individuals and because it might be experienced as a power game. The
latter is clearly the case, because the manager using this approach temporarily
bypasses the management team as an institution and creates a new center of
power with a small group of' first innovators'

The approach gained ground and alignment was steadily achieved in the first
place between manager (and innovators) and the operators and the lower hierar-
chical levels. The ISO-process played an important role in facilitating the joint
creation of the new social structures that were essential for the culture change.
Time and time again, the manager took a questioning and challenging posture
with  questions  such  as:  "...How  do you (operators) think  we  can meet these
demands from our clients and ISO standards? Because I don't know." This re-
suited  in a greater level  of involvement  in the question  of how things should be
organized: a greater client focus and a growing feeling of shared responsibility.
Questions of this nature suggested a feeling of 'going on a voyage together'.
Support in establishing this alignment was provided by the PQA process (Phil-
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ips Quality Award, a TQM-like program), which continually uses self-probing
questions with respect to the role of management, employee satisfaction and
customer satisfaction.

These PQA questions were used throughout the organization, both top-down
and bottom-up, which - no matter how difficult such a process can be - creates
a shared vision for the participants of themselves and their surroundings. As the
focus shifted away from 'leading'  or 'controlling' of the work and towards the
interaction with employees, management was encouraged to present itself as
more 'people amongst people' -a somewhat vulnerable light Every opportunity
for the management team to communicate with the organization was utilized.
One example was the biannual meetings in the Corporate Conference Center
with all employees, which included not just announcements but also discussions
in smaller groups. The subjects covered ranged from new market developments
or management style to client presentations on quality, presentations by internal
departments and even sketches by factory operators commenting on the way the
work was done.

This created an increasing confidence amongst the employees 'that you could
be yourself in the company'. The manager regularly walked all around the fac-
tory and spoke freely about his actions. It could therefore happen that the head
of a department would find himselfpuzzled why he (Ehrnreich), upon his return
from a trip to clients in the USA had told operators what he had heard and ex-
perienced client-side. The reason, according to Ellrnreich is simple:  if you want
people in the organization to purposefully and competently take initiatives, then
these people need to have a lot of information and be well informed. This im-
plies that the concept of *management information' becomes outdated and is
replaced by 'company information'. Inform your people. The surprising result
was that employees increasingly demonstrated their original curiosity to learn.

Workshops and training courses were taken for granted, to such a degree that
employees wrote on a survey that they did not dedicate any time to training.
This, while they spent whole days learning from each other, from the databases
and from management. One recognizes in this the first three of five learning
elements described by Dixon and Tjepkema. The last two learning elements -
that of 'memory' and 'application of what is contained in memory' - became,
according to Ehrnreich, a priority at a later stage. Amongst others stimulated by
feedback from clients, the following insight emerged: a lot of information is
contained in everyone, everyone treats this information in an open and extrovert
way, but not enough is done with it. Structures and support tools need to be de-
veloped to take advantage of the existing knowledge across all areas of the
business. A fully accessible database similar to the 'sand to customer' (literally
translated, meaning from silicon to customer satisfaction) database that was al-
ready being used for marketing, needed to be developed for manufacturing, 10-
gistics and human resources. The latter clearly in the light of the corporate strat-
egy. When corporate objectives have become an emotional common good.
every individual will carry the collective memory of corporate information in
him/herself. The collective memory is. in practice, a socially constructed collec-
tive emotion. As such it is more a part of culture than of the 'systems'

The culture, according to Ehrnreich, is very open and communicative. Everyone
gives his or her opinion. The manager does not discriminate in terms of what he
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tells to whom and provides a complete answer to everyone's questions, regard-
less of the topic. Employees do not hesitate to approach the manager directly.
After some time, the ownership of the organization's renewal process moved
from the manager and his management team to a 'group of 50' (later expanded
to the top  150 of the organization).  They were given the task of re-evaluating  in
improvement teams all aspects of the business on the basis of the aforemen-
tioned three PQA/TTQM criteria. This resulted in more streamlining and align-
ment.

Initially, management received high scores for employee satisfaction, but later
this became between 6.5 and 7.0. The explanation for this has to be found in the
fact that if a manager positions him/herself in a more participatory and commu-
nicative fashion, the employee who obtains more knowledge, would form a
more balanced opinion of him/her (his/her manager). Every manager likes to be
loved, but it is better to position oneself in a 'learning' manner and to deal in-
teractively with the constructively critical employee. It is, however, also impor-
tant that the manager is able to transfer and communicate what he has learnt to
his/her employees. For example by regularly acting as a trainer in internal train-
ing sessions: this creates mutual respect and appreciation.

Additions to the theory

Based on the experiences of Ehrnreich and his organization, it is perhaps possi-
ble to develop a few additions to the previously discussed theory, which were
not mentioned explicitly or were stressed to a lesser degree.

•     The role of management (as a learning group), in practice, turns out to be
central;  the inspirational behavior of the manager (with the circle of first in-
novators), as well as the responsible leadership of other members of the
management team, albeit later during the 'voyage'. Only when one can
speak of a 'learning management'  can  the type of alignment be effective.

•    The role of emotions in the creation of new social structures and personal
involvement. 'Learning' is still associated more frequently with cognitive
content and the acquisition of skills than with the joint creation  of new col-
lective emotional structures, which express themselves in the culture and
the way people interact with each other on a daily basis. This emotional in-
volvement turns out to be an essential condition for the effectiveness of the
organization as a whole. It does not, however, degenerate into an 'emotio-
cracy

• Informal, explorative, creative, problem-driven learning has preference over
formal, pre-structure, content-driven learning. Learning has become a way
of working and is not a focus in itsel f.

•     The decisive importance of client focus - one of the most important raisons
d'ttre of the organization. By basing all activities on the activities of the
client organization the collective learning process is given an internal com-
pass. The daily (logistical) control of the collective learning process lies in
the hands ofthe employees and the groups themselves.

•   People also need to become familiar with the new power distribution, as
well as a new way of dealing with power.

• Teaching people to have fun and laugh at work. Work is seen as life fulfill-
ing rather than life-pollution.
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Conditions for success of a voyage of learning

Management that is willing to embark on such a risky voyage with its people
must have the courage and ambition to create something new and meaningful.
At the same time, however, it needs an almost obsessive interest in people,
without being sentimental. Emotions, both positive and negative. are an un-
avoidable part of the itinerary and a management team that cannot deal with
these should not embark on this journey. This requires qualities such as: being
driven by a vision, being emotionally balanced oneself, having the ability to
communicate effectively with different types of people, being equipped with the
required amount of power, and having the ability to work well with people at
different levels in the organization. Above all, however. it requires a basic atti-
tude of trust in other people (giving and taking)  and the personal experience that
individuals are able to and want to perform to the highest standards if they feel
at home in the larger group, are able to be themselves and enjoy what they are
doing.
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Chapter 9
The India Case

1. Introduction and summary
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•  The Indian subcontinent.
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•    The pressures of change.

•   Dialogue and dialogical culture.
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• Change starts at the top and how to develop a learning
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• Collective ownership.
• Business results.
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•   Prelude to the crisis.
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• Summary.
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1. Introduction and summary

This case cojers a period of almost two years, 1996-1998. It describes
success and failure, both of which are rooted in  the same existential and
cultural forces and which can be guided either towards convergence or
towards divergence.

The difference in direction depends on the applied beha\loral stimuli.
Are these stimuli aiming at a balanced existential confirmation for eve-
ryone concerned and at satisfying all three relational needs? Or are they
aiming at the selective confirmation of the professional identity of
dominant actors in a global business model and primarily at satisfying
biological needs?

When India started its gradual economic liberalization program in  1991,
after decades of relatire isolation. it was forced to learn. develop and
quickly establish new relationships with foreign cultures that were in-
rading the subcontinent, lured by its commercial proinise.

In the course of this story I will describe two approaches towards new
cultural relationships. One is developed from within with foreign sup-
port and the other is forced from outside and requires local support.

The success and failure story relates to convergence and divergence.
When convergence was carefully developed in a larger group of people
with many sensitive cultural variables and when the development of col-
lective ownership of meaning. purpose and objectives had taken its first
cautious steps - results improved beyond expectation, encouraging eve-
ryone to continue together in the chosen direction. The still fragile fab-
ric of newly developing relationships, belonging and identity constructed
around a local center of leadership development was ripped apart by the
forces of a new global company:s goz·ernance. In this governance policy
foreign players and their foreign centers of power demanded to have
their new roles and identities confirmed, leading immediately to diver-
gence.

All of this together led to the appointment of an Indian President and
CEO, in 1998. This had originally been planned to happen a few years
later. But it happened before the original change process had been able
to mature and to be consolidated both psychologically as well as materi-
allv.

For both of us. as co-drivers of the original change process, it created an
awkward situation. The external decision ignored the powers of culture
and the obdous disturbances caused by trying to force culture change
from the outside. The only purpose of this was to try and fit a large,
high-potential Indian organization into a standard, Anglo-Saxon, inter-
national business model.
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Before going into the Indian case ston itself, I will describe some of my
thoughts, considerations and impressions of the environment around
this case story in terms of:
•   The business economic situation
•   The Indian subcontinent
• People

After reading these, the reader will not have a cohesive and conclusive

picture of the environment. However, the purpose of describing all
these thoughts. considerations and impressions is aimed at creating an
impressionistic picture with rational and emotional coloring. It is the
best approach I can think of. I consider it impossible, improper and illu-
sionary to try and capture all of India's historic and present realities in a
single piece of texti What I want to do is to describe subjects that I con-
sidered important in exploring the motives and stimuli needed to create
success with an Indian business organization.

In the previous case stories I did not do this so extensively but the same
kind of considerations were also of importance. But in no other country,
on a subcontinental scale, did I meet such an enormity of cultural, ethi-
cal, social, political, economical. psychological etc., differences   and
variations.

2. India Case story, environment

The business economic situation

During decades of relative political and economic isolation, a centralized
economic and industrial planning system, based upon the Soviet model,
had evolved. The company had been forced into a minority equity posi-
tion and was not allowed to carry its standard international brand name.
During 1990-1991. the Indian government started to liberalize the
economy and the company regained a majority position with 51% equity
ownership. The international brand name was again introduced.

The company's results during 1990-1995 were erratic, unstable  and  in
general unsatisfactory. The company's activities in India covered all the
business activities of the mother company and employed around 8500
people. Because of the minority position and the prevailing Soviet-style
labor laws, the massive restructuring program of the mother company
(during the early 90's) had largely bypassed the company in India. It left
the company there rather ill prepared for the dramatic changes develop-
ing in the new regional and global competitive scenarios after the start
of the economic liberalization.

Many new local and foreign competitors started to attack all our market
positions. In fact, our long history in India of around 60 years and the
development of our very large organization there became a relative dis-
advantage. From the 1930's until the 1990's the company had become a
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household brand in lighting and consumer electronics. It had continu-
ously expanded its manufacturing, marketing and sales activities in tele-
communication equipment and projects, components, domestic appli-
ances, medical equipment, software services and semiconductors.

The  organization had grown  into a conglomerate  of 16 businesses  with
various partners and shareholdings. This conglomerate was a limited
company with its own shares noted at the Bombay Stock Exchange.

The challenging business economic situation can be summarized as fol-
lows: M
•    Between 1991 and 1995 the local share value had lost 75%.
•  Cash was very scarce. There were a lot of unproductive assets and

the receivables account was extremely high.
• Staff redundancy was around 30%.
•     RONA (Results on net assets) were below the cost of capital.
• Market share losses.

