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The philosopher and the manager

Jean-Etienne Joullig
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Manly, Mew South Wales 2085, Australia

manazers bensfit from benz knowledpeable n Western philesophy. Salient
debates m mumagzement research and education that have emerged over the last
decades are first sumarised. The theoretical imcertainties that these debates

existentiafism.

Reference o this paper should be made as follows: Joullie, JE. (2014)
“The philosopher and the mamager, Fut J Mamagement Concept and
Philotaphy. Vel B, No. 4, pp 187-208.

Bioeraphical motes: Jean-Etenne Joullié teaches philosophy to manazement
and tusiness stodemts at the International Collese of Manapsment, Syvdoey,
Anstralia, where he also heads the Centre for Applied Fessarch in Professional
Services Manapement. Before commiiting fo academia, be worked as am
elerimical engineer in Europe and Asia Pacific. He helds an M5c im Elecirical
Engineering, an MBA and a PhD) in Philesophy.

1 Introduction

This jouwrnal has been established on the convicton that those who smdy or practise
mamazement benefit from philosophical investizations into the makeup of management
concepts. Although anecdotal evidence attests to ifs positive reception within a few
circles, ome has to admit that this contention is still to be shared by a wider academic
mudience. Ax best 35 I could determine, rare are the management schools (such as my
institwtion) that propose courses in philosophy as part of their core ommicula. More
importantly, while manarement as a social group or as an activity, has been amalysed
using models bormrowed from psychology, sociology and philosophy, litfle has been
published as far as management theory is concerned. This restraint is surprising, for
notable theoretical debates animating the managzement literanre have been fuelled by
coniributions using in some cases explicit philosophical lanpuage (for example, one of
Powell's controversial articles is entitled ‘Strategy Without Ontology’; Powell, 2003).
It appears then opporiume to revisit some of these debates and to locate the difficulties
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they highlizht in the comtext of a bmef philosophical overview. Mot only does this
problems that derive therefrom can be engaged from a3 philosophical perspective, bat,
more penerally, it also shows how rewanding philosophical considerations can be for
those who study and teach management.

1 Salient debates within management theory and education

Criticisms of management as an academic discipline and body of knowledge have echoed
in the literature for some time. Critics question the relevance of management education
and management research their outcomes, their infernal consistency and the validity of
some of their theoretical inderpinnings.

For some commentators, the valpe of management education is questionable. In 1971,
Livingston argued that academic achievement was imelevant to practising or aspinng
managers since it did not measure the skills that are important o manageral success such
as leading, developing or working with people He analysed mamagement education as
insisting on smalytic problem solving at the expense of opportunity identification skills.
Further, for Livingston, the very existence of manapement education leads manazement
smdents to assume that there is one best way to manage in all simations and conveys the
idea that, by the time they graduste, manszement students know all they need to know.
If ‘education’ refers o what mansgement schools deliver and measure, Livingston
insisted, the “well-educated manager is a myth” (Livingston, 1971, p33). Three decades
after Livingston, Pfeffer and Fongz reiterated mmch of these crficisms (Pieffer and
Fong, 2002). They comtended that if practiioners influence management academmics,
the opposite is far from evident: in their view, masnagement research has little, if amy,
demonsirable impact on management practise. Even though Pfeffer and Fong concloded
their discussion on #n optimistic note, they wamed that management education has to
change to remain relevant Voices from outside academis acquiesced, dismissing

management theory for being inconsequential ‘inane’ (Stewart, 2004) “zobbledyzook’
mmmmwmﬂga,lm p.1I). In a later article, Pfeffer further held that
management research has o be scientific in itz methods snd empirical in its
mmderpinnings (Pfeffer and Sufton, 2006, pp.62-75). Foussesn and McoCarthy (2007)
is evidence-based snd mims at disseminating the successful practises wncoversd by
manaFement scademics.

Another group of commentators indicted manspement education for comupting the
moral worth of management smdents. They argoed that, by insisting that anatytical skills
are the only ones that matter, management academia fosters superficial leadership
behaviour on the part of graduates convinced that management situations are like case
smdies that can be sommarised im a3 few pages and addressed in a3 few howurs.
In comtributions that disprove the often-heard complaint that management liberature is dry
and devoid of passion, manapement schools have been accused of elevatng short-term,
materialistic and hobristic ‘winner-tskes-all” valoes above homanistic ones (Giacalone,
2004; Mintzberg, 2004). Afier the Enron, Tyoo and WorldCom scandals of the eardy
2000s which sparked the first articles, the Global Financial Crisis of 2008 has revived
what is now a fertile theme In a noted article, Podolny went as far as holding business
schools solely responsible for the subprime debacle for teaching their smdents arTogance
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and greed at the expense of moral considerations (Podolny, 200%; see also Haynes, 20010).
A sweeping and perhaps excessive analysis; Dot every management stodent tams into an
amogant manager. Iirespective of the ments or dements of this second group of views,
however, one (and possibly self-serving) of their unstated assumptions is that
mamagement education, contrary to what Livingston, Pfeffer and Fong contended, does
heave a defermining influence, albeit not a desirable one.

A third Iine of crticism is detectsble in the literatore. It has been igmited by
Diomaldson, who argoed the existence of coniradictions between contents of maimstream
management theories and management education itself (Donaldson, 2002). According to
Diomaldson, economics and finsnce theorsts assume that, in efficient markets, prices of
obtained on the basis on information that is ot available publicly. Yet one of the
puposes of management academia is to research and mske public information
sbout products or equities. Diomaldsom comcloded that “knowledpe made publicky
available through management education cannot assist its smdents to better play [the]
markets” (Donaldson, 2002, pp 98000, Moreover, if business success results from rare,
complex of even causally ambipnous conditions (35 the Resource-Based View of the firm
holds), then managers, no matter how well educated, cannot reproduce bosiness success.
In any case, if orzanisational success comes from the careful development of skills and
systems that are umigue to the organisation, then identifying and teaching these skills and
systems is self-contradicting, for by being more common these features lose their interest
Diomaldson’s view is hence that not only “being educated in the BBV gives [managers]
litfle goidance sbout how fo atfain competitive advantage”, but also that *“knowledge-
based sustained competitive advantage is incompatible with manapement education”
(Donaldson, 2002, p.92, 100, respectively).

Dionaldson extended his criticisms to agency theory and institutional theory in more
OWD interests, 35 opposed to those of the organisation’s owners. Mow sinfe managers’
agendas are promoted by whatever new knowledze they cam gain the case for
management education sppears dubious: being more knowledgesble, managers will be
more destructive. Instimtional theory describes organisations as mostly imationsl entities
muled by ritals and an overarching eagetness for conformity. This view also undermines
the peneral case for manapement education, for, if valid, educational eutcomes are boumed
to be either irnored altogether when seen as disrapiive, or used to reinforce the sfanes guo
when not. Donaldson’s overall conchision was that management schools should redoce,
at least qualify, the place of economics, finsnce, strategy theory, agency theory and
institutional theory in their curricula (Donaldsen, 2002, pp. 103-105).

Completimg the charge sheet, other commentators have highlighted the existence of
weaknesses within management theory. In a series of noted articles, Powell analysed the
notion of competiive advantage s being unfalkifisble snd tsutologous, lacking
of theoretical interest (Powell, 2001, 2002, 2003). In its simplest expression, Powell's
indictment nms as follows: since compefitive advantages are only identified within
successful organisations, they cannot, in and by themselves, explain these orzanisations’
success. Saying that an orzamisation is swocessful because it has ome or sewveral
competitive advantages amounts o saying that the orzamisation is swocessful because it is
successful: tee no doubt, but not helpfol Competitive advantage theory is then reduced
to 3 mere “way of seeing” (Powell, 2001, p.B85). Although vigorously disputed in the
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literature, Powell's aruments have been recently found to withstand critical scrufiny and
to remain in need of a convincing answer (Erasijenbrink et al, 2010, pp356-358).
Should the toftem of competitive advantage fall or be substamtially weskened one
wonders what would be left standing of stratepy theory and beyond it of manazement
have positive, if only temporary, effects is consubstantial to management ressarch and
education. Even Donaldson accepted this view (see Donaldson (2002, pp.103-104) for
instance).

Before Diomnaldson voiced his argpuments, the need for a cross-discipline synthesis
within manazement education had been patent for 3 long time It is for instance difficalt
to conceive of consumers behaving rationally, as economics or game theory assume,
while at the same time being driven by an overall pleasure principle, a5 important parts of
marketing and buyer behaviour theories allege they are: a pleasure principle doubtlesshy
knows little of demand vs. supply equilibria. Besides, if organisations are by nature
irrational entities (35 instimtional theory proposes), feaching managers cold and
dispassionate analytical and project management skills (25 off manspement schools pride
themselves on doing) is unlikely o do them (or their employers) any poed. Even within
the general management literstore, some long-standing tensions have been difficolt to
using psycholegy in the workplace is 2 repoznant and self-defeating form of tyranmy
(Drucker, 1974, pp.243-244), many industrial psychologists insist affer Maslow that
managers mmst understand the psychological needs of their mbordinstes. Most
commentafors promote smalysis of facts before decision making but others like
Tom Peters are adamant that zreamess comes from a relentless, passionate and thus
irrational pursmit of excellence There are rare advocates of mmscropulous usage of power
in management in the name of effectiveness while the majority insists on the importsnce
of ethics and compassion in the workplace. One could also menfion more arcane
arguments about the best ways to motivate employees or the disputes sorounding the use
of psychological tests for the selecton snd promotion of employees. All these
discussions, although started decades ago, are still alive today and their resohrtions,
diespite the efforts of management acadernics the world over, are nowhere in sight.

The on-going debates thns encompass existential imterrogations (“Dho management
themselves? ), ethical considerstions (“What is the moral worth of manazgement
education™ ) =5 well as lethal epistemological questions (“Is competitive advantage
theory a theory at al17”). For manapement academia, the stakes counld hardly be hizher.
In his last article that sounded like a mea culpa, the late Sumsanita Ghoshal encapsuolated
all these infermogations perhaps more poiznantly than anyone before or since (Ghoshal,
2005). He arpoed that management academics emed gravely ever since they decided to
place themselves under the protection of science, which, for being prestizious, led them
to seek explanations in terms of laws. This, Ghoshal held reduced management theory
“to @ kind of physics™ that analyses the phenomena it smdies in terms of causes and
effects (Ghoshal, 2005, p.77). The scentific biss, argued Ghoshal, left no mom for
conceptions like intentionality, choice or resilience and for sesthetical and moral values.
Employees had to be levelled down to the status of inammate economic resources for the
sake of caloulability and mathematical modelling (Ghoshal, 2005, pp.80, 86). Ghoshal
insisted: after a half-centory of research based on ideclogical preconceptions advanced as
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{Ghoshal, 2005, p.77). If manapement tmaly was 3 physical science, all this would be
harmless, even ammsing — that for cenfuries the Sun was deemed to rotate around the
Earth never changed amything to what the Sun actually does. However, Ghoshal wamed,
the reverse was in fact the case: “social scentists cammy [a] greater socisl and moral
responsibility than those who work in the physical sciences because, if they hide ideclogy
in the pretense of science, they can cause much more harm™ owing to the self-folfilling
power of social theories that hawve pained wide cwmrency (Ghoshal 2005, p8T).
On independent but similar grounds, Bennis and O'Toole conowred: for them,
management schools have long soffered from “physics emvy”, which have led them to
embrace scientific rigour at the expense of every other form of knowledge (Benmis and
0" Toole, 2005, p9d). A feld that was once castigated for its constitotional incapability
of criticising itself (Micklethwait and Wooldridze, 1996, p.12) has cerminly come a long
way.