Labor relationship and the labor unions

Labor relations and the labor union relations were very diverse. At each
location, whether it was a factory, a sales office, a distribution center, a
service center or the HQ in Bombay, local unions existed and these had
to be dealt with individually. Although per state there was a loose net-
working between the unions, the local unions were the most dominant
as far as our activities were concerned. In general, unions have an intri-
cate relationship with local and state authorities and politicians. Com-
plex, rather politicized relationships existed between employers, unions
and politicians. In my view there was no other way to go forward other
than to accept the realities, appreciate them and learn how to play a
constructive and effective role within this network. In this learning pro-
cess, a number of senior Indian members of the supervisory board
played an invaluable role and they were very instrumental during the
change process. The same is valid for the members of the executive
board and senior management.

Basically, the labor laws had not been changed since India's independ-
ence  in  1946 and job security played  a  key role. Staff reduction because
of redundancy was not allowed. Solutions to this problem could only be
found when local unions and politicians cooperated. Even then, creative
socio-economic advantages had to be introduced by the employer to
compensate for the loss of employment. Much depended on alternative
employment opportunities in or around the location in question.

Redundancy was a huge problem already and this problem would be
worsened by the introduction of modern manufacturing and business
processes requiring fewer and fewer people per unit of added value.

This is a country where for the masses the level of satisfaction of basic
necessities is low and insecure and where the fundamental need to cre-
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ate and secure a future is always under pressure. It was clear that staff
reduction under the prevailing labor laws could only be voluntary and
would have to be based upon a responsible and attractive package of 8-
nancial and other means created by the employer. The same was true
when activities needed to be reallocated in order to streamline business
processes  and the business organization. Because  of the high level  of
redundancy in the workforce a lot of management attention and in-
vestment was needed.

All of these problems became all too apparent in our HQ organization in
Bombay. In Bombay, the average level of unemployment and under-
employment is high. Working for a foreign multinational creates a cer-
tain level of status in the immediate social circle and layer of the em-
ployee. This is regardless of whether the function is redundant or not.

The Indian subcontinent

I believe the word subcontinent is the proper one to use as a just identi-
fier of India. This subcontinent has 25 states and although all together
they form India, one must recognize and appreciate the huge diversity
in languages, histories, cultures, arts, religious practices, food, psychol-
ogy, climate, ethnicity, economies and so on. I often compared this di-
versity with Europe in the sense that the various states in India, from
the north to the south and from the east to the west are as different as
Sweden and Spain or as Germany and Greece. In the case of India, all
these states or 'countries' are geographically brought together within
boundaries created by two oceans and one massive mountain range, the
Himalayas. Over a period of 4000 years, the various parts of India have
experienced different histories.

During my tenure in India I became increasingly aware that I had to
look at India with the same historical and cultural perspective with
which I look at Europe - as a conglomerate of unique and different
countries brought together by physical geographic boundaries, shared
religious cultures, economic interests and dependencies, foreign threats
and geopolitics.

The question remains, when and by which stimuli will internal forces
bring these diverse states and people together, not just economically and
politically, but also socially and spiritually? Is it possible on such a large
scale to develop shared meaning and purpose, to create conditions for
and to stimulate the development of a shared cultural umbrella where
everyone perceives the satisfaction of existential needs to be achievable
in time? Could we as a company in India with employees, stakeholders,
customers and suppliers in many states, play a role, if it were only for
our 8500 employees and their family members? To what extent can we
create social belonging to drive functional belonging and identity?

Again, I think about Europe where it took centuries to establish a rea-
sonable level of economic and political cooperation and unity. It was
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only relatively recently that people developed debates and ideas about
progression towards social and spiritual balances and harmony and its
supporting policies.

People need and deserve compassion. Culture is a condition of life and
cultural diversitv is a condition for its continuity.

India as a nation with all its diverse cultures and people deserves corn-
passion and respect as it follows its own chosen path of economical, so-
cial and spiritual developments. Geopolitically and geoeconomically it is
inescapably linked to the outside world and influenced by it. However,
this influence and interaction should not and cannot change cultures
that have developed over thousands of years. The reality of its cultures
has to be accepted or, better, should be recognized and respected. Oth-
erwise a fundamental need of existential confirmation becomes com-
promised or remains unsatisfied. Either from the outside, or from the
inside, culture cannot be changed by political decisions made by those
in power.

When a culture contains a cast system and feudal traditions and prac-
tices along with thousands of other elements, it does not make sense to
proclaim politically that these elements do not exist because of geopo-
litical reasons. Nor does it make sense to try and superficially satisfy re-
lations with the Anglo-Saxon Christian culture and its economic or po-
litical models.

Foreign, in fact Western, business models Can be practiced in India but
first (See: The Philippine case story) psychological ownership of the
business model by people in India has to be developed. They must be
allowed to make the models Indian and to recreate these models with
their own meaning and related cultural expressions. This is neither risky
nor dangerous because these models are basically descriptions of rela-
tionships with a purpose and objective. The values of these relationships
can be discussed and explored in every culture. Common and shared
meanings can be found with the objective of driving the execution of the
business model with the appropriate differentiated stimuli and incen-
tives.

In short, the point I want to make is that for people everywhere in all
kinds of cultures, leaders of businesses should not invest in the imposi-
tion of roles and rituals. We should invest instead in making ordinary
people do extraordinary things. We should not force them to play out
our imposed rituals and roles nor to act out our pre-determined scenar-
ios.

Running a nationwide business organization in India is rather like run-
ning a multinational company. Let's reflect upon this and think about
Europe some 60-70 years ago. This is the Europe that existed before
WWII and before the nations and people of Europe recognized the need
for a structured and institutionalized economic and political cooperation
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so as to avoid war at all costs. An essential element here is that this need
came from within and from bottom-up, initially driven by the forces of
ecotionik and social reco,·en and reconstruction and the European
businesses.

What would have happened 60-70 years ago in a European business or-
ganization if the leader and members of boards and management teams
had to be selected and appointed more or less equally from the mix of
European nations and cultures and economies? And how successful
would they have been in developing a collective ownership and in defin-
ing a shared and common meaning and purpose?

We should recognize that in fact, at least until WWII, European socie-
ties had a type of 'cast' system of their own. Although this was not, as
many will claim. rooted in religion (this is open to debate). societies
were ven· much layered and matrixed.  All of the groups within the so-
cietal matrix had clearly differentiated and defined powers, influences
and status iii all aspects of society's biological, social and spiritual rela-
tionships.

In  1997  I became President  of the European Chamber of Commerce in
Bombay. Its members consisted of a large number of Indian business-
men, European businessmen working and hing in India and represen-
tatives of the European Economic Community.
Within this forum many of the issues I have written about were dis-
cussed and in our own way we tried to connect and to bridge cultural
environments and differences. This developnient, without actually de-
lining it as such, had the ingredients of deconstruction and reconstruc-
tion with the aim of finding shared meanings and purposes, ultimately
to stiniulate economic cooperation.

I would add tliat many of the considerations mentioned here are valid
for many foreign countries where 1 have worked and lived with my fam-
ily. 1 have written here in such depth about India because of the sheer
size. scale, numbers, and diversity in terms of geographies. states, cul-
tures, people, economic conditions, religious cultures etc.

To tiiy way of thinking hidia is a huge subcontinent where even today
ancient histories and cultures still determine the cultural palette. Not
only do we tend to under-estimate and under-value the real powers of
India's cultural diversity, but also the depth of its historical roots.

To illustrate my point, I would say that in general we accept or have ex-
perienced that a Greek behaves differently from. for example, a Swede.
But I fear that we have not yet fully accepted or understood that a West
Bengali behaves very differently from a Punjabi or a Gujarati. Without
recognition of these deeply rooted socio-spiritual differences it is diffi-
cult to build a cohesive and unifying common and shared socio-
biological economic culture and the organization to support this.
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People

The Indian as such does not exist. The same statement is valid for the
American, the European, the African. and the Chinese, etc. The terrrl
does not serve any aspect of existential confirmation or the development
of dialogue. In fact it becomes a barrier to tl-Ying to achieve this. The
term is a geographical identification and is a dangerous simplification if
it is used when trying to establish meaningful human relations in an or-
ganization, be it in business, politics, and cultural or social activities.

A billion people live in India. My strongly felt belief is that each and
every one of them cries out for individual recognition, interest and re-
spect. 1 had already been to India many titnes for holidays and business,
but before actually moving there I asked some Indian colleagues to tell
me in their own words about India and its people. I asked each one in-
dividually to tell me their personal opinion about the strongest psycho-
logical drivers in their people's behavior. Thev each mentioned the same
four words: Ego, face. identity and  future.

Here let us consider human existential needs and their relative levels of
satisfaction and satisfaction security.  The vast majority of that billion
people either does not have, or has a very low level of satisfaction secu-
rity for basic necessities and fundamental needs, existential confirma-
tion and the creation and securing of a future.

The point of gravity for behavioral stimuli is strongly locked into the
quest for quality of existence (See: Chapter  1, page 10). Quality of life is
still a far away idea or ideal for many and is almost surrealistic to them.
At the same time, when survival is threatened or perceived to be threat-
ened, very strong forces emerge. Depending on the environmental stim-
uli, for instance iii ati organization, these forces can be directed to ei-
ther build or destroy relationships.

N ote:

•   Let's not single out India in this respect. Many countries and socie-
ties are very little different. We could, for instance, say the same
about the people of the USA. The majority of its people primarily
seek quality of existence security. See what incredible forces
emerge!

•    "Necessity is the mother of invention" (President Aquino, see the
Philippine Case story). Hardship or the struggle for suni\'al makes
people very smart. Or, could we conclude that the \ast majority of
the world's population is still deeply involved and concerned with
the quality of existence and biological survival?

In India I met treasure troves of human qualities and capabilities, irre-
spective of academic background. However, many of these treasures had
been unopened, or had remained untapped because of societal forces,
visions on man, rank valuation differentiation or discriminatory forces.
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In short, I saw an enormous under-utilization of human qualities and
capabilities. A thought that had always been in my mind was again con-
firmed. That is, in terms of organization success-creation there is basi-
cally nothing wrong with people, but the actual problem or issue is the
leadership culture and the stimuli it has chosen to influence behavior.

In many locations where we had business activities, manufacturing ac-
tivities, etc., the ambient culture and consequently often the prevailing
leadership culture gave great meaning to power, hierarchy, status and
the desire to remain in power. In some locations the opposite was true
and a more people-centric culture drove leadership. But in general the
first culture was the one most frequently encountered.

If there is a very prevalent culture of appreciation and appraisal of hier-
archy, status and power, then the consequence is that a lot of people on
all levels in an organization are tempted to exercise ritual behavior.   The
objective is to satisfy the leadership culture.

Reflection

To address the real and practical business challenge now, some key
questions become clear.
1.     How to start a dialogue with 8500 people

to create a certain level of a common and shared understanding of
today's realities, the immediate challenges confronting us and the
stimuli required for finding solutions?

2. Change starts at the top. How to develop a learning management?
3.    How to address both under-utilization and redundancy

and how to decrease waste and redundancy within the prevailing
circumstances, laws and attitudes?

4.   How to create a collective psychological ownership
of challenges and solutions? Firstly, amongst all management staff,
including supervisors.

5.   How to improve business results,
quickly and structurally, because time was not on our side?

3. Phase one: Four months,
September 1966 - December 1996.

The pressures of change.

This phase can best be described as the exploration and dialogue devel-
opment phase. Many activities were undertaken in parallel such as:

A large number of visits to all plants. commercial offices, distribution
centers, wholesalers, etc. Many meetings with a lot of people. Listening
and talking. Although the incoming president is always received with a
lot of ceremony and cultural rituals, these visits also offered many op-
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portunities to have individual and small group discussions, to smell and
feel some of the psychological issues and stimuli underlying the surface
of polite behavior. Everywhere I met people who I felt could be change-
agents, challengers and/or innovators. Experience with diverse cultures
helps. My wife often accompanied me and her experience and intuition
helped me greatly in this 'smell and feel' process. Gradually I built a list
of 30 - 50 names of people with whom, irrespective of rank, I would like
to continue a dialogue.

Some time later, I gave my secretary the list of the names of these per-
sons and asked her to make sure that whenever any one of them was in
our HQ building I would like to see him or her for an informal chat. I
also explored our HQ and walked around, introducing niyself to every-
one.

During the first month and amidst all these visits and trips, formal and
informal meetings, I had to face a strike in our large plant in Calcutta.
There we met the management team outside the gate in a turmoil of
slogan-shouting workers.  On my arrival in Bombay at our HQ, the same
thing happened but I did not change my 'getting acquainted policy'. It
was clear that unknown means unloved and that this creates uncer-
tainty and/or creates the opportunity to challenge leadership, as proven
by the actions of the labor union in Bombay.

During this first period the Indian members and chairman of the super-
visory board shared invaluable thoughts, experiences, expertise and wis-
dom with me. The members of the executive committee, a large number
of managers in the organization and senior officials in business and in
politics outside the organization were equally valuable in this process.

One thing needs elaboration, everything they shared with me was very
valuable. Not directly in a concrete operational way, because much was
determined by their cultural meanings of words, symbols and behavioral
expressions and by their impression or assumptions of my culture. Eng-
lish was the communication tool, but the real meaning of words used is
very diverse in different cultural mixes in India.

Yet again, in this case too it was absolutely essential to develop and
maintain explorative compassionate dialogue. To share histories, ex-
periences, meanings, etc., to respectfully unravel each other's cultural
layers and manifestations in order to discover and confirm common and
shared meanings (See: Chapter 4 on social deconstruction and recon-
struction).

Along with the many things I learned, important instincts and intuitions
were confirmed.
•     Under-utilization of human qualities and capabilities.
• Consequently. wastage in labor and material.
•    A too large measure of unproductive ritual behavior
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•     A thirst for existential confirmation or identity on all levels and in all
aspects.

•   A need to create success and pride.

How to create dialogue with everyone and how to stimulate
a dialogical culture in the organizationR

I concluded that the first requirement was to make myself, my history,
my thoughts, considerations, ambitions, etc., known to everyone. I felt I
had to present myself just as honestly as possible before asking anyone
else to do the same.

During these first months I wrote a small booklet called The pressures
of Change which  was  published  in   November   1996.   It  was  translated
into 6 main Indian languages and distributed to every employee in the
organization. The table of contents and some examples of the text and
pictures may give the reader an impression of its content.

This booklet became a useful  tool for communication.   I  always  had  it
with me, referred to it constantly and by using it could see immediately
where vertical communication did or did not yet work. To give the
reader an impression of the content of this booklet, I interrupt the case
story here and will continue on page 221. [2)

In parallel, intensive communication took place with the company's HQ
and board to seek support for a massive restructuring . 131
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What About Us: India & Philips India?
As I stated before, it is my deep belief and conviction that India must develop and claim

its rightful role in the global marketplace. This process will come with enormous
change pressures.

My interpretation of the causes and the character of the change pressures and pains is
something that I want to share with you.

I was bom in one of the smallest countries of this world - Holland. Today, it has 15 million
inhabitants. Its size, from south to north is 250 kms. and from east to west is 175 kms.
I have learned that a small political change in my country takes time!

So, take India, it will be a long time before a change is represented and visible in the
total country. There is a kind of natural law that cannot or should not be ignored,
whatever our ambitions may be. The question is: What should and/or can be
changed, without alienating people from its 5000-year-old historical and cultural heri-
tage?

Does change mean that suddenly the people of this great country should behave like
Europeans or Americans or Japanese, or...? In my view, that would be very undesir-
able / unnatural / impossible and would make the world a poorer place.

The unavoidable process of liberalisation, however, suddenly brings the global market-
place representatives deep into India. Everyday the country is confronted with new
players, new products, new mentalities, new practices, new requirements, etc.
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The global business community is banging at the doors of India shouting:

66
Come and play with us in the global mar 019ce!

T   ..
Come and be part of the global marketprqcel  ''       '*       .

Butl

What we have learned in 50 years,   i ----N' =tE'- f, ----
•         1   \X - *11**·-'.              4

I want vou to learn in 50 months.  it .,·'3 -- . 11,\ZY'€»  =

Philips India: A 66-Year Tradition
By the nature of its employees, the country, the history and culture, the customers, the

distributors, the dealers, the co-makers, the suppliers, etc., Philips India is an Indian
company.

Confronted with the change-pressure, as I have described it and knowing that extrapola-
tion of the historical practices will not adequately address the change-challenge, I be-
lieve the best thing to do is to sit together, take stock and design innovative Indian
solutions for the next years, to bring Philips India successfully on par with competi-
tive international performance levels in the fast changing domestic market and at the
same time to make Philips India successful in the global marketplace.

For this purpose, we will optimally use all the know-how and experience available within
the global Philips organisation and cross-fertilise that with the know-how in our or-
ganisation - Philips India.

For India and for Philips India, this road of change will be a rough one. Pleasures and
pains will be experienced, alternatingly. These must be equally shared by all of us.

TAKING STOCK
Let us not dwell too much into historyl *

r A.
1-It is an intelligent person who knows  *1 ,    ;ra

how to analyse in detail what went wrong   2:\  T--'        1 \...,1 '
and what went right, '*1 1.A ,·, .1/1, -

and who was "right" and who was "wrong't --77 =.2.CIP-.:MJ t-'=iz

BUT, WHO THROWS THE FIRST STONE!       WO.

..5 .0

knowing his own imperfections, respects

' 1<   ; 4, It is a wise person who looks at history-

... ,    'trrL -
all human beings and their behaviour,\*L  ... .lit :i- + and asks himself, "what can I learn".

'V  -0.  ..A;

IMPROVE YOURSELF BEFORE IMPROVING THE WORLD!
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PEOPLE

9*41 1r ., -* fl0 . .WL J. .
I  .  426:

4.. "People,

 4         and only people
. .....· -- -1 1    *t.11  g RL

Vlt     can make systems AWMA         #                          1  -
work." ,- i 1, wpl#.4

Business Development Is People Development
It is a continuous learning process, in which all of us are students and teachers at the

same time. It never stops. Every pause or stagnation in this learning process sets us
back, and each time it happens, it is more difficult to catch up.

So, the change process is a learning process. In this process, leadership plays the most
crucial role. Every individual in a society is under the influence of various kinds of
leaderships. To mention a few:
* Political leadership
* Religious leadership
* Guru's leadership
* Company leadership (all levels)
·> Labour union leadership
* Special interest group leadership
* Parent's leadership

All these different leaderships will change over time with the economic and social devel-
opments. Societies will slowly change, while (hopefully) maintaining their unique his-
torical and cultural heritage and character.

Within an organisation, as Philips India, we are confronted with all these changes, as if
we are jointly a society of our own, within and deeply rooted in the larger Indian soci-
ety

What Does This Mean To All Of Us?
Considering all these required added values, for so many different groups of people, in a

continuously changing business economic environment, we must develop new ways
of co-operation between all the people in our Philips organisation (and partners).

The objectives and related added values have to be defined and quantified for each
business, with all employees concerned. The roles of management and labour com-
plementary to each other, have to be based on and supported by the joint long-term
objectives, where positive mutual challenges create optimal conditions to realise
these objectives.

<4-1-.*Considering the predictable developments during the next 5-10 years, all parties involved»
mustadopt a long-term objective mindset, instead of a short-term gain mindset.

, *fri Any s;61-term opportunism. wherever, creates immediate risks for our main respon-

*4 5.-  11       1    5'.:Slbilit!4 Wli'(ill is continuity.
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People Management
"Nobody is perfect'!

We have to learn fast (see Page 5.· 50 years... 50 months).

Honouring the long history and the rich culture of India, we must develop, with all parties
concerned, a responsible, motivating and realistic people management style in all
parts of our organisation.

Pleasures and pains will be met on the road towards the long-term objectives and un-
avoidably they have (as much as possible) to be identified in advance and dealt
with responsibly and firmly by all concerned.

Economic liberalisation has started. India will become part of the global marketplace.
Innovative and creative solutions must be found for predictable developments. Clos-
ing our eyes now, would be a crime to our children and grandchildren.

Communication is the key to a good people management culture. However, it has
to develop between both individuals (and/or group, and/or levels). It starts with mutual
respect and the belief that every human being has valuable human qualities, irrespec-
tive of position or rank. Preconceived ideas, prejudices, accusations, etc. make an
honest relationship impossible, inside or outside the organisation. In this country, the
largest democracy on earth, and in our organisation, everybody has the right and
duty to communicate and to express ideas and opinions that support us in
achieving our goals.

PHILIPS INDIA: STRATEGY
Without many people realising, we have gone through yet another industrial revolution

during the 19805. Between 1945-1970, improved product quality  and/ or improved
product technology and/or increased number of features and functions would allow, in
the mind of the customer, a higher price. Since 1980, this has changed dramatically!

Quality, high-tech, functions and features have been a precondition to participate in a
business. The customer's mind and behaviour tells us that they allow us only the
same or lower prices (!) for any new product, with more quality, better technology
and additional functions and features.

T

1945.197 1 1980 · forever'

--1---

//   AL  \\

ri ic«i //  1  X»\ \\\
a#99.. V ki              l           )...i   )..62'eAaze-      1       \C-\

·  -.ACCEPTANGERIAL
PRODUCTS =«,

Less                          I                    More

QUALITY, TECHNOLOGY, FUNCTIONS & FEATURES
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General
Philips India is a mirror-image of Philips International (Eindhoven, Holland). Under its'

umbrella, it has a wide variety of businesses, some with their own legal structure and
with a variety of shareholders.

Strateqv:
* Philips India wants to present to the Indian market gradually all the Philips

business activities, its products and its services.

*  A marketing communications strategy must be developed to create an image
that reflects the totality of Philips from the simplest consumer goods until the
highest technology products.

India And Philips India
The country, India, as well as Philips India must claim its place in the global market.

Strateqv:
* Philips India must develop in continuity export activities from a growing number

of its product divisions.

Long-Term Business Objectives
To create in continuity competitive added values for its main stakeholders (see also

Chapter 111):
* Customers,
* Employees,
·> Shareholders,
·> Partners,
•>   Government of India.

Focusing on the financial "added values", we must conclude that the present financial
performance is too low and far from a level where shareholders (including Philips it-
self) feel comfortable to invest.

Organisation
"We organise, not to make extraordinary people do normal things, but to

make normal people do extraor,·dinary things.
.

Organisation is not a purpose in itself. Different businesses, different business processes
and different types of customers will determine the form and shape of an organisation.

Under the influence of changes in the markets, changes in products, changes in cus-
tomer needs, etc., an organisation must be flexible and adjustable.

India, is a continent with 26 states. The variety in customs, religions, languages and psy-
chologies is a richness and is not a problem. We have to honour this in its own right.
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Strategy:
In each Philips establishment, at a given location, the management develops a
leadership style and management process fitting optimally with the local environ-
ment, culture and people.

The business processes reaching across the state borders into total India will be
organised in a way that:
•   They are easy to monitor and control;
•   They represent the corporate policies. (See Deve/opment of Corporate

Strengths)

Total Quality Management (TQM)
Is based upon everything that has been written in this paper and the five Philips values:

7- Let's delight our customers;              1
M

-s, Let's value 9 5 ,
6  fl e. e a A    .9.

la\:-W our greatest , '  i            17 · 13*f    '  4A«'.     -.--rit
resource;
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'         i ».1.-i-excellence in everything we do; .4     '.,le.,.  7-'.
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Continuation of the case story

As I have stated, there were many business locations in India, in many
different states and cultures with rather traditionalistic and bureau-
cratic organizations. There was also much friction between vertical
(business chain) functions and the horizontal (corporate staff) functions
- it was thus necessary to bring all the managers concerned together in
a change-enabling body.