3  The case for Western philosophy

Management academis thos appears marked by an overall lack of clarity about what it is
or should be about and the body of knowledge it pretends to advance seems plagued by
serions infernal comtroversies; one wonders what 3 newcomer to the arens can make of
such confusion If it is really the case, as Livingston Domaldsom, Powell, Ghoshal,
Bennis, (" Toole and others arpoed, that manapement theory and education are mired
re-thinking is called for and urgently so. The predicament goes well beyond what the
traditional management disciplines can, on their own, address. For all invelved, the need
to step back and take stock seems today more pressing than ever. As a first step, one can
attempt to clarify the issnes broached above and expose their origins. It is only when their
foundations would have been exposed and a shared umderstanding about their origins
armived at that 3 reconstmction effort will be conceivable in eammest. Philosophy is the

Theat there is value for manapement scademics to engage in philosophy is not a new
finding: it is the reason the current journal exists after all. The last 15 years have seen the
emerpence of 3 small ot slowly growing body of literature areuing a similar line
Through a series of collected essays, Lynch and Dicker have attiempied to “umit[e]
philosophy and public administration™ by showing that the foumdations of organisation
theory had discermible philosophical origins (Lynch amd Dicker, 1998 puii). In the
insupural article of the Philosophy and Monagement Journal, editors Lanrie and Cherry
envisioned the scope of their publication to inchude philosophical explorations
of the temets of manapement theory and practse, of managerial ideclogies, methods
and lanFuage (Laune and Chery, 2001). They also pleaded management pundits and
practtioners to lesrm from philosophy o address more effectively their daily duties
and challenpes. In 3 similar vein, commentators have arzmed for the development of
philosophically-gprounded managerisl snd entreprensurial wisdom (Fowley, 2006;
seg also Rowley and Slack, 2009 as well as Certo and Certo, 2010). The beneffts that are
said to acame from such endeavours imclude a deeper and better prasp of the complexity
of manarement reality and more generally improved creative and critical thinking skills,
flowing from a richer and more accurate nsage of language (Small, 2006). Commentators
heawe also made the case for philosophy courses to be inchoded in management curmicula

10
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to groumd students’ sense of moral doty (Small, 20042, 2004b); events of the kind
contended, bt their ideas are not Some have tsken these recommendstions to the letter
and have sought help from professionsl philosophers to address acal sensitive
mamagement siteations (see de Borchgrave, 20046, pp.197-214 for a practical example).

To the extent that manazement theory, like omch of science in zeneral and social
science in particular, is of Western descent, it nmst be analysed in Light of the varous
layers that are woven in the fsbric of Western thinking. Put differently, to understand
manazement thought, to be able to wncover its underpinnings and the conradictions these
lead o, one must first understand Western thowght This is not to say that Eastern
philosophy has nothing to contribute to mansgement; this is merely saying that Eastern
thinking has had little if any infloence on modern manazement thought and education
For this reason, the study of Omiental philosophy, an enterprise obwviously valable in and
of itcelf ic unlikely fo point to solotions to the problems outlined above (for a sudy of
the relevance of Oriental philosophy to economics and organisation theory in zeneral and
an attempt at conceiving of Buddhist economics in particular, see Schumacher, 1973,
Part I, Ch 4).

The contention that mansgement thought benefits from being analysed through the
lens of Western philosophical tradiions can be illustrated in general terms, be it at the
price of generalisation and simplification.

Manazement suthors who insist that employees are o be managed solely on the basis
of their performance measured against the objectives they had been assizmed to, are
indebrted te an ancient worldview, the oldest one in the history of Western thinking. This
worldview is visible in the beroic poems of Homer, in which bumsn existence is
contingent to strict adherence to roles o which are attached mules and rewards. In the
heroic perspective, individuals are reduced to and evalusted based on their actions,
imespective of their imtentions. Cmly resnlis matter and might is nght Promoton to
rulership is open only to those wartiors who excel in meeting their peers’ expectations
while those who fzil in their responsibilities are eliminated in the hands of their peers.
Perform or be slain — in teday’s management parlance: perform or be fired.

Commentators who consider that power within organisations is 2 means as well as an
end in itself and that organisational strength is the primary objective of CECs write in the
shadow of a towering political theorist. Niccold Machisvelli considesed the power of the
State o be the only puarantee of its citizens’ freedom and prosperity in a world where
man Was man’s greatest enenty. For the Florentine secvetary, 5State power started with
that of its head; legitimacy of the mler was none of his concerns: whoever made it to the
top was legitimate. His lessons for mansgesrs are tansparent enough: build a team
eliminate poor performers early on, protect those who can help, crush those who stand
in the way, destroy victorious generals before they become too ambitions, go imbo
battle carefully but always ficht to win While failure will never be forgiven, success
justifies the means (a rich theme; see for example Julims et al., 1999) If Machiavelli is
right, Domaldson’s concems about instiutional theory can be relativised. It would appear
indeed that a CEQ's apenda even if seemingly selfish abways alimns with that of his
{or her: Machiavelli praised many a female leader for their cumning and determination)
organisation since the power of the former feeds that of the latter. Machiswvelli firther
held that if Christian values were a hindrance to the leader’s objectives, they were o be
further: for him  nothing of enduring valoe will ever come out of the Christian morals,

11
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which he analysed as being of slavish origins, only suitsble for the weak-willed, the meek
and submissive ‘herd’. According to him, “higher men’, that is to say strong-willed and
powerful individuals, nmst be allowed to flourish, for the fivhare of Western culture rests
o their shoulders. This extreme view reverberates in the works of authors who insist that
leaders are bom, not made (see for instance, Kitkpairick and Locke, 1901

Opposing this line of thinking, writers who promote fonmal education as basis for
selection and promotion of employees have had the core of their arpuments outlined
some 24 centuries ago. Plato arpped indeed that molership is to be granted fo those with
superior ratiomal facolties. He differentisted these rolers fom their brawve, loyal but
intellectually limited awdlisries destined to execute orders. For Plato, rezson cannot lead
to ermors and its exercise is the only way to truth. Fulers’ rationsl skills are to be honed
through education in literature, history, logic, mathematics and rhetoric. To that purpose,
Plato founded in 387 BC what can be considered as the first ever management school,
The Acsdemy, as 4 place to lechore and smdy moral and political questions.

Pursning the rationalist tradition, Fené Descartes considered that his ability to think
was evidence for his own existence snd represented the primary example of those ‘clear
and distinct ideas’ uponm which knowledge is to be built If Descartes is comect,
management i not entirely amenable o empirical smdy since managers nmst base thedir
decisions on what they take to be selfevident truths. In this context, the debates
regarding the origin and pessible replication of competitive advantages lose nmch of their
relevance, for success in management (and in life more generally) would ultimately
spring from the inner world of execotives (Eets de Vries, 2000). In an attempt to curtail
the extremes that can flow fom the mystcism of revealed insights, other authors have
tomed te 20th century philosophy of scence. They imsist, like Karl Popper did, that
scientificity is refitability (Miller and Tsang, 2010). Propositions, be they managzement
theories or business sirategies, mmst be, at least in principle, amensble o empirical
falsification or else be dismissed for beinz mere tantologies. Put differenty, theories that
cannat be falsified explain everything but predict nothing; they are of no wse to managers
(Moss, 2003). Powell's indictment that competitive advantage theory commits the sin of
unfalsifiability resonates in this debate.

Authors who consider, comversely, that idess come exchosively from experience
inscribe themsebves in the tradition initisted by the works of Jobn Locke and Dawid
Hume. FRefuting the notion of self-evident truths a3z 3 dangerous illusion, these
philosophers comsidered the human mind to be 3 blank slate at birth Enowledee is
thms, simctly, empincal knowledge In this outline, scence is to proceed as per am
inductive-deductive model sccording to which conjectored regularities sre tested apaimst
observations to armrive at the formmlstion of laws. When this spproach, prevalent in the
natural sciences, is considered as the alpha and the omega of all intellectual endeavours
and is expanded to social sciences, its consequences are soking. Management is to be
evidence-based, that is, it should start exclusively from facts and incorporate the best
available scientific findings. Management research itself becomes an ewercize in
empirical data gathering to amive at ‘laws of management’. These then allow predictions
of orgamicational outcomes, paving the way towards greater profits. Yet, if management
is a science, then organisations, their managers, employees, suppliers and customers
behave and mmst behave according to fized and immatsble pattems, the Lears that
manazement researchers are o discover. Mo mom in this vision for the notions of
freedom, choice, morality and responsibility; employees are reduced to mechanical
actions. Their behaviour is comparable to that of billiard-balls set in motion by the right
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incentives like sunflowers are fmesistibly attracted by the sun. Common sense, at least its
Humsn Besource Management version, says indeed that employess are to be motivated
and that motivation is “the set of forces that causer people to engage in one behavior
rather than some alternative bebavionr™ (Griffin and Moorhesd, 2012, p 90, emphasis
added). Afier Ghoshal one feels justified in wondering whether 3 management science,
assuming it to be possible, is really desirable.

On a not incompatible note, a suobstantial component of managerial psychology
assumes that employees behave according to their personalities. This concept is presented
as & natural essence, quality or substratom that determines or at least influences homan
behavionr, comsciously or unconsciously. Whatever personality is, it mmst be inderred
from observed or self-reported behaviour (nobody can claim to be able to observe it
directly); yet it is said to be measurable with some degree of validity. This assessment is
of great inferest to recroiters and managers generally, since it is meant to lead to
predictions about performance at work. To the exient that measurements of persomality
are accessible o the specialist, managers should receive psychological training or
ascistance (or better stll be psychologists themselves) before msaking decisions,
especially with regard to hiring or promoting staff (for an expansion of such views to
psychoanalysis, see for instance, Menzies-Tyth (1990) or Goimann snd Iamssi, 2003).
Similarly, psychiaory’s foundational assumption is that the mind can be affected by
pathologies manifested in abnommsl behaviouwr. Accordingly, staffing decisions and
performance sppraisals benefit from psychisimic diapnoses (Godkin and Allcom, 20097,

Psyrholozy and psychistry-informed suthors are, however, opposed by writers who
consider personal freedom to choose as an mdom of bumsn existence. Fecognising
themselves heirs of exdstentialist thinkers like Jean-Paul Sartre or Thomas Szasz
these authors comsider that psychelogical determinism is a demeaning position absolving
mam of his oblizations. They reject the comcept of personal struchoring, be it of a
psychological, psychiamric or other natmme (Spillane, 2000, p244). In their view,
employees always retain a degree of self-control and have to accept the responsibility of
their actions, insofar as they could predict their consequences. Managers' atfempis at
as childish and self-defeating. As adults, managers should welcome the amwiety that
inalienshle respomsible freedom generates as proving groumd of their matority.
Motivation can only mean manipulation. Management theorists should not be paralysed
at the thought that their theories will never be formally proven To act, one mmst be able
to make predictions; in other words, to act, one mmst have a theory. That this theory
cannot be logically estsblished is no reason for not taking action: not doing amything
would be uoressonable Ablthough demanding and tough-minded, this body of idess
remains optimistic and poetic, since it insists that individuals and their ideas are seen as
the seeds of unlimited poszibilities (Spillane and Martin 2005, pp.18-19, 93-95).

Early formmlations of this line of thinking can be identified in 1% centory
romantcism Befusing the supremacy and umiversalism of reasonm and objectivity
promoted by Enlightenment philosophers, romantic thinkers like Fichte or Schopenhsmer
rejected the view that rationality (which they saw as cold) or empirical investizations
{described as peity) should puide human existence. Instead, they exiolled the unlimited
power of the nmmean will, which they saw as an indomitable source of energy, shaping the
world and creating values whenever it acts and encounters resistance. For them rezson
has nothing to say on homan goals and is only concerned with the caloolation of means.
Sciemce has failed since it cannot explain freedom yet freedom is a fact. The romantic
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hero is the creator, the artist, not the scientist This body of ideas is perceptible in the
works of management academics for which manapement canmot be 3 sclence, not even a
profession (Mintzherz, 1990; Barker, 2010). Mmmagement ‘gumos’ like Tom Peters
of Jim Collins apres: they see in management a creative endeavour, a passionate guest
for excellence and zreatness and not a8 ratiomal undertsking, soitable only for
buresucracies. Managers are to impose their persomal vision and walues on chaotic
organisations like painters on a blank camvass. Growth and mnovation become exercises
in determination; markets opporiunities arise not out of detached five-force analyses but
ot of resolute overpowering of the resistance of competitors.