A Business Management Conference was created where around 40
managers participated, representing all vertical and horizontal functions
and activities. Each quarter we would meet for a 2-day workshop with
the objective of developing a common and shared meaning and purpose.
This we based upon learning from the past, a vision of today's realities
and the desired future. All this had to be translated into stimuli and
concrete objectives to help us focus or refocus and to feed all ongoing
performance improvement and quality programs and a joint TQM ap-
proach.

The first meeting was held in November 1996, just after 1 had launched
my booklet The Pressures of Change. This meeting consisted of two
main program parts.

1.    Presentation and discussion of the booklet - Pressures of Change.
2. Group discussion supported by a structured questionnaire with 4

main topics:
• Internal barriers for high-performance.
•   RONA>32%.
•    Key imperatives for change.
• The most important ways in which the businesses should

change.
•   The most important measures HQ should take. meaning my per-

sonal agenda.

During part one of the program, people behaved politely and developed
intellectual discussions amongst themselves  and  with  me.  Many  re-
mained very quiet. Because of the enormous time pressure posed by the
years lost and to help us to catch up with the international business en-
vironment and its practices, I needed to create an emotional excitement
or an emotional eruption and to break through the levels of conformism
and traditionalism.

Towards the end of the first morning I concluded that I could tn' to
raise maybe one powerful human emotion, that is, anger, or to make
them angry with me. I made some culturally inappropriate and offensive
jokes and remarks about the fairly widespread hierarchical and 'boss-
satisfaction' behavior that I had encountered. I will not repeat the exact
American slang words that I used, but it was rude. During the lunch
break, Sid. a vice-president, came to me and bitterly criticized the oc-
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currence. A few others joined him. They expressed their anger force-
fully.

After lunch 1 fed their remarks back to the total group and explained my
emotional reasons for what I had done and apologized. Slowly from that
moment on a dialogical process developed and an increasing number of
people participated in the discussion about the content of my booklet.

By the time emotions and real personal feelings were expressed and ex-
changed and the level of excitement had risen, it was time to enter into
part 2 of the program with a questionnaire and group discussion. I really
wanted the group discussions to be impregnated with emotions other-
wise the responses to the questions and the resulting approach and ac-
tions would be,just an extrapolation of the traditional and conformist
past.

I am still veiv grateful to all participants because this first meeting cre-
ated such a breakthrough. Their answers and recommendations were a
very stimulating mix of conventional wisdom and existential, relational
stimuli and issues, all necessary for the start of a real program of
change.

I will summarize the responses to the two most important questions,
namely - key imperatives for change - and - 'My (Ehrnreich's) agenda'.
In hindsight I believe it to be ven· important to have asked them to de-
termine my agenda.

As always, as I had experienced everywhere else my job had taken me -
once an initial level of trust gets established, in terms of respect, interest
and some shared emotional existential intuitions - then the response
carries invaluable ingredients to developing a common and shared vi-
sion for the future. This in turn draws the force field lines towards it like
a magnet during an unavoidable multi-dimensional or chaotic change
process (4).

Key Imperatives for Change
Conventional wisdom issues Essential relational issues

• Managing the business finan- • Believes, values and behavior
cially

• Lack of integral approach • "Teeth to tail"
• Best practice sharing • Visibility and involvement of top-

management
• Cross business competence shar-     • HRM / MD

ing
• Corporate costs • Communication
• Corporate senice level • Training
• Implementation quality
• Training
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My Agenda
Conventional wisdom issues Essential relational issues
• HRM, MD •HRM, MD

• Communication
• Training • Training

• "From control to support"
• Listen to bad news

• Prioritize • Prioritize
• Create multiplier for all re-
sources

• Champion globalization • Champion globalization
• Facilitate inter-divisional rela-

tions
• Clarify added value of executive

committee
• Fixed time schedule for restruc-

turing
• Follow-up on quarterly meetings

• Lead by example
• Visibility of top-management

Plus many other operational issues

Let us consider the results in view of this the first in a series of quarterly
meetings and for many a first experiment and experience.

What were some of my conclusions?

A. With the answers to the other questions it appears that all opera-
tional functions needed to be exercised in closer cooperation, more
shared learning, more effectiveness, less costs etc.

B.   There was too much of a focus on myself as a leader bringing about
the improvements mentioned in point A. Was there no trust in the
executive committee and the role of corporate staff departments? At
the same time they now dared to express doubts or skepticism con-
cerning added value, costs, etc., in a plenary session.

C. 'Beliefs, values and behavior' as an imperative for change does not
appear on my agenda! What is their picture or image of leadership?
A power figure only? Is that the reason for point B?

D. What I liked on 'my agenda' indicating the need and desire for a
strong, humane and compassionate leadership was:
•  HRM, MD and training (See: Business development is people

development).
• Communication
•   'From control to support'.
•    Listen to bad news.
•   Lead by example.
• Visibility.
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We had made a start. Much remained to be done, but a lot of useful and
constructive emotions had been expressed by at least 50% of the par-
ticipants. What also became clear was that the struggle between ' what
is good for the company' and ' what is good for me' strongly influenced
attitudes and behavior. The convergence and divergence issue was very
present (See: Chapter 2). Collective ownership of meaning and purpose
with regard to the present and the desired future was not yet developed.
But each individual had many qualities, capabilities, experience and ex-
pertise. How to release these and fuse them together in a common di-
rection?

4.  Phase two: January 1997 - August 1997

Many restructuring activities developed from the end of 1996. They had
a common direction and focus that was still developing as described in
The Pressure for Change booklet and as a result of the first Business
Management Conference (BMC). A process of emotion and ambition
exchange and sharing had started but was still very fragile. This was not
because of the intrinsic qualities of the members of the BMC, but be-
cause of the prevailing existential insecurities and volatile levels of mu-
tual trust in the relationships. Also. in this case the leadership had cre-
ated a level of turmoil and it now had the responsibility of directing the
resulting emotions and forces and developing them towards a common
and shared meaning, purpose and concrete objective.

It does not make sense to describe all the processes at work here be-
cause many are based upon useful conventional wisdom and advanced
practices in the field of TQM.

Change starts at the top and how to develop a learning
managemend

Change starts at the top.  In my dew a learning leadership and man-
agement must be perceived and experienced by everyone as a prerequi-
site for the development of a learning organization. It is not too difficult
to express this in writing. but to actually achieve this is a quite different
issue.
Top-down the process had started, bottom-up the process required new
impulses in various business locations. Extensive travelling and work
visits followed to different business locations, operating floors and the
people involved. TQM approaches were discussed in all locations. Best
practices were shared. Award ceremonies were celebrated and continu-
ously stimulated. If need be a forceful approach was taken in order to
make them more people-centric and less boss-centric. As one of my
most important compassionate challengers (Sid) said, "You haze to be
obsessed with people ! " [51
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Not only did the members of the executive management committee and
the BMC play a very crucial role, but the senior Indian chairman of the
board and the other Indian board members were involved intensively in
many dialogues and meetings N

Their support and guidance in finding and constructing a path for our
ambitions and guiding us through the complex social, political and eco-
nomical labyrinth present in our environment was and still is of essen-
tial importance. Their traditional, bureaucratic and somewhat ceremo-
nial role changed into an active and motivational role. Also of value here
was their vast collective experience, wisdom, qualities and capabilities
that had for too long remained under-utilized. In my view, this was not
the least because of the paternalistic attitude practiced by the mother
company during the previous decades.

The quarterly BMC meetings continued and focused gradually more and
more on change drivers, change results, concrete problems and solution
approaches. Quite legitimately the members of the BMC continuously
scrutinized the executive committee's reaction and follow-up to the re-
sults of the first BMC. Gradually the majority moved from a position of
hierarchical followers to compassionate challengers and the process of
emotional ownership of ambitions began to grow.

I believe that social and spiritual relationships have the space to develop
in a satisfactory direction when the biological relationship (material,
functional, survival) has reached a basis that is deemed fair by the
members of the relationship.

I discovered that the remuneration system and retirement benefit sys-
tems were inadequate and incompatible with the new business envi-
ronment and with the competitive scenarios in India. During the second
half of  1997 the systems were structurally changed and improved based
upon labor market analyses that had been made during the first half of
1997.

During this period and the next one (second half of 1997), a very large
number of formal and informal meetings took place with many of the
employees, customers, shareholders, stakeholders etc. These involved
members of the executive management committee and me. After some
time local managers allowed me to go on my own to the work-floors
without the customary ceremonial entourage and thus I was able to talk
directly with operators, supervisors, salesmen, service staff, etc.  Al-
though this practice went against the cultural grain it created a positive
atmosphere of excitement for the people I met and myself. Again this
just proved to me even more convincingly that ordinary people are ca-
pable of understanding and doing extraordinary things.

Internal and external communication was developed very strongly by
means of internal magazines, newsletters, etc. A higher visibility and
interaction with executives supported these. External communication
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increased significantly with the national and local press. They could
smell that a lot of things were happening within the company.  The re-
sulting newspaper and magazine articles were shared with people inside
the organization.

Executives were encouraged to give lectures and to participate in the
activities of professiona] organizations, universities, etc. Efforts to in-
volve the upper echelons of the company with young graduate programs
were intensified. New products and activities were launched with a lot
of publicity. Iii

At the same time, a lot of media attention focused on our reorganization
and reallocation activities, on the decrease in staff and la-
bor/union/management relations and problems.

However, whether the content of communication was positive or nega-
tive, promoting or criticizing our approaches and activities, the company
became a lively topic in a lot of discussions amongst people in society.
Also here, dialogue, discussion, debate, sharing opinions, etc., give more
life and meaning to the organization inside and outside of its environ-
ment. A general sense of excitement developed and the 'mammoth' be-
gan to move and to be revitalized.

How to address both under-utilization and redundancy2

In many parts of the organization there existed a keen interest for qual-
ity improvement and TQM and as already stated some excellent exam-
ples were already in evidence. In fact, quality programs had been started
years before and good progress had been made in achieving ISO- certifi-
cation in almost all units. As a next step the company's quality award
program had been introduced as a preparatory step towards a full TQM
program. Depending on the leadership at the location a wide spectrum
of psychological approaches existed.  I will describe the two extremes in
this spectrum - both were directly linked to the vision on man of the
leadership and the ambient culture.

One extreme was based upon the culture of the comparative man, with
traditional feudal aspects of the ambient culture. People were hierarchi-
cally forced to execute the ISO or quality cookbook up to the last dot
and comma. It looked good from the outside but it had no common and
shared meaning and purpose and had no psychological ownership by the
einployees.

The other extreme was based on the compassionate man. Extensive
training and workshops were organized for everyone before operationally
implementing any structured program. Content was given to meaning
and purpose and most workers and staff discovered a tool to develop
identity and pride. and social belonging was stimulated. Psychological
ownership had developed.
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1 discovered that the ways in which TQM was addressed had little to do
with the diversities in the ambient cultures, but had everything to do
with the psychology of the leader and whether he was dominated by
compassionate man or comparative man.

My booklet, The Pressures ofChange, along with the existing good TQM
approaches, the discussions in the BMC meetings etc., led to the inten-
sification of all TQM programs. One of the main reasons for this was
that it was an excellent way to address under-utilization of people.
Presidential audits were introduced where a group of senior executives
and I would audit approach and progress.'81 Quality award competitions
were revitalized with a lot of fun and humor added to the stimulating
competitive element of these competitions. The groups participating
came from all levels of the hierarchy. Material prizes were modest and
offered, for instance, additional training and visits to other plants or
commercial establishments to demonstrate what had been achieved and
how.

Staff redundancy, as earlier described, became more and more of an
awkward problem. TQM approaches and their behavioral stimuli
clashed with redundant people and their stimuli - for example, spend-
ing the day in the canteen or elsewhere. TQM and the introduction of
more modern manufacturing and business processes reduced the num-
ber of personnel required. The problem now had to be urgently ad-
dressed.

The accumulated redundancy in the labor force existed mainly because
of the prevailing labor laws. It would further increase through the intro-
duction of sophisticated manufacturing systems and business processes.
These required fewer staff per unit of added value and a higher level of
schooling and training. With the executive management committee we
(the CFO, corporate HRM and myself) designed a Voluntary Retirement
Schedule (VRS) with financial benefits that would secure a satisfactory
continuity in income for the person concerned and his/her family. The
financial result of each individual VRS-calculation could be either in-
vested by the company to generate a fixed continuous income, or could
be used to enable the person to start his own business with the com-
pany's support,  etc.  In the course  of 1997 this approach started  to  pro-
duce good results.

To finance this we needed cash. Focusing on unproductive fixed assets,
for example buildings and land, we had a great deal of redundancy and
wastage. Cash was also locked in costly stock and in the account receiv-
ables. By applying dedicated programs a lot of cash was created, enough
to self-finance almost all of the costs of VRS, reorganizations and new
activities.

Some remarks about company culture and the potential role difference
between a foreign and a local leader. A compassionate foreign leader
may have the ability to create room within this large and culturally di-
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verse organization to limit or eliminate certain behavioral constraints of
an ancient culture as felt by its people. He or she has a measure of free-
dom to challenge, disturb, rejuvenate and renew thoughts and discus-
sions about human relationships from a more universal perspective
such as a compassionate vision on man. Often, existential confirmation,
confirmation of identity by a compassionate foreigner, puts a lot of
weight on the scale because he or she is not locked into the prevailing
cultural existential struggle and can function as a stimulating. relatively
free, though committed, agent. Or it can act as a conduit of many mini-
revolutions, representing emotions that are not yet openly expressed by
those who feel existentially endangered.

An ancient culture with such deep roots leaves many behavioral marks
on its people. When culture and its meanings are not challenged, re-
newed and dynamically developed, culture can become stale and ritual-
istic and this becomes a burden for its people.

The genes of culture may suffer from inbreeding and life itself suffers.
Some are able to escape to foreign countries where they are able to dis-
cover, manifest and express their true selves and to seek real confirma-
tion of their unique identity, free from the constraints of their own cul-
ture.

My Indian friend and successor is faced with a different game because
as a member of the culture he is immediately identified and classified
through the multiple cultural differentiators. As leader, in the minds of
many of his people his behavior is pre-determined, leaving far less room
to revolutionize himself from within because he has been a loyal mem-
ber of the existing culture for five ages. At the same time, within a new
global company governance, he must quickly adopt a foreign behavioral
culture and play his new role in an alien existential force field.

In short, culture and its norms, values, meaning, behavioral symbols,
expressions, etc. are too often dealt with hghtheartedly or superficially.
This is because in the Anglo-Saxon world, especially the business world,
it is considered either a soft issue or an issue that can be constructed.

I believed it to be essential to gradually create a more compassionate
culture within the company. This, whilst respecting the ambient cul-
ture, leaves room for everyone to express and demonstrate their self.
Essential in this process is the connection with the vast and untapped
reservoir of people with their immense qualities and talents, irrespective
of academic background. Emotions must be stimulated to emerge and to
drive reason in all parts of the organization.

How to achieve collective ownership2

Collective ownership aims not only at a shared and common meaning
and purpose rooted in existential needs in order to channel all energies
towards a common ambition, It aims also at creating a free horizontal
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flow of thoughts, ideas and cooperation between the vertical business
chains. But most of all, it aims at a collective psychological ownership.

At the first BMC meeting a start was made and the subsequent meetings
and action programs supported this initial development. We elaborated,
reviewed and discussed shared business services, the regional sales or-
ganizations, the roles and functions of the HQ organization.

Gradually the meetings became more specific in dealing with all the
concrete subjects while at the same time the informal exchange of
thoughts and ideas increased. The operational managers challenged and
pressurized the HQ management's added value. Compassionate and
challenging dialogues developed.

Still, we realized that given the economic, social and cultural diversity
that existed, many bridges still remained to be built. However, humor
developed in these relationships, putting the differences into perspec-
tive.

This was quite important because the task we had undertaken was to do
two  things at the same time - downsizing and changing business mod-
els.  So in this case everyone would be involved and affected and we re-
alized that this required a different approach to leadership and to the
people everywhere  in the organization. This meant moving  from  a  dif-
ferentiating vision on man to a common, universal vision on man, from
a mechanistic and bureaucratic organization to an organic organization
with existential meaning and purpose for everyone.

To consolidate the approach, the strategy and the policies with a larger
group of local, regional and global actors in the mother company, a Phil-
ips India conference was organized in Bombay in July 1997. Participants
were from the company's main board, regional management and the
Philips India board members. '91

In the subsequent BMC meeting  the 16 business managers presented
their ideas, approaches and plans in plenary sessions. It took courage to
do so. This exposure led to intensive debates and exchange of ideas,
opinions on the feasibility of the plans, improvements, etc., because
success or failure would affect the total result and our shared image.
Convergence development thus took another small step.

The company's history of nearly 70 years and especially the effects of
decades of relative isolation and the isolationist or inward-looking cul-
ture and behavior of some senior executives created some stress with
the younger challengers and innovators. During the course  of  1997
some of the senior executives were already near retirement age and with
a new retirement benefit package now available, a few of them retired
honorably. With only one exception they were replaced from within the
organization.
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How to improve business resultsR

In the course of the year many actions were taken. A few of these have
been described already, such as cash generation, stocks and receivables
management, selling unproductive real estate, etc. A company-wide
program was introduced to improve purchasing and all the cost ele-
ments involved in this process. The intensification and stimulation of
people-centric TQM approaches continued.

Instead of the x2 and :2 approach for volume. results and absenteeism,
we adopted a volume divided by cost ratio as the main business eco-
nomic driver. It was agreed that the latter had to improve by a factor 3
in the course of 3 years (1997-1999).
Success breeds success. Although we realized that only a few prelimi-
nary, small but significant, steps had been made, in many parts of the
organization the confidence to prove and to confirm competitive capa-
bilities and successes in the international business arena had grown.

Around September 1997 the prelude to the crisis appeared, quickly re-
sulting in the disruption of this sensitive change process that we had
carefully developed over a 12-month period. But, before expanding on
that subject, let us look at what 'ordinan·' people can achieve across this
large, complex and multicultural organization in an insecure and cha-
otic business environment, with erratic economic liberalization proc-
esses and aggressive new local and foreign competitors.

The first business results after one year 1101 D ll 1121

Results - 1997
A. Business volume or turnover.

The average growth rate in  1997 was nearly 5%.  More significant is
that  during the second  half  of  1997 the average growth   rate  was
12.5%, far above market growth or GDP growth.

B. Gross margin and organization costs
Both improved by 4-5%. Gross margins went up and organization
costs went down.

C. Operational IFO
Income from normal business operations before charges for VRS
(Voluntary Retirement Schedules) and other restructuring costs
increased from 4.4% in 1996 to 7.2% in 1997. The highest level in
10 years.

D. RONA, Results on net assets.
Also before VRS and restructuring cost charges.
It increased from 1 7.7% in 1996 to 28% in 1997.

E.  Cash flow, NOC, financial rating, funding facility, etc.
Cash flow was positive through tight control of operating capital
and despite self-financing the entire expenditure for VRS. Interest
costs decreased significantly. Financial rating was at the highest
level. Bankers enhanced the funding facility.
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Net operating capital decreased by 1 8%. Capital turnover speed in-

creased by  149.
F.  Personnel and downsizing.

The  target for downsizing  was  850;  the net reduction  was  1175.
This was composed  of 1248 decrease  and 173 increase in  new ac-
tivities.

G. The net result.
After all charges for VRS and restructuring. the net result for the
year was a small  loss of 1% of total turnover.

My agenda
Cultural and functional aspects

110 sonne good very good fullyPriority issues
change change change change changed

Visibility and involve-
ment of top management                                              '
Listen to bad news                                                   e
Cross-functional working                     
Champion globalization
(liberalization)
Corporate costs

Corporate service levels

Added value of executive                                    I
management level

General, organization and management
no sonne good very good fully

Priority issues
change change change change changed

Skills and capabilities of
management
Managing the business
financially
Accountability and em-
powerment
Forecast reliability                           
Cross business, compe-
tencies development and
leveraging

Functional and business economics issues
no sorne good very good fullyPriority issues

change change change change changed
Logistics performance                           
IT utilization

HRM/MD                e
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H. Local share value.
The local financial press had shown a keen interest in the com-
pany's developments and wrote very positively about them. m
The value of our local shares increased by nearly 50% between the
beginning of 1997 and spring  1998.
The following is a quote from the Business Standard, March 1998,
at the end of a full-page article entitled - 'Making things better'.

'So, going by all these factors. the stock should yield phenomenal re-
turns at the current level. Investors who are already iii the stock
should stay those who are not could try their luck and call up their
brokers.'

Other results

During Januan· and Februan' 1998 an analysis was made of the relative
improvements achieved with the subjects and issues raised during our
first Business Management Conference  (BMC)  in  November  1996.  All
members of the BMC received a questionnaire covering all these points
and we included a question about possible new issues and asked what
existing issues should be prioritized in  1998.1141

The results that are shown relate to the issues that the respondents pri-
oritized. The analysis made was not intended to sen'ea scientific pur-
pose. The main objective was to develop an open feedback system and
the results would enhance and help us focus our BMC meetings.

Specific conclusions should not be drawn except that a process of mu-
tual dialogue and discussions was developing amongst a large number of
managers and supervisors in the organization and that a new' non-
bureaucratic dynamism had developed within the organization.

5. Phase three: September 1997 - March 1998

Prelude to the crisis

Culture is a condition for life and cultural differences a condition for its
continuity.

I believe that cultural differences can lead by means of a compassionate,
transforming dialogical process or social deconstruction and reconstruc-
tion, to common and shared meaning and purpose. This dialogical proc-
ess can lead also to meaning renewal and evolution, to recognition and
appreciation that we are all members of the same species. Further. to
recognition that all our destinies and all our guests for existential satis-
faction are inseparably interwoven and should lead to solidarity.
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If this philosophy, feeling or belief is not recognized and when dialogue
does not develop. cultural differences can become dehumanizing divides
and barriers. Relationships will be based upon comparison and not
compassion. This forces man back to the quest for individual satisfac-
tion of basic necessities in terms of tools, means, functions, power, rank
in the pack etc., or biological survival. The rational man takes over from
the emotional man and the culture being becomes less cultural, while
the condition for life and its continuity gradually degrades.

In  1996 the mother company launched  a new governance model  in  its
worldwide organization. The essence was quite clear. It would drasti-
cally break with the historical matrix culture  of the nearly 100 year-old
company.    For  most  of its history, until the 1980's, the matrix dimen-
sions were clear. Vertically it consisted of product divisions responsible
for the creation and availability of products. Horizontally it consisted of
the country organizations, responsible for local marketing and sales. Be-
yond these there existed a few very powerful horizontal functions such
as financial control, legal affairs, auditing and fiscal affairs. These re-
mained powerful but the responsibility for marketing and sales was
moved from the country management to the global product divisions
and their regional and local representatives. [151

Quotes:

The product axis continues to serve as the primary dimension of the
organization. All business activities in the country are managed along
the product axis.

Note: 12 divisions and over 100 distinct product-market combinations
each with their own material ambitions.

"Geographies, e.g., countries, derive their right to existence from, and
they serve the needs of the product divisions and/or the Board of Man-

agement.

"Main tasks: 'Plug and Play'
•    Identifying new business opportunities.
• Recognizing opportunities for sharing of business functions.
• Local corporate functions.
• Providing location-based services."

Our Indian Limited Company had existed since   1930  and  had  func-
tioned for 4 decades. since the independence of India, in relative isola-
tion and protection, until an economic liberalization process started
during the early 1990's. Although  it  was a peculiar and complex situa-
tion, it was iIi a sense also comfortable and a clear measure of compla-
cency permeated the organization.
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The company was ill prepared for a post-isolation era and most of the
mother company's restructuring during the early 1990's had bypassed
India when we had only a minority interest of 49%.