There would be considersbly more to say on all these matiers, calling in the
discussion many other names and idess. For all that, one nmst concede that relatively
books and articles referenced earlier (other notable exceptions are Chia and Morgan
(1904), Chia (2002), Tirengil (2007) or Ginn (2011)). A systematic review of the long-
numming philesophical issmes that surface in menagement theory is stll lacking today.
From one end it &5 85 if management academics have been relnctant fo engage in a
discipline in which presumably they have not been formerly trained. From the other end,
badge-carmying philesophers have developed very little inferest in management CoDCEms.
Diespites the efforts of a few, the barmiers between management and philosophy seem as
hizh as ever. Ome obvious exception to these observations is the field of “business ethics’,
sbout which contributions and courses abound, especially so when the expression
includes (as it usually does) ‘corporste social respomsibility’, ‘equal oppormmity’,
‘employee rights’, ‘consumer protection’ and relsted matters. Whatever its exact content,
manazement (both as theory and practise) and philosophical concemns, ethics being one of
the traditional areas of philosophical mvestigatioms. Providing theoretical grounds to
manazerial walues is an endesvour that has received substantial attemtion in the
management literature, with prominent fizores like Aristotle, Kant, Bentham or .5, Mill
routinely called in support. Being older than the ‘philosophy and management’ trend
mentioned at the beginning of this disoussion, however, the existence and vitality of this
baody of Literatore owes little, if anything, to that theme, even if some business ethicists
hewve since sought to locate their contributions under the auspice of philosophy.

4  Studving management, philozophically

To the philosophically-trained eye, management theory looks like a fapesiy,
with evidence of imtellectnal traditions woven together and forming a complex motif
Great oppositions that mark the history of Western philosophy echo directly or mdirecthy
in disazreements befween management authors. One cannot consistently consider
employess as homan resources consciously or unmconsciously motivated (in the HEM,
ie, causal semse mentioned above) by management techniques or by their psychological
stucture yet capable of innowvation snd moral decisioms. This is the freedom vs.
determinism argument, stll to be seftled While not providing direct solufions or
recommendations to the closing of the debates broached above, philosophical
imvestizations into manaFement thousht clarify the sssomptions undertying these debates.
(Genmine innovations n management theory are extremesly rare, just as they have been in
‘Western thought What many management suthors do, knowingly or not, is to isolate one
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thread and present it a5 forming either the dominating or most interesting pattern of the
entire fabric.

Philosophy does not so mmch teach knowledze (which of course it does, since it
teaches philosophical concepts and terms) than understanding. Withowt understanding
there cannot be knowledze: “what a man does not understand, he does not possess™ wrote
Goethe. One really knows a concept or a theory when one understands where it starts and
where it stops, in other words when one is able to argue against it Be it in mana gement
research, education or practise, gemine understanding consists in recopnising one's own
biases smd agendas hidden behind one’s apparent detached objectiviny. Without
this critical ability, smdents, academics and managers alike remain the slaves
sbove or of the bottom line. They are bound to become the robotic executanmts of a
management framework redoced to a techmical perspective. Managerialism looms
large. By uncovering the comerstones upon which Western thowght has been built,
philosophical analyses of management theory are remedies to the ‘miseducation” that
Livingston dispnosed 40 years ago and that Ghoshal articulated so vividly.

To philosophise is to think critically over thinking To manage is to direct people,
inchuding oneself, towards the achievement of objectives. These objectives, as well as the
way they are o be met, have to be justified. These justifications are siznificant mot onky
for what they lead to, but also for what they assume. While there does not seem to be any
suthoritative criterion upon which one could decide which philosophical worldview,
among those that developed over the history of Western thowght i superior, this
dilemma is not a paralysing one If one is to live, one is o act and if one is to act, one is
to choose. Yet one’s choices are meaningless if one does not understand the sssomptions
underpinning them Manazement is impossible in the absence of philosophical
references, in the darknmess of an imprecise language or in the senseless outline of a world
without intelleciual perspective. Managing is an applied philosophical activity.

Philosophers and managers reputedly live on different planets. The former are said to
sperulate and fo confemplate the latter to act and decide. The first ones do not know
anything of organisations, even less of business, the second omes hawve no time for
sbstract ideas but are solely interested in obtaining results; most philosophers wrote in
times long past but managers are exchisively interested in the here and now. Even their
languages are supposedly different: while philosophers speak classic Greek or German
MANAZTETS CHNMNMicate in ‘managementese’, this impoverished version of English that
has become the Esperanto of 3 globalised economyy. As this cliche poes, their encounter is
both unlikely and pointless. The foregoing has hopefully dispelled it.
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The Philosophical Foundations of
Management Thought

JEAN-ETIENNE JOULLIE
Gulf Univeraity for Sclance and Technology, Euwelt

I amgue tha! monagers, monagement academics, ond monagemen! stud ents benefit from
being knowledgeable in Western philosophy. To that effect, a survey of six major themes af
Wesztern phil csaphy i= off ered: herolsm, reflonal ism, positiviem, remantielzsm, existentiallzm,
and postmodernizm. Thiz survey reveals thal the domineating themes (aught in management
schools have recognizable philosophical erigineg: Power in human reloti ons hips iz a herole
concepl: the case for monagement edncation iz of mrflonalisf descent; and the conviction ¢ het
regearch iz to be a value-free, inductive enferprize Iz o legocy of positivism. Further, the

Imp ortonee of innovation iz a romantic thems; accepling one’s pemonal responsibility for
one's decizions iz o distinet] vely existen talist demond; and the { deo thet the world and buman

existence are withont! firm foundert ions iz the dominating meszsage of postmodernizm.
Enowingly ar nol, in ene way or anather, all impertant maonagement authom inscribe
themselves in of least one of these tradif ion = No managemen! education Iz complete if if [z not

anchered in their nunderstanding.

The last 15years have seen the emergence of asmall
but slowly growing body of literalure arguing thert
management academics, manogement students,
and managers benefit from being knowledgeable
in philosophy. Among the precurscm, Lynch and
Dicker (1938 iiil) attempted to show in a series of
collected essaye thot odministrotion thought and
philosophy could be united. In a related wein, Lourie
and Cherry (2001} encouraged management pundits
to explore the tenets of monagement theory and
practice by analyzing monagerial ideclogies and
language through a philezophical lens, The joumeal
they founded the some year to that purpose iz now
called the Philosophy of Management Journal; in
2004, the International Journal of Monogement
Concepts and Philocsophy was established with
comparable intentions. Arguing that no knowledge

credation could take place outzide of a philosophical
framework, Chia (2002) offered a review of the

Snmre thamis ame evtendsd o Assosate Edttar Coralyn Fgrd and
the anomymous reviewens of previous versions of this article for
their gunidance and comments.

HE: A bookdong version of this articleis ovallabeas Joullis, |E.
& Spdlone, B 2015 The philosophical foundmtions of monogement
thought. Lanhom: Lexingion Books.

philogophical underpinnings of monagement re-
gearch. Monagers have been encouraged to engage
with philosophy, on the grounds that it develops
managerial wisdom, deepens one’s understonding
af the complexity of monagement life, ond improwves
creative and critical thinking skills (Chia & Maorgan,
18%65; Small, 2004a, 2004b, 2008). Heeding these rec-
ammendatione, execut ives have asked professional
philogophers to help them onalyze and address
sensitive situations (de Borchgrave, 2006 97-Z14).
Independently of these developmenta, the long-
existing usiness ethice literature drows abundomtly
from philosophy and offers coumtless philosophicolly
inapired advice.

In this essay, | returm to Lynch and Dicker's
agenda with a view of expond ing it to mon agement
thought. I contend that concepts that are the bread
and butter of monagement academics have direet,
if often unrecognized, philosophical foundations,
Thiz contention hos two notable consequences.
First, monagement schoals should concem them-
selves with these foundations, for those who hawe
an interest in monagement thought will only be
able to grasp and communicate ite full meaning if
they appreciate ite underlying world views and its
consequences. Second, f management thought is

Cpymight of thw Aoodem y of Mooogemess, ol Sights recerred. Conwsie moy ook be copied, em oiled, possed fo o By, or oSerwins
1’ % exd, o e ] i e S ik o iy
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a manifestation of philosophical thought, then
controverzies that regularly surface in the mon-
agement literature must be analyzed in the terms of
their philosophical origine, becouse their fustrert-
ing irreducibility iz a monifestation of the incom-
patibility of the philosophical ozsumptions theat
underpin them

To the extent that monagement thought i=s of
‘Weatern descent fall major monagement writers are
Wesaterners), the origine of what i= tought in man-
agement schools must be sought in Westem philos-
ophy. Thiziznot to insinuate that Ecetern phil csophy
iz not worthy of interest for whoever studies man-
agement. Quite the reverss; the foct remaine, howe-
ever, that with the possible exception of Sun Ten's A
aof War (McNeilly, 2011}, Eastern thinking has had no
demonastrable influence on mainstreon monoge-
ment conoepte.

The argument I offer here iz stmetured as follows:
After some remarks justifying ite stucture, a sim-
plified histaric—thematic overview of major themes
af Western philosophy iz proposed, in which the
philosophical lineages of =alient momogement
concepts are highlighted. This overview iz not ex-
houstive but sutfices to show that monagement
thought forms a complex jigeaw puzzle, one which
cannot be assembled into a neat, memingful, and
meazsuring picture but can still be partially ordered
along a few important if ireconcilable philosophi-
calthemes. Adiscussion on the consequences of this
finding and on the prctical value of philosophy to
managers, management students, and manoge-
ment acadernics iz offered o= a conclusion, which
gignpoats directions for future eeeach.

PHILOSOPHY FOR MANAGERS

In hiz maognum opus, English philosopher Alfred
MNarth Whitehead (1978: 38) commented that Enro-
pean philoeophy iz beat characterized az a series of
footnotes to Plato. I this is the cose, then a neces-
ear ly brief survey of Western thought must forne on
those major movements of thought that either pre-
date (20 az to povide context), agree, or disogree
moat directly with Plato's philosophy. Six important
philozophical themes hove hence been retoined:
heroiem (the dominating worldview before Platol;
mtional ism {the branch of philosophy that storted in
earnest with Flato); positiviem fo philosophy theat
dismisses many of rationalism’s assumpticns); ro-
man ticiern (a philosophy that ejects both rati onal-
izm ond pogitiviem); existentialisrm (on actualized
outgrowth of romanticism); and postmodernism (the

‘Wesat's latest output, which aleo rejects the Platon ic
tradition). Why other important philosophies hoave
not bean reviewed iz justified later.

The thematic-historic review of Westem philoso-
phy propozed below iz summarized in Table 1 along
gx dimensions: The important themes of the philos
ophies disrnzeed, what they mean for an individual
oommitted to them (their peypchological emphasis),
and how these themmes and emphaszes trmslate in
management thought and frmm a monager's perspec-
tive. Representative philosophers of each philosophy
are provided, and the coresponding monogement
aquthars mentioned in the article are also listed. I
appreciate that classifying Fichte and Nistzsche as

mmantic phil ceophers will be tontamount to heresy
for some readers and that reducing three millennia of
‘Western thinking into a =ix-by-zix table will zeem
lmughable to othere H Table 1 aimed ot exactitnde,
bath charges would be justified; this iz not the case,
however, becouse Table 1 below iz anly offered as
arough- and-ready roodmap to help navigate whet is
a wery rich body of ideas. A hother warning: The
length of the section below will presumably test
maders’ patience, but it iz importont to provide
a reazonable account of eaoch philosophy for the
conclugions of the article to be acceptable. Connec-
tions between philsophical concepts ond well-
Imown monagement thermes are reqularly provided
thmughout the exposition; fomiliarity with the latter
will hopefully facilitate nderstanding of the former
and ease what [ recognize i=s a dense mading.