As a consequence of the new governance. which was forcefully intro-
duced worldwide, many relationships, roles, responsibilities and most
importantly, role valuations and real or perceived powers, changed.

It is my understanding that when biological relationships are forced to
change. it has immediate unsettling impact on social and spiritual rela-
tionships and creates insecurity and turmoil in both the socio-biological
and socio-spiritual cultures. In this connection too, the prevailing set of
behavioral stimuli is under pressure to change for predominately bio-
logical relational reasons. The developing convergence between collec-
tivism (what's good for the company) and individualism (what's good for
me) gets disturbed. leading to divergence (See: Chapter 2.4).

All this impacted us rather dramatically, especially as the Indian com-
pany was not recognized as a subcontinental multinational covering a
large assembly of distinct cultures. See pages 215-220. The pressures of
Change.

'Come and play with us in the global market place! Come and be part of
the global  marketplace!  But...what  we  have  learned in  50 years  ,ve  want
you to learn iii 50 months'.

It has to be clarified that by the time I assumed the responsibility for the
company's activities in India in  1996, the role of the country manager in
the mother company had already changed drastically from an integral
business responsibility to an infrastructural support function, including
corporate senices.

The organization in India had remained an integral business corpora-
tion, fully responsible for its own results. Only after acquiring 51 % of
ownership and the start of the economic liberalization process of India
was it fully reconnected with the mother company and all the results of
its developments during the past 4 decades.

A 50-months' process of change was our plan. Eventually we were given
only 18 months.  From the start  I knew that one of my unavoidable tasks
was to eventually implement the governance program and to be suc-
ceeded by an Indian executive.

The crisis that erupted can best be described and dissected as an accu-
mulation of cultural and relational conflicts and clashes, driving towards
divergence.
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Cultural and relational clashes

•   The change process that was taking place from within, including the
first fragile steps towards cohesion. collective ownership and coni·er-
gence was abruptly changed into a multi-directional change process
coming from outside. This was being driven by as many outside
managers as there existed businesses in India.

•   The center of the performance appraisal process had been the local
leadership and the executive management committee, with an im-
portant input from the global product division.  Now it  moved  away
from us and it was fully in control of the global product division, out-
side the nation.

•   The country manager's role as the central stimulator for a biological,
social and spiritual relational balance was made impossible.

•  The developing fabric between all participants across the subconti-
nent became fractured and logically and understandably 'tribes' de-
veloped focused on its individual business and driven by sunival and
biological relational stimuli.

•   I exercised my role as I had in the previous cases, as a country man-
ager in the 'old' style with integral business responsibility. Under the
new governance and with the changed roles of my peers, colleagues
and new bosses, my role did not fit because many new agents had,
understandably, to confirm their own professional existence and
identity in the new structure. It was both interesting and educational
to see that this issue did not arise with colleagues with whom I had
worked for many years and where mutual appreciation had devel-
oped over time.
In this new structure, with clear meanings vertically and vague
meanings horizontally, my approach did not fit and was quite rightly
considered as a 'misfit' in view of the new performance references
and functional behavioral criteria.

•      My Indian successor was named in January   1998.  We both shared
the worries and the problems of the new situation as I described it.
We both understood the consequences of the cultural and relational

1161threats, risks and insecurities.
• Western economic and business models can be successful in differ-

ent cultures but they have to be localized in accordance with the
ambient culture and its relevant existential stimuli. Time spent on
this will create success multipliers. Spending no time on this leads
to mechanical, calculating and one-dimensional, biological relation-
ships.

Iii conclusion, success and failure are rooted in the same existential,
relational and cultural stimuli and powers. The issue, in my vieK, is
whether the leadership consciously seeks and applies local cultural
behavioral stimuli leading to convergence. Not doing so and only ap-
plying alien stimuli leads to divergence and cultural alienation.

My wife and I returned to the Netherlands in springtime 1998.
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Chapter 10

Post-modernism
The electronic world and web-enabled
relationships
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Chapter 10
Post-modernism

1. Introduction

2.  Are we experiencing an industrial revolution7

3. Technological development, friend or strangere

4. Product concepts and customer/product relationship

5. Globalization issues.

6. The electronic world and web-enabled relationships
•   eBusiness is about web-enabled relationships inside and

outside the company.
•   Is eBusiness or web-enabling of relationships and their desired

success a technological or a behavioral issue2
•   What is the essence of eBusiness or web-enabled

relationships 

7. Existential turmoil
•   Do the chosen models in this book still make senseR

8.  List of references
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1. Introduction

In this final chapter, I intend to reflect upon the experiences of recent
history,  the period 1998-2002. A period in which most people  feel  that
their relationships have changed - that powers and priorities in existen-
tial relationships have changed, micro and macro cultures are being
challenged, socio-biological cultures have become even more dominant
than before. and that cultural differences are experienced as threats.

As 1 interpret it, around the world people's relative dissatisfaction is
growing as far as basic necessities and fundamental needs are con-
cerned. To secure biological survival, to achieve a satisfactory existential
confirmation, to create and secure a future - all are felt to be threatened
and subjected to multiple forces that are beyond our control. The local,
regional and global fabric of cultures and their social belonging and
identity are subjected to disintegrating forces. I am both fascinated and
worried by the behavioral consequences when one's culture, social be-
longing and identity are threatened or perceived to be revalued or de-
valued by actors in competing socio-biological cultures. My worries in-
crease when I realize the apparent decreasing appreciation by those ac-
tors for socio-spiritual cultures, which are the unique sources for com-
passionate dialogue and social deconstruction and reconstruction and
which can connect cultures respectfully and fruitfully.

Let us condense all this into two premises described earher in this book.

I relate, thus I exist.

I take this one step further and state:

I enjoy social belonging and identity, thus I exist.

Satisfactory existential confirmation contains the emotions of mutual
interest and respect. When social belonging and identity are perceived
to be devalued or to be losing respect and interest, people feel their exis-
tence to be devalued and threatened.

What consequences would this have in business organizations, where

organizational engineering, rationalization of relationships, are often
based upon the principle of 'negotiated relationships' in the business
chain? Where the vertical pressure on coillitiuous result improvement
increases and the dominant key to business economic solutions seems
to be the number of staff and continuous reorganization.

When reorganization should be about changing relationships, both ver-
tically as well as horizontally, it can be seen that it focuses predomi-
nantly on the biological or functional relationship and the material or
monetan' added value per capita.
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The dilemma I see is that while disharmony between the three existen-
tial relationships continues, it restricts the social belonging and identity
and consequently the optimal professional belonging and identity. Web
technologies and applications are introduced but these only produce
sufficient tangible and intangible results when the leadership's culture
provides the drive towards an open organic organization where people's
existential and relational needs and satisfaction are cohesively and mu-
tually developed. It requires trust and respect and an open communica-
tion and information culture. anchored in an explicit common and
shared meaning and purpose.

In other words, when organizations find themselves in an object-centric
divergence culture and they introduce expensive web-enabled tools re-
quiring a people-centric convergence culture - a clash of cultures will
be the result, leading to material and human frustration.

Culture  is a condition  of life and  cultural  diversity is a condition  for its
continuity.

This hypothesis is. in my Kiew, valid for all worlds - the business world,
the political world, and the social world. etc. A lot of global tensions and
disturbances may be rooted in the undervaluation of the existential
power of culture.

If cultures are compared and evaluated or appraised only on the basis of
their ability to create biological, material. functional, economic and
physical means and tools and to protect, defend and expand territory -
then life's condition is reduced to the level of existence only and the de-
velopment of life itselfis threatened.

I refer to the model Individual and collective existential needs' (See:
Chapter  1  page  11).  It is my comiction that all people strive to consoli-
date a certain quality of existence and to explore opportunities to de-
velop a quality of life. Gradually. stimuli from concrete motives start
playing a more explicit role, together with those from basic necessities
and fundamental needs. When the inirnaterial dimension of existence
and life, say the socio-spiritual culture, is felt to be depreciated or un-
der-valued, it should not come as a surprise that there is a tendency to
compensate for this by focusing on the demonstration of existential
strength - say the socio-biological culture with all its functional, material
and power elements.

During the period of time we are talking about, people experience a
worrisome turmoil in existence and life. The challenge I face is how to
find and describe some of the main causes and driving forces behind
this turmoil and relate this to what has been described in the previous
chapters.
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Looking at this period historically it seems as if we are experiencing an
industrial revolution with far-reaching psychological and behavioral
ramifications for individuals, groups and people everywhere.

At the end of this chapter I will return to and focus on the three models
I constructed in this book.

•     Individual and collective existential needs - from chapter 1.
•   Convergence and Divergence, from Chapter 2 - People and Organi-

zation.
• Cohesion model, culture - from Chapter 3.

The structure of this final chapter will be:
•     Are we experiencing an industrial revolution and if so, what is it?
•    The role of technology, friend or stranger?
• Product concepts and their relationship with people.
•   Some globalization issues.
•  Does the electronic world - the 'e' world. drive the emotional and

rational man away from or towards each other?
•    Do the three models chosen still make sense?

During the period of 1998 - 2001, the company offered me an excellent
opportunity to observe, learn and analyze the phenomena and issues
described in this introduction.

At the beginning of 1998, the worldwide organization was fully 'govern-
anced' and 'verticalized'. For most senior executives it was difficult to
take an overall view of the company and to see how this huge conglom-
erate functioned as a whole. My jobs during this period allowed me the
opportunity to actually do  this.  In the spring of 1998  I was appointed at
the company's headquarters to coordinate, support and monitor the
company's global Millennium program on behalf of the main board. In
January 2000 I was appointed vice president for eBusiness develop-
ments worldwide.

A small multi-disciplinary central team was established to work with an
extensive network of dedicated individuals and groups covering all verti-
cal and horizontal functions throughout the global organization.  This
team executed our eBusiness and Millennium programs.

This internal network was connected with an extensive external net-
work consisting of Dutch and Anglo-Dutch multinationals, large multi-
national customers and suppliers, global strategic partners and consult-
ants.

In both cases, that is for the Millennium program and eBusiness derel-
opment, a lot of work had been done during the preceding years. How-
ever, this work had almost exclusively focused on the ICT aspects. Our
feeling was that we needed to change the order of the dominant factors
into people. functions. processes, result creators and then to reflect
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upon ICT. In other words, to change the technology focus to a people
and behavior focus.

I have no specific ICT background, but the remains of my studies in
physics and my extensive international business experience helped me a
great deal. I could at least pose challenging questions and unravel, or
deconstruct and reconstruct the magical tribal languages of the ICT
world. This helped us reach agreement on the essence of both phenom-
ena and what it meant for ordinary people who were challenged to do
extraordinaty things under a lot of tillie pressure in a world in turmoil.

2. Are we experiencing an industrial revolution2

I feel it necessan· to answer this by describing a definition of what an
industrial revolution is and what it means. I consider three cohesive
phenomena are involved in an industrial revolution:

•    It changes the distribution of power within and between human ex-
istential relationships, the biological- social and spiritual in a society
or in a group of economic coherent societies. In other words, it chal-
lenges and revalues the prevalent existential relationships and their
mutual relational status quo.

•  The causes of change and challenge are primarily materialistic or
biological in nature and are involved with new or changed ownership
of new means and tools to create wealth and power through new
technological developments. This brings about the emergence of
new actors and their corresponding roles in the economic, social
and political hierarchy.  It also triggers the behavioral responses and
the resultant consequences from those who see their existential po-
sition weakened or strengthened.

•     The meaning and purpose of economic, social, political and spiritual
institutions and organizations are challenged and re-evaluated in
terms of the new power equation and the turmoil in the existential
relationships. A new relative balance is established between human
existential needs and perceived satisfaction opportunities.