Heralam

Heroism, the worldview that emerges from Homer's
poems, iz the mandatory starting point for anyone
interested in the histarical development of Weastern
thinking. From the text of the iod (Lattimore, 1961},
the story it telle, and the actions of ite main pro-
tagoniats, it iz possible to reconstruct in valable
terms how Westem man, some 3000 years ago,
coneceived of his existence and of the world in which
he lived. These conceptions are not limited to An-
cient Greece and Western man; they pervaded
Bushido Japom, Viking-fige (Tth to 11th century)
Scondinavia, and 8th century Celtic Irelond, all
cultures chamcterized by an emphasis on nobility,
courage, fortitude, woring ekill, honor, and com-
mitment to stondords (Moclntyre, 2007: 121-1300L

To modern eyes, hercizm is the ability to swim
against the tide and to defy expectations to create
new ones, with all the dsks this entails to personal
survival and s=ocial stability; ancient hercizm
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TAEILE 1
Summerry of Major Philosophical Themes and Thelr Emergence in Management Thought
Corrasponding Rotad
Baprasa ntotve Paychalagieal tharmas in Monmger' s TS Tt
Philosophy arutheoas) Enporimt theme s amphmsis mooogement thought  emphosis autharis)
Heroism Homer; Nioools Boles: moles; rewards;  Perform! Momogement by Sdls Poiwr Drocker
Machiovell; power aberttees;
FriedrichNistmche perbrmonoe. perbrmonoe;
troining; results.
FotionoHsm Floin; René Booson; mleshipos  Ideduct Monogens to e Analysis Michael Forier
Dhsmrerrtioss; Forl a bady of adnaated; ined ghis;
Popper Ienowledge; truth; analysds; plaming
deduction;
universds.
Fositivism Dwrvid Homey, Angmste  Focts; lows; Tindunet Positiviem is the Evidenos Hagrbert Simeon
Comite induction; current dom nating
determinism. workdview within
managemant
aoodemia
Bomontidism  Johonn Gottleh Will: inspiraton; Twill Besilencs, Deferminotion Tom Pelems
Fichie:Friedrch pemsion; Innowaion;
Histmmche resistanos creotivity
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consiste in the exact opposite. In ondent) heraic
societies, individuals are defined by their roles, to
which are attached expectations of performanes,
mles of behavior, ond reward=s when results are
farthcoming. Intentions and feelings are irre lewant,
anly results metter. Might is right: Heroiem is a phi-
lozophy of power expressed through action. Heroes
are those characters who have excelled in mesting
the =social expectations placed upon them In Ho
mer'e poema, pramotion to mlership iz reserved to
whomever has trinmphed on the battlefield. War-
dars are to be brave ond resourceful in battle, young
men bold and impulsive, old men wize and pmdent,
women beautiful, choste, and foith ful. These virtnes
are not something for the [liod' s chamet ers to like or
dislike or from which they could distonce them-
gelves because hemic existence iz defined by the
meognition peem afford. Those who fail in their re-
gponeibilities surrender their dght to exist and are

dealt with accordingly at the honds of their friends
ar enemiez. Aunning in fear before the temifying
Achilles, Hactor, Troy's champion, has become "a
dog” (Lattimore, 1961: 444); escaping with her lower,
Helen, former queen of Sparta, i= now, in her own
wards, a “hiteh™ (1961: 162). A strong sense of purpose
animates the chorocters of the [Miod. For the
Achaeona, Troy must fall and Helen be returned; for
the Tmjans, the besiegers must be pushed back to
the gea. When this clar ty of purpose weakens in the
face of adversity, even the most formidable heroes
call to the gods in despair. This desperation is un-
derstandable: Without an overall goal, heroic life
becomes inexplicable, absurd even, since without it,
the entire edifice of roles, mles, ond rewards
caollapaes.

Homer had no words and hence no concept for
“malf,” "mind,” “soul,” or " pemondity”; hemic man i=s
body and behavior, that iz, body and body anly (Snell,
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1882 812} Although the varioue characders differ
fmm one another and are insistently s0 deasoribed,
Homer did not see them az inhabited by a puppet
maszter pulling strings of behavior. No distinetion iz
made in the poem between doer and deed, between
artion and actor: One is strictly what one does. This
lack of peychological substratum is coherent with the
observation that Homer's choracters do not, indeed
omnat, girive for sef-affirmation as the modern con-
ception of hemism implies, but only con shive for
=zockal recognition. Heroic societies are inherently
gtable; the price to pay for a culhure of excellence
aocording to exacting standarde is the unquestioned
perpetuation of traditione. To wit, herol sm enjoyed an
exceptional longevity: It was the dominating world-
view from at least the time one of the earliest texts
kmown, the Epic of Gilgomesh, was written {betwean
ZH00 amd 2500 BC: Dalley, 1989: 40 until the days of
Homer (9th to Tth centuries BC).

Authors who desoribe monogement o2 a osk,
giructured by omdified proctices ond entailing clear
maponaihilities con thus hardly make a claim to
orgindgity. Underpinning Peter Dmucker’s (1983 122)
“Monagement by Objectives and Salf-Contral” (MBO)
frome work iz the convidion that monagers are to focus
an what the job—ae opposed to the boss—requires. For
Drucker (1974: 243-244), toask of momagers to probe the
pemonalities of their colleagues iz not only marally
mpugnomt and coumterproductive, it & also to ask thern
to loze aight of what really matters: confribition to the
owerall goal of the crgomization. For the orgomization
to operate and be more than the colledion of ite indi
vidnal employess, a common languoge is requived.
This, Drucker held, i= possble only thwough the det
inition amd enforcernent of mambiguons objedives
supported by workmonship stondords. Withowt objec-
tives, none of monmogement’s bagic toeks (plonning,
delegation, performanee measrement, decizion meak-
ing, employee development, etc) iz possible, and no
leadership con ever take place. Objectives are
neither given nor self-evident; setting them i= pre-
cizely what monaging is about. As for seeing them
through, Drucker (1389: 145) was straight foreard:
Poor performance cannot be tolerted and consis-
tently nonperforming employees have to be dis-
mizzed. Homer's heroes had to perform or be alain;
Drucker’s monagers have to perform or be fired.

“Homer's heroes had o perform or be slain:
Drucker’s managers have to perform or be
fired.”

Monagement by objectives inherits heroism’s
Achilles’ heel Drucker repeatedly emphosized the
importonee of innowation throughout his bools;
given the premises of MBO though, ane fails to see
how it con be possible (Roth, 2008). Innovation
meana risk taking, and risk taking meons the pos
gihility of fgilume, yet the latter iz as intolerable
within MBO as it iz in the [liod. Similarly, even
though Drucker (1974: 4546} was adamont thert
managers should strive for effectivensss more than
for efficiency. the latter iz more likely to be the out-
come of MBO); at best, one con expect refinements.
Drucker's lifetime passion for Japon and his persis-
tent praise of continuous improvemsant, Japomese
gtyle, illustrate thiz weakness of his arguments. If
many technological improvernents az well asz =fi-
cient monagement techniques have come from Ja-
pan, genuinely innovative productz ar business
practices are not parts of this country’s otherwise
tich legaecy. Little surprise here, in that Japan i= atill
marked by itz recent heroic, Bushido style past
Drucker's “heroism” receives a more complate de-
velopment in Joullié & Spillane, 2015}

Dmcker was notthefist one to malke (impli dt by) the
mze for a retum to a heroic worldview. As for as the
nmnning of orgonizatione goes, he was preceded by
a political theorist with a reputortion:
HNiccald Machicvelli (1335} Revolted by the paolitioal
decompoaition of Renaissonce Italy and isolated in
hiz gtndy after having lost his senior pogition within
the Florentine administration, Machiowelli did not
hesitate in his agurments, writing advice he thought
would be appreciated by statesmen His objective:
unite and restore hiz country to imperial glory. His
mndels: Rome ond Ancient Greace, for him unrivallsd
examples of humon achievement. Just as the foun-
dation of Rame required the murer of Bamus, sue-
eag oon demand extreme sacrifice. Men, being
“ungrateful, fidele, liors ond decsivers” (Machiavalli,
1995 52) must be protected from themselwes if they
want to enjpy peare and prosperity. Thiz = only
possible if the State is strong and led by a determined
and cunning ruler. To maintain his rule jor hem:
Machiawelli praised mony female leaders for their
fierce determination, see Clarke, 2005, on this paint)
and preserve the State, a prinee “should not deviate
from whet i= good, if that iz possible, but he shonld
Imowr howr to do ewi ] ifthat isnecessory™ (Mochiavell,
1995 58], acting a= alionto frighten off the waol ves and
a= a fox to mcognize the trapa

Shocking as he has ever been, Machiavelli was
o thinker of his time: Like the Renmissonce artists
amund him, he found inspiration in the pogan,
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pre-Christion warld. He thought that the price Ialy
paid for Christian truth had been too high becouss it
brought about the downfall of the Bomon Empire.
Thizs iz becouse Christianity demoted “worldly
hanour [and] glorified humble ond contemplative
men, rather than men of action, [ozsigning] as mon's
higheat good humility, abnegation, and contempt
for mundane things" (Machiavelli, 2003: 277-278) In
contrast, Rome's, Athens’, and Sparta’s religions
pramoted “magnanimity, bodily strength, and ew-
erything elze that conduces men to be very bold.
And, if our religion demands that in you there be
gtrength, what it asks for is strength to suffer rather
thert strength todo bald things® (2003: 278). God iz not
gaoing to help: In place of the Christion ethics, the
heroic values must be revived, for worldly power iz
ameans as much as it is an end. Vae victis.

Even though he wasz witing for the benefit of
heads of state, Maochiowvelli'z lessons hove bean often
trmepoeed onto the monagement of private ar in-
sﬁmﬁmn]imm{a.g.,ﬂﬁha B Bopat, 2006; uline,
Baldridge, & Pleffer, 1999). To secure their position
and strengthen their orgoni zation or department, or
2o the Machiavellion advice mns, maonagers must
muround themselves with a loyal team, protect the
i endship of t hoee who con help, but remowe amyone
who stomds in their way. Executives are to choose
their bat tles corefully but, onee commit ted, mustiight
to win, no matter the morml coste. True protection of
one's employess is not a display of Christion empa-
thy but the rigid demomd of crganizational perfor-
mance; d manager who tolerates a poor pedormer
iz failing everyone elze. If monagement iz “getting
things done through people” and if power iz the
ahbility to bring events to pa=ss, then momagement
cannot be differentiated from the exercize of power.
AaPleffer (2010 B5)wmote in words Mochiovelli would
have endarsed, “acquiring real clout—the knd that
halpe you get siuff done—requires bare lmuckle
gimategies.” The end justifies the meoms, since the
twro commot be dissociated.

In the [liaod, Homer's heroes demonstrate courage,
mailience, and determination. They hald themealves
and their peerm to exacting standards. They respect
geniority, but excellence remaine their ultimdte
walue. When they do not rise to the expectations
invested in them, they do not blome anyone but
themaelves. They do not complain or engoge in salf-
pity but proudly confront their difficulties, for the
greater the di fiiculty, the great erthe glory. When they
godown, they do zo defiantly, standing their ground.
They aften express intense emotions but strive to
dominate thern and feel humilioted when they do

naot; maintaining a noble stonee in all circumstonees
iz pormmount to them. Friedrich Nietzsche (1998
153156} wished he had been able to say the same
things of 1%th century Westem mon He proised
Machiavelli's diognosiz of RBenaizsonee [taly buttoak
hiz arguments further. For Nietzache, the moml pre-
dicamentwas much more serious than the Florentine
had diagnosed. He saw no alternative to Western
decadence from within the Christion ethics, which he
desmed to be of slavish origine, suitable only far the
weak willed. He analyzed Christiomity o= antinature,
because it impoees the some values on everyone,
ignoring that there are lambe and that there are ea
gles. Lambe will never fly, and holding it against
eagles who act as birds of prey is absurd; preventing
them from soaring above the herd iz zelf-defeating,
becouse it castrates humankind of ite most glodous
individuals. Misteeche (1289 29) theught that the
“Gresk nobility,” the master-type individuals, strong
willed and powerful, must be allowed to grow and
daminate, for they are the only ones able to toke
Western culture to new heights. Nistzache's “heroic
individualiem® (Thiele, 1%30: 3} i= extreme; yet it
mzondates today in contributions that argue that
leadership iz contingent on innate or acquired per-
sonality traite and that the leader iz the “great man®
ahble to take his orgonization to mchartered heights
{zeeHoffman, Woehr, Maldogen-Youngjohn, & Lyons,
2 0; for a review and critique of this pempective; ses
also Khurome, 200E).