These three phenomena are deeply rooted in human basic necessities
and biological relationships and their needs and desires and in human
fundamental needs in order to obtain existential confirmation and to
create and secure a future.

An industrial revolution. as defined here, has, depending on people's
perception, a negative and/or positive disturbance on the status quo.
People are forced to review and to re-evaluate their own position in the
new situation. They also learn, adjust and adopt new approaches ac-
cording to the new behavioral stiniuli imposed by the new actors, and
the apparent new meanings and purpose, expressions and behavior that
prevail now.
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Iii short, an industrial revolution challenges and changes the socio-
biological culture and its relationship with the socio-spiritual culture.
Often. during a period of turmoil and struggle to reach a neif tangible
relational balance, the socio-spiritual culture suffers because it is rooted
in intangibles.

3. Technological development

'From visible to invisible, from friend to stranger, from rational to
emotional dependency.'

Techiiolog.v is as old as man, the culture being. Our prehistoric ances-
tors had the ability to develop abstract concepts. To cut a tool out of' a
flintstone required an abstract and concrete concept of shape and func-
tionality, of applied forces, action and reaction and of quality. Technol-
ogy has its origins primarily in basic necessities and fundamental needs.
In the need to create tools and means to survive and create and secure a
future. The results of technology, tools and means were very material
and Msible. Through the ages, the creators of tools were proud of theii'
creations in that it demonstrated their advancement and their capability
to shape a future. Tools were even embellished with decorations and tile
personal symbols of their owner. Examples of this are not only hand
tools, including weapons, but also steam engines, mechanical construe-
tions, early automobiles and planes, early means of communication.
ships. radio bulbs and so on. A tool was material, visible and a friend.
The  sources of energy  to use tools were muscle,  wood,  fire, coal, steani,
wind and, much later on, oil, electricity and nuclear power.

During the 208 century, technology developed exponentially iii niany
directions. These developments were not only characterized by an
enormous diversity in results and potential applications. but also by
miniaturization and compression, especially during the second half of
the centuiy.

Take any tool. machine, equipment, appliance. means of transportation
etc., and consider the exponential growth of functions and features per
cubic centimeter or decimeter  and  per  gram  or kilo. Technology
changed from exploring the physical outside world to exploring the
physical inside world of matter, molecule and atom, cell and nucleus.

In electronics technology, the principle of senii-conductivity was discor·-
ered along with the possibility of controlling and steering semiconductiv-

ity by intelligently applied electronic and electroniaglietic pulses, fields
and forces deep inside matter where molecules. atoms and atomic parti-
des rule. The need to control and steer semi-conductirity in a pie-
determined way led to the development of software and digitalization.

Semiconductor and software developments and applications have per-
meated all aspects of life with people enjo>ing and utilizing theni. In
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fact. what people do is to enjoy and utilize what the tool does whilst the

underlying technology has becoine iri,isible and a stranger. This
stranger is identified only by ritual technological words that for many
have lost their meaning. I am neither complaining nor criticizing this,
but we should realize that a di,ide has de\'eloped between the creators
or the owners of the technology and those who operate and use and pay
for it.

The question that intrigues me is whether this has led to a different
power distribution in the relationship between the owner or creator and
the user. The user buys a specified proinise. emotionally. The creator
delivers a technological mar\·el, a stranger. The user pays for satisfaction
expectation from the stranger.

The customer rewards the creator through his eniotions and this leads
to an exchange of monetan'means based on the preL'ailing rational so-
cio-economic model in which we live. Wouldn't this. or shouldn't this
change the relationship between customer and creator/supplier? I think
that it does. The customer buys by his/her emotional references and not
bv the supplier's technological and economical reason. Markets or
groups of people are ruled by emotions and only in hindsight buying de-
cisions are rationalized. Too often creators and suppliers try to emotion-
alize their technological objects based upon an unclear or narrow vision
on man. In an extreme example, when man is considered just as an
economic unit and the cohesion between all nian's existential needs is
ignored, man will revolt and demonstrate the power of emotions and
their economic clout. Examples of this are omnipresent. The emotional
man revolts against the rational man and this revolt is a painful demon-
stration that business results and economic conditions are determined
by the emotional man.

4. Product concepts and the customer-product relationship

Products are catalysts of satisfaction and give a promise of satisfaction
for human existential needs and relationships. To invest in or to spend
money on products is determined by emotions. Reason plays an impor-
tant role in terms of the perceived relative appreciation for technologi-
cal. functional and application specifications. But. most of all. this
comes   with the trust  that   the   promise   of  satisfactioii   will be realized.
What really counts are shape. design. touch and feel. human interface
and pleasure to use, weight. etc. In all these aspects the 'stranger' is
hidden. Miniaturizatioii and conipression in electronics, mechanics,
poiver generation, softrf·are, etc. canie about for very good reasons.

• The technological functional devices inside the product are 110
loiiger allowed to determine the shape, weight. size. touch and feel.
etc.. of a product. Gradually, the human sciences started to deter-
nline the physical presentation of the technological functions. In-
dustrial design's point of gravity moved from technology to nian.
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• Especially during the 1970's and the 1980's, technology, quality and
reliability have been used as commercial differentiators. Initially this
was driven by the pride of the engineering mind of the creator of the
products. It, the stranger. gradually lost meaning for the customer
and the customer created his own human meaning of quality and
confronted the creator with very tough emotional rules such as:

•   I want to be able to work at all times, under all circumstances. 1
do not like repairs.

•   I want it to be inexpensive.
•   I want comfort.
•   I want you to care for me.

And so on.

Functional product concepts had to moz e inside matter without moving
parts or mechanical friction with physical and mathematical exactness
etc., with firmly embedded intelligence leaving a lot of creative space for
physical presentation and the applications.

A company has a lot of different customers representing different and
diverse interests:
•   Customers and employees,
• Shareholders,
• Stakeholders.

But they are not segregated and can all be represented by one person at
the same time. They are all people sharing the same existential and re-
lational needs, although the points of gravity of their behavioral stimuli
in the various roles may be partially different.

It will not surprise the reader that I believe that in general the point of

gravity of the customer and employee is to be found within the emo-
tiond man.  For the shareholder and the stakeholder it is within the 1'3-
tional man.

However. I realize that this statement may be considered a contradic-
tion because shareholders' behavior is often considered to be erratic or
emotional. Could it be that this is a consequence of the fact that the
meaning and purpose of leadership, the economical as well as the politi-
cal, is unclear? Or that a lot of shareholders are groping in the dark
forced to focus on now instead of the future?

It is disturbing when we see how much power financial analysts wield
compared to employees and customers. Also, the extent to which the
leadership confirms the power of the rational man by its focus on share-
holder value, or better shareholder gains.

On the one hand I think it is time to reconsider, review and re-evaluate
the relationships with shareholders. We should seek ways to connect
with the emotional man in them and their invariable human existential
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needs. On the other hand I believe it to be essential that the leadership
makes it explicitly known how they want to achieve a cohesive and pro-
ductive balance between shareholder, employee and customer interests
and values.

5. Some globalization issues

When businesses expand their markets or territories from local to re-
gional, to global - we talk about globalization. Is it only the he-man's
urge to expand territory to secure survival or are there other practical
factors that play a role?
Such as:

•      Economy of scale to finance steeply increasing  R+ D costs  and  the
requirements of the Anglo-Saxon business model to pro,ide a con-
tinuous and permanent increase in results.

• Technology standardization and sharing that leads to functional 'me
too' products, more competitors, new competitors and decreasing
margins. This in turn leading to a solution model of volume growth
and NOC turnover growth.

•   Shortening of product lifecycles. the speed of innovation, the fast
price erosion whilst shortening product lifecycles, product diversity
and again the required economies of scale.

From a business economic point of ziew all these reasons are under-
standable and during my own career I too was part and parcel of this
process and enjoyed it. Reading through the cases, Philippines, Nether-
lands. India. and reflecting on the cases not described in this book -
Brazil, East Africa and others. I observe a significant transformation
concerning globalization and its rationale, concepts and behavioral re-
sponses.

My company was for decades before and after WWII the envy of many of
our competitors because of our deeply rooted local cultural and social
strengths in over 60 countries where employees and stakeholders con-
sidered our affiliates to be a proud example of one of their own local
companies. The 'act local, think global' thinking had been transformed
into 'think global, act local.' This had happened in a world of progressive
economic liberalization and increased transparency in and between
markets, with emergent economic and political blocks and the conse-
quent economic-political competition between them,

I have been lucky to experience these developments through my own
company and through contact with the increasing number of other large
multinational conipanies where we had close relationships.

Globalization as it is practiced today by a number of large companies
and as it is perceii·ed b> people around the world to be practiced. har-
bors many risks and creates resistance in many places. I think it is wise
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to listen to those expressions of frustration and resistance because they
not only signal existential dissatisfaction and its consequent reactionary
behavior. but they also signal risks to the effectiveness of business or-
ganizations.

Allow me to recap a few issues. which have been described earlier in
this book.

•    The power of culture and its related social belonging and identity
can never be and should never be overshadowed by the imposition
of a commercial lifestyle and its alien symbols.

•    A regional or global customer does not exist in the sense of useful
common denominators in human needs. One only ends up in the
area of physical sunival, physique and procreation which cannot
be the exclusive drivers for a fruitful and productive longer-term
relationship and relational loyalty.

•   As I illustrated in the cases, desired business models can be made
meaningful and productive when the people involved are allowed
to localize them with their culture and symbols and when they are
allowed to develop psychological ownership.
Ignoring this, or not allowing time to develop this, leads only to
ritualistic behavior, divergence and energy destruction.

•      When cultures clash and identity is felt to be threatened, a natural
behavioral reaction is 'tribal retreat'. I observe this in the macro
and micro world. Tribal retreat limits and obstructs the mutual  de-
velopn"tent of common and shared meaning and purpose, because
it destroys the conditions for compassion and dialogue and for so-
cial deconstruction and reconstruction.

In a sense. globalization is unavoidable because of today's global trans-
parencies. But at the same time, it is an unavoidable truth that in this
transparent world our destinies are bound together more than ever,
whether we like it or not, and that solidarity needs an explicit existential
definition, one that is practical and understandable for all ordinary peo-
ple whom we expect to do extraordinary things.

6. The electronic world, eBusiness and web-enabled
relationships

In the vocabulary of this book the question posed was - what is the
meaning and purpose of both these phenomena and what should be our
approach?

in both cases I took 3 to 4 weeks to dialogue. discuss and debate this
with the team. The results concerning the Millennium program were as
follows:
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Millennium - this was a human error threatening the proper function-
ing of all our ICT systems and endangering the unobstructed continuity
of our business processes. The consequent risks and anxieties were
shared by everyone including our suppliers and infrastructure, service
providers. governmental etc., services as well as our own personnel and
our customers. Machines do not feel risks or anxieties but people do! So
we turned the program into a business-risk-program with 6 defined and
detailed interlinked risk areas. These were. customer base, supply base,
facility management,  R+ D and manufacturing, ICT infrastructure  and
ICT applications. Ill [21 I31

By means of a standardized step program all relationships and their
variables were analyzed and reziewed.  This of course included  all  ICT
aspects with suppliers, customers and the infrastructure and govern-
mental environments.

In fact it became a real life risk-profiling exercise with the related con-
tingency development and planning. In the process. the ICT structures
and systems were sanitized, rationalized and reviewed in ternis of ROI
of ICT investments and whether they created added values.

In hindsight, what we did is to make man and his emotions drive the
technology and its powers instead of the other way around. We con-
nected the tribes of ICT people and the non-ICT people. de-mystified
the tribal ICT language and niany of those involved developed a more
objective view on the meaning and purpose of this technology in the de-
sire of continuous business success creation.

Relationships were enhanced inside and outside of the company and the
conscious realization that destinies are shared and connected became
more apparent in many places.

eBusiness is about web-enabled relationships inside and
outside the company.