Batonallam

In lonia (present day coastal Anatolia), by the 6th
century BC, men started to inquire into the makenp
af the world. Thales’ anawer (he proposed that the
world was really water sinece almoat everything
containg or can take a liquid form) no doubt ap-
pears nalve to modern eyes, but it zignals a mo-
mentons zhift in thinking, newer reneged upon
gince: There iz more to the warld that meets the
eye. Heoson leads to an understanding of what
therais, asopposed towhat appears to be. Coming
after these lonion pioneers, engoged in disin-
terested cosmological speculations, the Sophists
inquired into maore proctical and immediate con-
cerns. They notably preoccupied themsalves with
the art of living, which inclided the necessity of
making money. Monagement educators before the
time of monaogement education, the Sophists
instructedthe young Greek elite and groomed it for
prominent roles. Mo man in a Greek city-stets
could hope to attain a position of influence if he
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wasg not capable of epeaking in public—sapeaking
well that is—and the Sophiste were recognized
expert thetoriciane. For a fee, they were ready to
help onyone argue his poaition, regardless of the
factz of the matter or the foimess of the cmse,
apractice at the origin of the ill reputation thoat is
atill attached to them. An enduring legacy of the
Sophists iz that they redirected thinkers' attention
from inquiries into the ultimate nature of the waorld
to ones that revolve around mon ond how he
should live hiz life. In this capacity, they =et the
gtage for the entrance of Western philosophy's
perhaps most fomous figures, Socrates and his
devoted disciple, Flato.

Socrates and Flato dismissed hercism's ac
ceptonece of established traditions whaolesale: Why
should one obey the laws? What iz justice? Good-
neza? Bamty? How should an ideal society be or-
ganized?Ina move that would become rationalism’s
tradermark, Flato (1970: 291 considered that anly
meason, ot sense-pereption, con lead to knowledge
and anawera to these questions. The good man iz no
lenger the migh ty warrior, but the wize man, he who
through dialogue, logic, and argurmentation amrves
at Truth. Plato believed in the existence of two
warlds, the world of everyday experience and an-
other, for him, th e real wod d. He thought that beyond
appearances lies essence, that particulars objects,
properties, or moral values) con be recognized for
what they are becouse they are imperfect repre-
gentations of their respective perfect, unchanging
and timeless universals, the “"Forms,” the under
gtomding of which iz acce=aible by way of the axer-
cize of reazon. In Books I1to V of The Republic, Plato
held that the ideal society iz one that is mled by
thoee who care anly for the common good, whozeek
truth, justice, and knowledge of the Forms but not
material affluence, becouse the pursuit of riches is
a zoure of cormption: Rulers must be philosophers
and philosophers must be mlers (1970: 252) Detailed
legislation about the conduct of society iz not re-
quired becouse legislation iz ineffective if people
are not spontoneously disinclined to engage in
wrang behavior. To that effect, basic moml eduea-
tion will be provided to all, but those in charge of the
city are to be educated in rhetode, lterature, logic,
mathematice, and history. These mlers will be
seconded by brave, loyal, if intellectually lmited,
auxiliaries (Homer's heroes), who will execute their
mlers’ orders and protect the city fom internal or
external threats. As for the rest of society, the arti-
gane, formers, tradespeople, and merchants, they
had better remain quist and buay themselves with

their own affaire. Flato's texts are clear: The mlers
are fitted torile beomze they are the most qualified
for the tazk. Like foth ers caring for their fomilies and
good doctors for their patients, they have their say,
by natural right and owin g to expertise, on each and
every asped of their children's and patients’ lives.

Plato {1970: 18%f) supported his three-laoyer model
af zocisty by a comesponding theory of man. He be-
lieved indeed that there was mare to man than his
body and held that the difference between a living
and a dead man was the pesyche, an immaortal
and immaterial substonee trapped in the body. The
payche (or mind), Plato argued, although unitary, is
composed of three slements: Reason, Spirit, and
Appetite. Reason iz the rational part, the ability to
think lagically, to proceed through coreful omu-
mentation and cal culation toward the truth; Spiritis
that part of the peyche that enables men to act out of
a zenze of duty and honor the Appetitive port i=
where man’s instincts are located, that which i= di-
mctly connected with the body and ite desires. The
three elements of t he payche are in constant tension
with one another, and men fall into three different
clagses depending on whichewver part of t heir peyche
iz dominant. The rulem-philosophers are those in
whormn Reazon is the strongest; they seek truth and
their moin vire iz wisdom. Their ouxiliordes seek
honor, behave according to their Spirit, and their
important virtue iz courmge. Asfor the people whose
function it i= to provide the community with goods
and services, they are dominated by their Appetites
and seck gain. As long as they remain moderate in
their demeamnds, all iz good for them Such a sociaty,
Plato held, provides a social position that is con-
giztent with aach citizen’s paychalogical abilitiea; it
achieves individual happiness through social har-
mony and vice-versa.

With these recommendations, Plato is ot the in-
ception of a considerable number of ideas that re-
verberate in monagement thought. Tostart with the
more mundane, he wasz the firat to suggest that
myths, vales, and stolhseses, rather that detailed
niles, are effective yet noncoercive ways to regulate
behavior. Thizis tontamount to sayingthat culture iz
a contralling mechanism experienced asz freedom,
an in=sight that the monogemsant lterahre hos
not ignored {(e.q., OReilly & Chatman, 1996 Flato
inwvented orgonization theory by proposing and jus-
tifying a multitiered model of society. Mareower, in
hiz view, one's pogition i= not to be attributed on the
basiz of merit, but on the bosiz of peychal ogical
structuring and dynamice acquired or reinforced
during upbringing. In other wards, Plato was the

23



2018 Joullia

163

firat to argue that selection and promotion should be
bazed upon what iz aften today called personality.
Further, those who will make decizions on behalf of
the group are to receive a different upbringing from
that required for those who will execute theirorders.
Far Plato, education was poramount to rulership;in
387 BC Athens he founded what con be con=sidered
the firat ever Western management achool, The
Arademy, as a place to lechure and study mathe-
mcrti ool historical, and paol itical questions and where
hiz phileeopherkings would complete their formal
gchoaling. In ite broadest outline, The Acodemy's
curriculum has swrvived to this day, since monage-
ment echools still propose a combination of quomti-
tative and qualitative subjectz. Aristotle, who=e
warks would redirect thinkers” attention from super-
natural entities to worldlier mat ters, studied ot The
Academy and hoped totake over Plato's chair. In the
ewvent, a forgotten rival was preferred. Not that this
memaorable appointment blunder prevented the in-
gtitution from enjoying an enviable legacy: Flato's
heroes, the academics, have accepted his challenge
and made theirs the claim that, if they are not torule
themaelves, at least they are to educate those who
will (a mowed that alzoensured the highly politicized
nature of eduortion)

“Plerto Is et the Inception of a considerable
number of ideas that reverberate in

management thought.”

In the wake of the political disintegration thet fol-
lowed the fall of the Roman Ermpire, rationalism toak
a back seat for centuries. Many great philosophers
flourished in Late Antiquity and the Middle Ages,
It the conditions that resulted in the civilizotion-
shaping intellectual vitality of 4th centuy Athens
were not reproduced until Florenee and the Ialion
BRenaissonce. In any case, the exceptional filiation
that rune from Socrates to Plato to Aristotle, liks an
aigmment of celestial bodies that happens only once
every thousonds of years, has not been obeserved
ginee. By the end of the 16th cemtury, it was up to
a French phileeopher, René Descartes, to provide the
mtionalist flome a renewed source of energy.

Descartes (1987) was among the first thinkers to
confront the tensions that had by his lifetime de-
weloped between religion and the beginnings of
grience. The study of man's body was progressing
fast, and the ciroulatory and respiratory systems

had been discovered. Like that of the plonets,
the movernents of which were progressively chor-
tered with greater accuracy, it ssemed that the day
would soon come when mon's behovior would e
explained and predicted by way of cousal lows
making freedom an urmecessary concept. Christion-
ity, howewer, demonded freedom to establish per-
sonal responaibility ond justify ite ethice Besides, an
amnipotent God iz not constrrined by His own prom-
izes, be they implicit; even though He has made the
warld behave in constont ways =o for, He can decide
tochange them tomorrow. Object = fall when they are
meleazed and may have done 2o from the beginni ng of
tirne; this comnat be apromise of God thet they will do
20 tomaorow, beaouse God omnot hove His powers
curtailed even by Himself. If this iz the cose though,
then sdence, which seeks to discover regularities in
the workings of nature, iz pointless,

B devout Christion and a considerable mathe-
maticion, Desmrtes took on the task of finding an-
gwers to these problems ond reconciling his foith
with hie scientific comrmitrment. Since no mean of re-
ligionand no man ofeci ence could claim to know the
truth in their respective fields without being ex-
pozed to rebuke, Descortes decided he could not
take any of their teachings for certain. He soon re-
alized that he could doubt everything, even that he
had a body or that 2 + 3 really made 5, but that he
could not doubt thathe was doubting. Sinece doubt-
ing i= aformof thinking, and since he couldnot think
without being something, Descartes (1987: T8) con-
cluded that thinking iz a proof of existence. In the
ermall comer of his self-conscionsness, no one, not
even God or an evil genius could deceive him in
maching this conchizion. Man i= a “thing thet
thinks": The senses are fallible and often mislead;
the mind, howewar, when it presents to itzelf clear
and distinet ideas connot be mistaken. It iz upon
these innate, self-evidently true propositions thert
human knowledge iz to be rebuilt deductively, as=
per mationalism’s foundational credao.

Descartes further held that the “thinking thing,”
the “I." mind or soul, iz free becmee it iz immoaterial
and unextended, free to think ond fres to choose;
Christianity’s ethice are safe. Converssly, the body
izmaterial and extended. [tiznot free; machine-like,
it belongs to nature and does not escape ite lows.
Besides, God has no reason to lead man to believe
that the world behaves in this or that way, only to
chonge these ways later on a whim. Doing this
would be tantamount to deception, but one engages
in deception only when one has interests to protect.
God, however, iz everything and does not recognize
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interests that are not His: He connot be a deceiver
gince He has no agenda to further. Science can
aafely proceed and study nature as God is watching
indifferently. Science, however, has nothing to say
an the workings of the soul; this is the realm of faith
and theology, which in tum must remain silent
about the physical domerin.

Descarted four de forre iz to have proposed a sys-
tem within which science and religion, comsality and
feedom, determinismond ethicscould be reconciled
by being juxtaposed. Although controwerdial for its
implied demotion of God ireduced tothe mle of amera
spectator) and elevation of mon (who is now God's
equal in the small cormer of his se f-conscionsness),
Cartesiomism served as alounch pad for the scient ific
revalution of the 18th ond 19th centuries beconse it
mjected any appedal to authorty while delineating
neatly the mapective domaine of scientiste and theo-
logiana. In this funetion, it has survived to thisday and
justifies that Desoortes iz often called the father of
modern philasophy. Mot that Cartesiani em does not
have itz flaws; the moat obvious one s perhape thet it
connot explain how a concept like the mind or soul,
irmmaterial by definition, con interact with a material
one (the body) and vice-wera. This problem (and
many that derive from or are related to it) epresents
a logical imposse that connot be overcome in the
terms in which it has been framed.

Beyond ite merits and demerits, Cartesioniem has
many consequences for monagers Descartes was
a persnasive promoter of deductive analysis, which,
when combined with synthesis, forms what he called
(1987 41 } the “method of Aghtly conducting reason and
seeking the tmth.” Left to iteelf, the mind is infallible
and almighty o= long as it operates accoding to the
method that Desomrtes cutlined and which demands
thert complex problernsond toels are decomposed hito
amaller onesuntil the point where these oom be ardered
mnd handled with confidence. Descartes =, therefore,
the forefather of those mumnerons authorm who argue
thot monagers muet pocesd deductively and analyze
the pmoblem they must solve, the projec they must
mmplate, or the market in which they find themesalves
e fore cornmitting to acoume of adion, iteelfcormpoesd
af a succession of elementary tasks. Further, by
insisting that the mind con detach itself from all
phyzical sensativne and operate independently of in-
formurtion coming from the body, Descortes dmplified
Pato's model and defined mon as an essentially re
tional being, able to make dedsions reaching beyond
the redquirements of ite immediole situation: Homo
economicus i Dearartes’ brainchild. Where Desorrtes’
gystern met less smuccess iz in ite implication that

peychaology, if the expression istaken to mem “science
af the peyche,” iz a contradiction in ems. Since the
meyche (mind) iz an immaterial, ethereal substonee
and not a material abject (it iz the subject), it escapes
the reach of acience. Ite assesament iz imposdble ex-
cept by God: Only He con read men's soulsand decide
af their fate in heaven. Anyone who mretends to chert
the payche az Descartes understood it{ie, azunomeed
amize af behavior commite the ein of wonity of the
grandest possible magnitude.

“Homo aconomicus Is Descartes”
brainchild.”

The rale of the mind in Descartes’ schemes iz notto be
dizcounted though, for at the oot of his method is the
moviction that elementary ideas, when sufficiently
dear and distinct, are necessaily true and mmat be
mmgnized a2 such The prime exompls of such se -
evident truths iz of course Descortes’ foundational
monouncerment that he existe becouse he thinks.
‘Worthy of note iz that the tnith of thie fomons propo-
gition connotbe derived through ey llogistic reasoning,
becmsze Descartes has mot established itz implicit
major ernise, that is, he hos not demonstrated that
everything that thinks, exists (Descortes could not rely
on logic anyway, zince he resalved to doubt of every-
thing that was not immediately recognizable as true)
In line with its commitment to deductiviam, Descartes
thme founded his epoch-marking philoeophy on an
inzight taken as axicm. This conviction (feelf oriom-
atic) that deduetion from axdoms iz the way to reason
nmns thwugh all mtionalist authore after Descortes.
Forallhis coreful dissection ofmakets and industries,
Michael Parter|1938) did notdefend the structure of his
mccezail “Five-Foroes” model beyond his assertion
that competition in morkets or industries is 2o strue-
tred and must be so analyzed ("The five competitive
forces [._.] reflect the foct that competition in on i
duatry goes well beyond the established playem” iz
the closest toon argqument [oould identify; 1998: 6). That
is, Parter’s model has been deducted from an intuition
taken to be salf-evident—not swrprsingly for on author
trained as an economist, that is, committed from the
outeetto Descartes’ model ofman. Porter walked again
in Desmrtes’ footsteps when he proposed his “value
chain® model, since this equally popular fromework
requires, in true Cartesion fashion, that one analyses
in elementory stages the succesdons of acivities that
take place within orgomizations.
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I Deacartes iz right, though, then maonagers st
ultimmately deduct their decizions on insights re-
ceived az axiometic truthe. Success in momagement
azin life more generally eprings from the mysterious
inner word of executives. The study of succesainl
practices as enacted by organizations con serve as
au=eful gquide, but only in the saome way that artists
gtudy the work of other artiste. Despite Descartes”
insistence to the contrary, the walidity of an insight
can only be found in ite practical application.

Far these reasons, social scientists have turned to
Eorl Popper (1989) to deflate rationalism’s claims by
subjecting them to empidecal crtique.  knowledge
ultirnately comes from inner insights, then these
musgt be amenable, at least in principle, to experi-
mental confrontation, that is, to empirical falsifiea-
tion. In the negative, science will inevitably fall
victim to the mystical excesses that are always
mady to flow from self-revealed truthe: “science
must begin with myths, and with the criticiem of
myths” (Popper, 138% 50). One learns something new
about the world when one’s current belief is contro-
dicted by a new abservation; if one believes theat all
gwane are white, seeing yet another one does not
yield new knowledge. Critionl rationalism’s {Popper's
philosophy of ecience) most i mportont staternent iz
that scientifi city s refutability: Theod es that ore not
in principle refutable, that is, that connot be put to
the test of empirical refutation at least in theory for
=20 to speak), must be dismissed becouse they are
mere tautologies. Unrecognized, a toutological the-
ary iz attractive becouse of ite apporent great ex-
planatory power. Too great a power in fact: A theory
that caonnot be falsified expl ains everything but aleo
the opposite; that is, by explaining every possible
outcome it predicts none in partiou lar, Such thearies
can have the langquage, appearances, and academic
mputation normally attached to science, yet they
remdain propogitione bast qualified asreligious, non -
ar peendoecientific (Popper, 1989: 38-39). When they
take the form of monagement thearies or businesas
atrateqi es, unfal zifiabl e propositions are of nouse to
managers. This iz precisely the controversial charge
that Powell (2001, 2002, 2003}, as well as Priem and
Butler (2001a, 2001k} have levelad agaoinest competi-
tive advantage theory and the resource-based view
af the firm, respectively.

Posltiviam

Degscartes’ scheme did not go down uncontested,
even by thinkers unconcerned by his treotrment of
God. On the other side of the Channel, John Locke

{1988} pointed out that no idea could be innate, be-
omuee ideas connot be conternplated ond manipu-
lated by the mind without logical conceptes and the
means to process them, all of which men donot have
until they acquire thern. At birth, the mind i= a tabula
mza, a blomk slater: “Let us then suppose the mind to
be, az we =ay, white paper, vaid of all chamcters,
without any ideas: How comes it to be furnished? [..]
Whence has it all the maferialzs of regson and
Imowledge? To this | anewer, in one word, from ex-
perience. In that all our Inowledge i= founded; and
from that it ultimately derives iteelf” (Locks, 1988: 121,
emphazes in originall. This statement iz the birth
certificate of modern empiridam It lad philosophers
like Dvarvi d Hum e (1985} to write about man as a whaolly
natural being, inscribed innature ond having to malke
senge of it excheively through experience. Dismiss
ing the concept of self-evident tiuthe as a noedons il-
hi=ion, empiricists held that truth connot be obtained
from wi thin, but beliewed that Imowledge s to be read
in the great book of nature, from withowt. Rather than
being deductive, philosophy and science must be
exercizes in empideal foct collection and the propo-
g tion of inductive inferences therefmm.

On the face of it, empiriciem iz science’s beat ally
becms=e it rejects os a matter of princdple the poaition
that men om kmow more abowut the world thom that
which con be experienced. Little wonder, then, that in
their mojority thinkers ond scientiste of the Enlight-
enment saw in this philbsophy their best weapon
againat the emprise of religion It was a vision theat
would eventually be recognized as too good to be true:
A=z Hume was the first to realize if Inowledge i= tobe
arrived at strictly from experience, scientists foce im-
menze difficultiss, Seiantific theories oe generalizo-
tiong, universals inducted from porticulars; they
maject the past into the future and move beyond the
forts available. Hume (1385 189) therefore conduded,
“ewen after the observation of the frequent or conatant
mnjunction of objects, we hove no reazon to draw any
inference concerning any object beyond those of
which we have had experience.” Deduction is logioml,
induetion iz not deduction, and therefore, induction is
not logical: The laws that the Enlightenment’s sden-
tiste soght to discover and codify connot be logi cally
Eoven. Sdence, insofor asit dims to estahlish general
tmthe about the word arived at excheively fom ex-
perence, must fail. Scientific staements, especially
those involving cousal relationships, mmet be true
aprod if they are to be fommally tue. That is, they must
be disconnected from experience and be established
on reason alone: An empircal science connot be jus-
tified on itz own terms, but must be taken on faith.
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Desorrtes could rely on a non-deceiver God to maks
the warld behave tomorrow o it haos behawed to date,
It thiz argument iz not awailable to a phil ceopher
mmmitted to accepting onl yevidence from thesenses,
The natural science that the Enlightenment's thinkers
enthu=iastically pursued connot be differentiated, on
Hime's own arguments, mm religion, that is, from
“sophistry and illneion” Hume, 1988: 509%: Science is
another religion the god of which iz called cau-
gation. Fact-based, “h ard-nosed executives” have
been urged to care about management theory
{Christenszen & Raynor, 2003). They would be wise
to remember, however, that in a sirict empididsat
outline no number of ooodemic studies will ever for-
mally prove a theory: All ewans were white until one
day they turned out to be also blad. Similarly,
evidence-based monagement hoe been aoffered asz
remedy to poor managemant practices and decisions
(Pleffer & Sutton, 2008); perhaps, but only as long a=
one remembers that recommendotions that e
purely inducted from focts lobeervations, post sales,
and market research) are little more than informed
guesses,

“Anempirfcal sclence cannotbe justified an
its own terms, but must be taken on faith.”

Perhapethis is not such a bod conchision, after all;
Acknmowledging thatthe future isunimowable admits
the poasihility of changing it. Auguete Comte (20000,
2000k} wanted to achiewe the lat ter but did not accept
the former. To resme empiidsm from its Pyrrhic
victory over rationa ism, he proposed the expression
“poaitive phileeophy,” 2o0on shortened to * poaitiviarm”
underwhich Camte’s philosophy of science i= Imown
today. For Comte, sd ence iz a sodologionl phenom-
enon the evalution of which mirrors that of society.
Sdence and sodety advance along three stoges of
evolution: thealogical {in which all phenomena are
explained by ca lingon supernatural entiti essuch as
gods or God); metaphyeical (explonations made in
terma of notural, i oz yet unknown, powersk and kast,
“poaitive.” In this last era, the "why" questions that
tormented the theological ond metophyeical thinkers
are dismizsed and replaced by “how” ingquiries. An-
gwers to these must be propoged following four nor-
mative principles that clarify what terms such asz
“Imowledge,” “science,” “questions,” and “onewers”
mean: Phenomenalism (men should only be con-
cerned by what they con observe ) nominal iam (terma

that do not point to tangible concepts must be ig
nared); respact of the foct-walue distinction (reality
must be sindied free of moral prejudices); and
a commitment to an inductive method applicable
to all sciences, according to which hypothesized
regularities are confronted by way of experiment o
tion of new obeervations to arrive at the fomulation
af universal laws. These laws may be approximeate,
but thiz i= no argument for considering them un-
certain: Onee they hove successfully possed the
prediction teat, ecience’'s kaws encompass the totality
aof what con be lmown about the phenomana they
oapture (Eolakowsld, 1963: 1-100.