The Internet with its communication principles, applications and poten-
tial, with its ability to weave an open web through an infinite number of
routes, cross points. data bases, routers, slorage points, traffic-control
centers, ICT devices and people behind PC's - created access to a new
communication space where earlier restrictions could and would be
eliminated.

The applied, continuously advancing intrinsic technologies involved in
the Internet were understood and mastered by only a small fraction of
mankind. For everyone else, the intrinsic technologies were 'a stranger'.
However, the human creative forces and imagination that were applied
to discovering what could be done \vith this new tool produced an infi-
nite number of ideas, potential applications. business approaches and
scenarios, opportunities and threats, new businesses, etc. There were
hopes and desires too that the Internet and its applications would break
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open restrictive information and comniunication cultures that had been
based upon hierarchy, power and control.

Both leaders and people saw an uncontrolled avalanche of real and
imaginary changes storming towards them at a high speed, challenging
biological, social and spiritual relationships. This created a great deal of
emotional and rational turmoil and anxiety.

I perceived a few dominant actors in this new and often unpredictable
chain of developments.

•   The 'e' tribe. consisting of ICT technologists. ICT companies. con-
sultants. writers, gurus and publishers. As a serious tribe always
does, they too quickly constructed a sub-culture and a language to
protect and defend and give status to their membership.  Not the
least reason being that turmoil and insecurity can create a lot of
business and consequent material gain- and so it did for some time
for  a  few !

•   The business leadership was confronted with change forces beyond
their immediate intellectual and emotional control. which threat-
ened to revolutionize the existing relational structure, organization
and its underlying principles and philosophies. The threat was also
seriously felt as far as continuity of income and business results
were concerned and boded an insecure future with very different
competitive scenarios. Civic and pohtical leaders also felt the same.

•   Customers and employees felt immediately and intuitively that the
well-meant statements by the leadership such as 'the customer is
king', or 'customer satisfaction' and 'people are our most important
resource for success', or 'employee satisfaction' - all these catch-
phrases could now be given a different motivational content by cus-
tomers and employees alike. if need be in a confrontational way.

All participants in a given situation are people, representing in their be-
havior all existential forces, as earlier described. All of them find them-
selves in a changing relational environment where they are forced to
review and re-evaluate their existential relationships intuitively and ra-
tionally. consciously and unconsciously. All this under the influence of
changing and often erratic internal and external emotional stimuli re-
lated to the perceived dynamic potential satisfaction opportunities and
threats.

My team considered its first task was to intensively dialogue and discuss
the essence of the 'e' world, eBusiness and web-enabled relationships.
To do this I asked my expert colleagues to produce a dictionary of the 'e'
magical language in ordinary English. It was done quickly and it created
a lot of fun and laughter. The dictionary de-mystified a cultural expres-
sion of the 'e' tribe. introduced humor and put everythiiig into perspec-
ti\'e as well as improring the relationships between the parties involved.
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The results of our initial dialogues and discussions during the first 4
weeks can be easily summarized: 141151161

• Do the Internet, Iiitranet. Extranet etc.. or Web-technology or
eBusiness applications represent a new technology?
The answer is no! The innovation is in the application and utiliza-
tion of existing technologies, while ad,ancements iii miniaturization,
software, transmission and switching, connecti,ltv and standardiza-
tion continue with ei'er-increasing speeds,

Often I heard that knowledge is a corporate asset. I am a strong believer
iii open, accessible for everyone, knowledge and expertise within an or-
ganization. In practice it i·arely woiks like this. See -Double Trouble and
waste (Chapter 2) - rooted in the lack of trust and respect.

What is new is the challenge to moze from a 'need to know' information
and communication culture to a 'self-service' culture which affords full
interactive and reciprocal access for eweryone in the integral business
chain to all sources of information.

All integral business processes from the customer up to and including
suppliers are, in their original design. sequential and serial. Every cell
functions as 'customer' and 'supplier' iii relation to its neighbors. Each
cell receives the information it needs to know and passes on the infor-
mation  the others' need to know. By maintaining a logical sequence of
actions. web-enabling allows all cells to kno · e\·erything at the same
time. It especially allows the cells to know all positive and negative de-
viations of all the variables that play a role in the realization of purpose
aiid the derived strategies. plans. targets and objectives. Each cell can
preeinptively prepare a suitable reaction 01 action in cohesion with the
other cells. Functional operational domains and their cultuies are or-
ganically linked. Speed atid producti\ltv are enormously improved.

Is eBusiness or web-enabling of relationships and their
desired success a technological or a behavioral issueR

In  1999-2000, when many expert colleagues botli inside and outside the
mother company addressed this question, the initial reactions were ven,
binary. One group, without considering that technology is a 'stranger',
took it as a technological breakthrough that would be gratefully applied
bv enthusiastic people. The other group considered it as a behavioral
issue where people would apply it and utilize it when the added value to
functional and social satisfaction became clear,

The rational man and the emotional man were wrestling with each
othei·.

This issue split the camp across ,·arious dimensions. The split was ap-
parent between the OEM businesses and the fast-Inoving consumer
goods businesses. It u·as a split between the engineering leader and the
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behavior-focused leader, between the result pressure and the absentee-
ism and staff motivation pressure and between the shareholder and the
employee and customer. 171

Today, 2003, most people I talk with are con:inced that it was and is a
behavioral issue and that people in their private and professional hves
are telling us where and when web-enabling makes sense and has pur-
pose. That is. enough sense and purpose to pay for the technology and
invest in it. The only thing that we can say now is that it has cost us tril-
lions of dollars to learn this.

What is the essence of eBusiness or web-enabled
relationships2

I quote from a document in which we condensed the results of our dia-
141 151logues, discussions and debates.

"Business management is relationship management. Its drivers are
communication and information.
In the traditional business, the creation/access/maintenance and usage
of information is limited by restrictions in space, location and time, next
to information policies and politics and leadership culture.

Obstructions in 3 domains continuously jeopardize the integrity, effi-
ciency and speed in business chain processes.

Space
Locations/distances/physical/cultural/logistics of goods and data etc.

Time
Time zones/work cycles/speed differences/discontinuities etc.

Information
Availability/access/discrimination/power/politics/vulnerability etc.

As a consequence. disappointing differences appear between the input
into the chain and the desired timely output.

Traditional (often-engineered) relationship chains should transform
into organic interactive networks based upon dynamic information and
communication interactions, between individuals and interest groups
and communities with an abundant/transparent/comparative informa-
tion source, without limitations in space, time and information. The 3
domains of space, time and information will merge into one."

And, finally!

'The required shift froni a product and engineering focus towards a
human behavior focus is not new. One could argue that it has nothing
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to do with the e-world or web-enabling of relationships and that without
this it was already a realizable hard requirement. However, the 'e-forces
and the changing power distribution in all relational chains will force
the leadership eventually to 'walk the talk' in all aspects of employee and
customer satisfaction, because the power shift has to be recognized and
unavoidably respected". 18! 191

When communication changes, relationships change and as an un-
a,·oidable consequence, organization changes. The Anglo-Saxon busi-
ness model and consequent organization models, its culture dominated
by the desire to control the biological/functional relationships is now
challenged forcefully by a multitude of uncontrollable interest groups
and 'tribes' inside and outside. There is pressure to accept a different
balance between organic and organized relationships, to focus on quality
of life and not just on quality of existence, both as defined in this book.

7. Existential turmoil

Do the chosen models still make sense in post-modern time?

When man experiences progress in the dynamic and relative satisfaction
levels in basic necessities, man gradually develops a wider spectrum of
needs and desires in fundamental needs and concrete motives. As I de-
scribed earlier, I believe these three existential needs always exist to-
gether,  cohesively.  like  'communicating  vessels'.  All  of this is relational
and expressed in biological, social and spiritual relations and their de-
velopments. It is expressed in the development of culture, both socio-
biological culture as well as socio-spiritual culture, and allows social be-
longing and identity.

Social belonging and identity is for me the equi\'alent to *I relate thus I
exist.' When a culture is disturbed. discredited or threatened, the an-
chors for social belonging and identity are cut loose and loss of culture
becomes a loss of existence and life.

However, the development of man, the culture being, is not a smooth
ride. One of the reasons may be that the nature being is still hidden in
its genes. Another reason may be the dominant role of basic necessities
and its ever-increasing satisfaction level references. Or, in other words,
the power of the socio-biological culture and its need for the rational
man and its means and tools to consolidate and strengthen its structure.
To create real or imagined biological, material, functional, etc., securi-
ties with a view to securing an economic future.

Turmoil in the existential arena always existed and may be necessary
because, as I wrote earlier - 'culture is a condition of life and cultural
diversity a condition for its continuity'

However, the existential arena exploded in size during the second half
of' the 20'" century and the issue of cultural diversity overwhelmed and
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created threats. Because cultures are being appraised by their ability to
create functional, material, economic tools to control and expand terri-

tory. This changes the power distribution in and between the socio-
biological cultures, while at the same time the relationships with socio-
spiritual cultures either weaken or are fundamentally strengthened to
compensate for a perceived relative socio-biological weakness.

Existential Needs
Basic Necessity Fundamental Needs Concrete Motives

Existential Relationships
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Individual and collective human existential needs

Basic necessities and Fundamental needs and Concrete motives and
relative satisfaction relative satisfaction relative satisfaction

-1,*1- 4 --        - 3»1·.1_ -™. 
Biological relations Social relations SDiritual relations
To gather, develop To get existential

g
To expand the

and acquire means, 1
confirmation and to Immaterial dimension

skills and tools       I       create and secure a _ of existence and life

.-1    - . ..A M 1.0=  -W*AA ..A-- 1 tbreL- -
/    Quality of   )    /' existence - 2,-·   Quality of life   j 
2-    24 Z-

Shaping human Expanding
Biological survival existence, existence into life,

meaning and meaning and
purpose sense

Leadership:
To recognise and respect all three needs and their dynamic

interrelations by dialogue and compassionate social deconstruction
and reconstruction, with the objective to find and address the right

stimuli, to optimise all relationships and success creation, as
experienced and enjoyed by all concerned.

I belier'e this to have its strong influences not only in civic but also in
political and business organizations. The models I made sen·e the pur-
pose of reflection and dialogue about the cohesion between all existen-
tial needs, their relations and compassion in order to bring the emo-
tional and the rational man together.

It may also be helpful to deconstruct and reconstruct the encountered
complexity in relational and organizational phenomena and develop-
ments. This refers to the question I raised at the beginning of this chap-
ter  - Are we experiencing an industrial revolution? Based on my defini-

254



Like People

tion. 1 think we are, with broad social-psychological consequences. Does
this raise fear? Again I think that it does. But, at the same time I am

convinced that ordinary people will resolve this by extraordinan powers,
initiatives and actions over the course of time.

But what kind of leadership is desired and required? What influence
has the phenomenon on my thinking after over 30 years of learning in
so many different cultures and businesses and after having experienced
successes and failures through my own efforts of trying to develop and
exercise a compassionate leadership style? I still believe that compassion
is the key to satisfactory individual and collective relationships and con-
sequently also for successful leadership as perceived and experienced by
everyone concerned.

It leads to convergence where the satisfactory utilization of all human
qualities and capabilities willlead to amazing results.

Is it a matter of compassion or comparison?  In  the  end  I believe it is not
either/or,  but it is compassion and comparison.  This  is when emotional
and rational man is in balance with each other, jointly seeking satisfac-
tion.

I close with a statement made earlier in this book: -

'Like  the  laws  and  the  powers  of nature  and  the  universe  will  al,tavs
dwarf the capabilities of the hunian  brain and the human intelligence.
so  the  forces of the  human  quest  for the satisfaction  of basic necessities.
fundamental needs and concrete motip·es Kill dwaif the 'capability' of
behavior engineering.'
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