In other wards, for Comte, scientists must not
gpaculate about unobservable powerm but must
cantent themselves with codifying the way nature
operates. The world iz not the vizible mon ifestation
aof another, deeper, or mare authentic substratium:
These manifestations are all thatthere iz, It contains
nomystery ormagic, but only phenomenalistic laws
that con be studied. Hume's skeptica]l arguments
ocan be confidently =set aszide for belonging to the
metaphysical period of evolution which sought to
explain events by calling on unobserrable {thus
nondemansirable) couses; the advancement of hu-
man kmowledge leads inevitably to the positive
stage in which knowledge iz complete and all an-
ewers provided . Worthy of note iz that poeitiviemis
unconceivable without determinism, not because
it azsumes that there are some hidden couses
{it explicitly denies their existence), but because it
gtarts fom the view that all phenomena are mled
by univerzal and invariable natural lawse. Poaitive
Imowledge iz like a Russion doll set, with aciences
arganized along “the order which of all possible
arangements iz the only one that accords with the
natural manifestation of all phenomena: mathe-
matice, astranomy, physice, chemistry, physiology,
zocial physics” Comte, 2000a: 55). Comte ackmowl-
edged that not all sciences progressat the same rate,
though; “=social phys=ics,” or sociology to reuse the
term that he invented, as the most complex, will aleo
be last to reach its positive stage. Meverth eless, sinee
gociety iz the primordial reality and since all =d-
ences are gocial facts, sociology iz the queen of ad-
ences. It alone con and will eventnally provide
meaning to all other ed ences and locate them in the
greater episternological echems. As for the “L" 2o
important to Descartes, Comte (2000k: 100-101} dis-
mizsed it oz the seculor remnomt ofthe zoul, inherited
fram the theological stoge of humon Imowledge; it
could safel y be ignored because ite existence connot
beestablished by scientific meona
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Beyond ite normative principles that result in
a particular definition of epistemology, poeitiviem
aza whole rests on the belief that the world con (and
muet) be sindied through phenomena and that ab-
garvations of these phenomena are, or can be made
to be, objective (vale-free). Put differently, poai tiv-
i=m looks at the word as acollection of objects that
can be reduced to their external qualities, with the
further azsumption that these are measurable
without any preconception. Now the ability to mea-
sure requires a measuring framework Before being
able to count apples, I must know what an apple is.
That iz, measuring assumes some soart of genera
theary about what is measured. This theory must
ke avgilable before the focts can be collected, adding
alayer of preconee ption to whert iz being obesrved—an
addition that positivism explicitly forbids. Positivism
= a whale does not seem to be hvulnerable to this
charge, beconee whether pogitiviern iz iteelf a posi
tiviet pogition, or again, whether it iz a conceptual
Irmework ardived at from focts without any moral
mejudice iz debotable. Amuments like these led
Fopper (1983: 33-41) to reject the logical positiviem of
the Vienna Circls and develop his own philosophy of
acience, briefly mentioned above, amording to which
ecience must start with theories and not obeervoations
(thiz iz not to soy thot oitical motionalism provides
arience with a foil-eofe epistemological boeis; sea
Stove, 1991: 1-26 for ariticiems)

Fopper's comments would not be formulated before
the 1930s, howewer. In the memntime and although not
everyone subecribed to all aspects of Camte's thought
ar to his grmdicse vizion, podtiviem’'s influence on
153th century thought was profound {if not always ac-
Imowladged), becouse it povided historical, mowal,
and episternologionl legitimacy to the ecientific en-
terprize. Through the victorous morh of science it
vindicated, positiviern pomised—ond for mony
seemed to deliver—in this waorld whet Christionity
had long promized in the other: healthier and longer
life, material comfort, and reduced physical trawails.
Pogitivisrn's autharity iz etill noticeable today across
the acientific spectum, especially in phy=zice where
the hope of unifying all theories within auniquemodel
remdains the of fidal abjective. In monagerment studies,
= in the social aciences in general, the demond for
wvalue-neutra and fort-based research iz taken for
granted, even though, for reasons broached abowe,
it iz mot clear if thiz demond iz itself walue-free.
When applied to monogement, positiviem's agenda
makes attradtive promizes, implying that monogerm ent
mzearch iz an endeavor adimed at discovering “laws
af maonogement” ocomding to which orgonizations

operate and thanks to which their behovior oom be
medicted, enabling profite. Hethert A. Simon (19371347
55) aclmowledged pozitiviem's away on hiz enor-
mously influential Administrative Behavior, in which
he attempted to lay the foundatione of on adminis
trative science. More recently, following a trons
parent positivist line, Rousseau and McCarthy (2007)
argued that monagemeant must be evidence-bozed,
thatis, must startfrom focts, proceed ind uetivel v, rely
on the suecessfnl practices unmversd by monage-
ment academics, and inmorporate the best avwailable
edentific findings to date.

Descartes proposed a system of thought in which
mligion and science could coexiat side by =ide in
their respective spheres of authority. Comte placed
sdence in generml and socicl ogy in particular abowe
mligin and above aony =sort of disdpline (such
az peychaology) that wantz to regulate or inquire
into mon's inner waorld. The prce to pay for such
amaove iz the annihilation of the vault in which Des-
oartes safequarded peychological freedom, the “1.° If
societyreally isthe primary reality that con be mown
objectively, then social phenomena ond entities,
such az work arganisations, their culture, and their
members, develop and behave accoring to univer-
2al and immutable pattems, the baws that positivist
social scientists seek to discower and codify but the
exigtence of which they take for granted. In agree-
ment with positi vism's unded ying detemninism and
denial of the primacy of the individual, notions like
freedom, choice, momlity, and responsibili ty must be
mrecognized as misgquided legacies of the theological
era of hurnan development that socialogists, man-
agers, and employees must leaws behind thermn Like
that of particles moved by mechanic ar electromag
netic forces, the behavior of individuals is controlla
bla thmugh suitable incentives ond appropriate
gimctures. This “push-pull® or “billiard ball® per-
gpective pervades humon resoures monagermnernt
and organizational behovior, notably in a recent
texthook which affirne that employees are to be
motivated and defines motivation, in transporent
pogitiviat lanquage, az “the =set of forces that coiees
people to engage in one behavior rather thon some
alternative behavior” (Griffin & Moothead, 2012: 30}

Abrahoam Moslow's (1943) theory of humom motiwo-
tion (the hisrarchy of needs) et be the peychalogical
theory mostwidely toght in monogement schools; it iz
alzoa great ilnetrrtion of the abowe line of thinking. As
per Mmelow's theary, when managers are deprived of
an office with a view, their self-esteem needs couse
them to look for a new one in the sarme way Mewton's
lawr of gravitation makes their mobile phone fall when
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it iz let go. Similoddy, when on executive iz offered
a promotion, he must acept & owing to hie self-
actuali=zation need, the saome way sunflowers can-
nat but turn toward the sun. Now if employees are
maotivated by their managems, one can legitimately
wonder who or what motivated these monagers to
mativate their subordinates, or, for that matter,
what motivated Moslow ond the outhors of the
textbook =t quoted to write their works in the first
place. God (as first couse) or the pitfall of infinite
regrezs awaitz all detemministic pesychological
maodels and those who promote th em.

Inany case, edentific peychology has been fait hiul
to Comt &'z program beomse ithash allowed out whert
it zet to understand, the *1" if thizent ity i= understood
az the free, unemeead but consal ssree of behavior.
Beyond his little congideration for peychology, Comte
would have received peychoonalysis with some de-
gree of sympathy. Frend @005 1517, 61-68% was ad-
amant that hiz methods wer scientific, that his
model of the peyche was a naoturalistic one, and that
peychoonalysis will eventually claim ite dghtinl
place along, if not above, medicine ond many other
dizd plines such ag sociology, histary, philology, and
childhood education. Freud's fundamental assump-
tion iz that whatever a person does iz coumed by
events toking place in this person’s peyche, the td-
partite s tructure (i not the balonee) of which is part
af the person’zs immutable human nature. He further
beliewved that early childhood, especially ite sexm-
ally connoted experiences, maolds the internal dy-
namics of the mind, shapes peychic life, and
even tually determi nesadu lt beh aviar. Eventhough
the theory allows that patients, with therapeutic
halp, con bring up to conscionsness material that
wag previously buried in the depth of their un-
conec ious to recover partial control aver their con-
gcions lives, pesychoonalysis iz a deterministic
model of humon existence. In typical positiviet
fashion, it opens very attractive perspectives to
marketers, managers, consultants, and those who
study organizotions. Once they understand the
wotkings of consumers’ or employees’ peyches
through the tools that the theory provides, theycan
make better informed marketing or staffing de-
cigions or uncover the unconscious processes lay-
ing behind the expectations of marketz and the
problems of orgonizoati ona (th ese are rich themes in
the management literature; for a review of pey-
choanalys=is’ influence on organizational studies,
gee Armaud, 2012; for a psychoanalytic study of
marketing ond advertizing practices, sse Oawald,
2010

Bomemnticlam

Oblivious to Hume's devastating conclusions and
prefiguring Comte's positive philosophy, the philos-
ophers of the Enlightenment shared a few importomt
but genemlly unexpressed beliefs, distant legacies
af Plato and Aristotle. Although opposed on moany
subjects, they allagreed in considering that the world
iz a given and that reason and experience (o= op-
pozed to faith) will eventuall y lead toa complete and
coherent understomding of the warld. Enowladge
coames from the light of nature, and all questions can
be anawered, becmae there are methods available
by which they con be provided. Mareover, all an-
gwerz will prove to be compatible with one another,
aznature izstructured, stable, and predictable. Art is
to reprezent and glorify nature; morality is to promote
respect, equality, and dignity, upon which rest peace
and hemmony . Whet Newrtonion science achieved for
the warld of abjects, philoeophy iz to replicate for the
world of men and their affais, including sthics and
aeathetica Plato's Truth i= within reach; philosophy,
helped by science, iz about to mle. Enlightened hix
manity iz an the werge of unprecedented =ocial
progrees: Onee a perdect knowledge of men's goals
and of their inner workings iz established, a just and
poepercus society will outomatically follow, agree-
able to all men since arrived at through a univemsal,
sdence-like approach. Universality, objectivity, f-
delity, symmetry, standarda, discipline, and ratio-
nality were the main thernea of the Enlighten ment's
confident program (Berlin, 1983: 113-120)

Hat everyone subscribed to thizs optimism, how-
ever. The German romantics, as they are called to-
day, saw will, not reason, as detemnining man’s
ends. For them, the warld iz without arder, purposs,
ar meaning: These have to come from man, and logic
has nothing to say about this creative process, Cwer
maticnal ity and objectivity, which they sow as cold,
petty, and anly concerned with calculating mom‘s
means, ramantic authors elevated freedom, pas-
gion, imoagination, ond subjectivity, all notions
which are central tolife but remain beyond science’s
mach. Mankind has to escape fom sclence to free
dom: For momantics, science has fmiled to deliver
gince science connot explain freedom yet reedom
iz a fad. Undemtanding iz smothering, analysis,
murder. Noture isinexhoustible; it willnot, itconnot,
be tamed, let alone coerced and contained in for
mulae. To think that life, in ite chaotic and infinite
variety, oon be adequately encapsulated through
exact mathematical signe is preposterous hubris.
Science prides itself on studying what there
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allegedly i=; what there is, is not only indescribable,
but alzo studying it estranges one from what there ia
not yet, rom what there could be. The laws that
gcience seeks to discover and codify do not follow
from facts, becoise no number of observations con
prove them, as Hume tought. Rather, events follow
from scientific laws if these are true. What there is to
Imow, what can be known, how the book of nature
can be read aza model forman’s life and society, the
Enlightenment philosophers’ cheessions, were no
longer the relevant questions. What mattered to the
mmantice was what maon con will. This wasz an
ethical, artistic, and existential quest in addition to
being an epistemaol ogical one.

Pushing thiz line further, Johann Fichte {1931}
hald that monm’s conception of the wordd had no em-
pirical baziz and that this absence of empirieal
contingency was precisely what freedom meoms.
Despartes and Locke were mistaken: “1" iz neither
a given nor a blank slate imprinted by experence
but iz the result of man's actions, the produet of will
encountering rezistonce. Bather than trying merely
to understand it, nature is to be given meaning and
structure. Submizsion to the cousal treadmill of the
alleged “laws of phy=zice” iz suicidal stupidity, at-
tractive only to the weak-willed incapable of
inwenting a life for themselves. Mohwre provides
the shapelezs raw material; men invent mules and
abjects. Life connot depend on contemplative knowl-
edge becouse there iz no such a thing asz dis-
interested cbservation of nature: “I do not hunger
because food is before me, but a thing becomesfood
for me becouse [ hunger; 2o [ do not act az [ do be-
cause a certain end is to be attained, but the end
becomeas mine becouse | am bound to ac in the
particular manner by which it may be attained. [...]
The end does not determine the commondment; but,
an the contrary, the primitive purpart of the com-
mandment determines the and” Fichte, 1931: 112).

The romantic hero iz the creator, the ortist, not
the scientist. Man iz to reaffirm his humanity by
inventing and asserting his own ideals by way of
rezolute action. Since the world has no intrineie or-
der, the notion of “rational happiness” iz oxymo-
mnic, pusillmmimous, and contemptible. Whereas
“enlightened” philosophers sow culture as a de-
terrent to violence, for Fichte, violence was the price
for the existence of cultures. Universal values donaot
exist: Between peace and harmony by way of sub-
jection to an alleged natural order and the possi-
bility of choos ond war out of freedom, Fichte
mazalutel y chose the latter. For similar easons, ro-
man tic authors thought that it was a mistake of the

firat arder to beliewe that there weare absolute, un-
beakable, and scien tific lows of economics ond of
commercs bayond humon control. Cancepte of eco-
namic law or foree, such asz that of supply and de-
mand or the idea of an in vizible yet benevolent hand
of the market, were in their view pothetic absurdi-
ties. Those advocating such concepts only seek to
pmtect their enviahle social status, justify poverty
and exploitation, and transfer the responsibility of
their actions upon some =zort of divine lowmaker.
Economic institutions and regulations, money, and
trade have to be the servants of man; they are to
promote life, arts, and spiritual development, not
gtifle thern Economics iz not a given, and it connaot
be mankind's ultimate horizon either; it must be
molded to mon’s ends (Berlin, 1995 124-127)

In the monagement literature, the above ideas
find their most visible expression in the works of
Tam Peters. In books and articles publizhed in the
wake of the successinl [n Search of Excellence
lcoauthored with Robert Watermon, 1382) and in an
increazingly volatile prose, Peters has bean advo-
ocating a line that, despite the genemus size of the
wvolumes in which it iz exposed, iz easily summa-
rzed. For Peters, excellsnce iz a crusade: on ideal
ever-changing, never to be achieved, yet to be pas-
gionately and relentlessly pursued. Adamant thert
formulae will not do in a time of perpstual change,
Paters (1991: 20-21)enjpins manage= to “get beyond
rmaticnal anal yeis,” break the riles, and ignore stw-
tegic planning. Rather thon sterile thinking, mom-
agers must hawe “a bios for action™ (Peters &
Watermon, 1282: 1196f): They must experiment,
seak out, and try out new ideas, copy succesaful
oneg, obearve, maet employees, listen to suppliers
and customers, shout, tell stories, encourage, praise,
seold, celebrate, talk the walk and walk the tallk
Monagers must live monagement becouse, it izonly
in living it that they will understand their orgami-
zation and ite environment. They must manage “by
walking around” Paters & Waterman, 1982 12,
Peters iz unrepentant: Only in acting, even at the
prce of failing, that componies leamn; in foct, firms
should actively seek out foilures, for the bigger the
foilure, thebigger the leoming. Faithful b Schumpeter’s
“creative destruction™ motto, Peters (1930, 1991} re-
minds hiz reacders: “Get innovative or get dead.”
To “thrdiwe on chooe” orgonizotions must rein-
wvent themselves constantly, eliminate middle-
managers, devalve power to the lowest possible
lewel, and involve everyone in everything because
“there are no limits to the ability to contribute on the
partof the [...] committed person” (Peters, 1987: Z8L)L.
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Indeed, in characterigtically romantic fashion,
Peters (199]: 14, my emphasiz) holds that “the azeet
walue of our firma i= no longer in emokeatocks, but
the skills ond will that reside in the collective
heads and hearts of employees.”

A romontic philosopher of sorts, Mietemche op-
poged Darwinism for reazons that have nothing to
do with creationism.  Dorwin were to be corect,
Nietzache (1968: 47, 364365, 2003: 86-87) argued, if
evalution really meant “survival of the fittest,” that
iz, "of the most adapted to the environment,” then
biclogical divemity iz impossible to explain. Con-
wvergence can anly obtain i the unique and un-
ezcapable criterion of survival and reproduction iz
environmental fitness. Mietzmche also held that
Darwinist evolutionism pictures species asz in-
exarably forced to perfect stotes of adaptation.
Darwinism iz deterministic ond externally driven:
Species survive, ewvolve, and repmduce neither
mndamly nor az they wish, but as they muat, that is,
az the environment dictates. This principle was for
HMietzeche an insult to life and especially to homo
sapiensz. In his view, that species haove survived
changing conditions and multiplied to the extent
that they have con only be accounted for by an in-
ternal resistaonce to the environment helped by an
abundance of resources. In aDare iniom outlook, the
more adapted, the mare fragile to a change in the
environment. An evalutionist himself, Mietzmche
concluded that evaolution connot be driven from
without, but from withing it iz not the most adapted
that survive and multiply, but the most adaptable. In
HMietzache's terma, the more adaptable spec ies, such
az the human one, are those which exhibit stronger
will to power.

I Mietzeche iz carrect on these accounts, then, as
Paters insists poge after poge, arganizations should
be wary of being too adapted to the market or in-
dustry in which they compete (a regular theme of
Petaers’ from his first work onwords; see, ie., Peters B
Waterman, 1382 106, or Peters, 19391: 19). At beat,
adaptation only buys time; ot warst, it spells ex-
tinction when market conditions chaonge. Rather
than aiming for perfect adaptation, firms should
walue flexibility, to be able to react to evol ving con-
ditions. That is, they should be wory of tight and
rgid business processes; mther thon efficiency,
they should strive for effectiveness. Successleads to
failure becouse it tronsforms bold and nowvel ot-
tempts into sacrosanct business habits that destroy
adaptability (Peters, 1991: 18; see alzo Tushman &
OReilly, 1997). The most efficient processes, such a=
the mowing aseembly chain, are the most inflexible

and make firms frmgile (aline that operations mon-
agement authore have argued for some time; zee,
ie., Lee, Z00L: 114} Job descriptions are to be bumt
outright, for employees must look at the bigger pic-
ture and “think in ‘wholes™ (Peters, 1930: 25). No one
izbetter suited todo this thon “renegodes,” “croazies”
that firms should employ, who disregard “fat rule
books, " imritate many but contribute ond evangel ize
Peters & Watermon, 1382 xxiii). Monogers must not
hire employees baosed on the degree to which they
“fit" the orgamizational culture, becouse the more
they do=o, the mare difficult it will be for this culture
to change when, not if, it will have to. They would
better hire az great a diversity of profiles as is pos
gible; doing this will help their orgonization resist
“groupthink” and will ensure that it walues contri-
bution above conformity. Within limits, disogree-
ment iz source of contribution (Peters, 1991: 10-11)
Farallthese reasons, Peters’ works, irrespective of
what one thinks of them, develop an extended eri-
tique of monogement az an empirical or mtional
activity and extal the power of the uneontrol lable
individual. To generate walue for customers and
shareholders, Peters’ maonagers mmet in their own
waye be artiste: They must mobilize energies above
cantingencies to impose resolutely their vizion onto
their organization, empl oyess, markets, and so farth,
like sculptors carve blocks of marble, like maestros
lift orchestras abowve musicions’ individual scores
and achieve musical ecstasy. Petem’ firet book titles
and subtitles tell this story better thon a long anal-
yeiz: A Pazzion for Excellence (with Mancy Anstin,
1990}, Thriving on Chooe A Handbook for o Man-
agement Revolution (1987, Liberrtion Management:
Necezsary Discrganization for the Nanozecond
Nineties (1992), or again The Pursuit of WOW! Every
Persnn's Guide fo Topey-Turvy Times (1934). Know-
ingly ar not, willingly or not, Peters iz a romantic
management author, in form and content.

Edstentlallam

Deapite the romantics’ warnings, positiviem tri-
umphed by the laote 15%th century. Itz inherent de-
terminism oz exemplified in peychommaly=is led
thinkers to look for alternatives, however. One of
these iz existentioliem, a rich i loosely defined
philosophy, the distinctive ascientific ond almost
poetic flome of which has burnt in the works of
writere united in their opposition to systematic
models of mon and =society. Each in their own ways
and sometimes in opposition to one another,
existentialists wrote to remind their readers of the
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supreme importanee of choice, responaibility, free-
daom, and authenticity without which they belisved
momn ‘zlife iz nonsengical . Overand again, they point
to experiences such as foith, empathy, love, oes-
thetic consciousness, or artistic inepiration to insist
that, whatewer mon is, he connot be adequotely
mprezanted by a mechanical model, no matter how
sophisticated . For these thinkers, if existen ce really
iz determined, then humon beings hawe been in
catastroph ic errar about themselves for millennia.
Concepts like intentions, efforts, morality, or justice
have to be discarded. Purposive behavior is merely
instinet; action must be reinterpreted asz reaction;
mtional ity must be reonalyzed as irationality, and
mepondhbility iz in foct iresponsibility. In a de-
terminist outlook, mom i= a string puppst, a non-
pergon, in the sense that he iz no longer the
embod iment of a self-determined “I° but meraly the
focal point of internal and extemal, post and present
forces, which reault, with the help of uncontral lable
biological processes, in the movements of the limba.
For existentialists, accepting this picture of man
iz failing hurnonity; they see determiniam az a
degrading position that siripe mankind of ite abli-
gationa toward iteelf. Perhape maore important, to the
extent that pemonal responaibility is inecribed in the
care of the Christion credo and since Christionity is
a pillar of the Westem ethos, determinism iz a subtle
attock on Western ciwilization’s foundations.
Among these quthors, Sartre (1968, 2007) held that
freedom i= the primary daturm of humon existence.
The ezzence of man, his consciousness, iz nothing-
ness, for if it was a thing (on object) it could be acted
upon and would not be free. Yet free it is because it
muat be: Without freedom there iz no choles, no oo
tion, and no intention, all notions without which life
connaot even be conceived. Mon behoves not e
ocouze he iz coused to reoct, but becouse he hos
reasone to act Sartre, 1988 530-533) Man is never
dewvaid of choice: At every moment, he makes de-
cigiona, the ultimate one being to continue with Liv-
ing. When one believes that one does not have
achoice, Sartre’s demand iz that one elevates one's
lewel of conscionsness until the point where one
mcognizesthat thizizan illneion, thatone does have
achoice, even if it entoils ending one's life; at min-
imum one con choose how to die. The one choice
man does not have iz that of choosing: “[Mlan i=
condemned to be free. Condemned, bacouse he did
not create himself, yet nonetheless free, becouse
ance cast into the wodd, he iz responsible for
everything he does” (Sartre, 2007 29). To balieve
that one’s choices are constrained or that one’s

mepongihility iz limited was for Sartre a self-
inflicted debilitating enterprise stemming from
a cowand ly wizh to be socially sonctioned and en-
capaulated in the desires of others. Man has to foce
hiz nothingness and his absolite freedom alone; he
must reinvent himself everyday through his actions.
External supportz and agencies are illnsory and
demeaning, becouse they imply that mom finds
value in something elze than himself.

Mot that one should feel free to do whatewer one
chooses: Sartre (19686 273f) insisted that ane recog-
nize in others the essence, that is, the nothingness,
that there izinoneself. One istotreat the othernot as
an object but az an "L" for one’'s freedom rests on
the freedom of the others. Not only must [ resist ob-
jectification in the gaze of the others, but alsa, for the
others, my own gaze must not be an objectifying
cage. At the same time though, my freedom and re-
gponeibility expond much further than my person,
for what I do exemplifies my values and setz an
example in the eyes of the others: "1 am [...] re-
gponeible for myzelf and for everyone elee, and am
fashioning a certain image of man as I choose him
to ba. In choosing myself, I choose man® (Sartre,
2007: 24-25). Every action, then, iz a commitment,in
one's nome a8 well az in that of mankind. This re-
gpongible freedom iz demonding and source of
anguizh, but it iz aleo liberating, becouse it opens
unlimited horizons. Exdstentialism is tough minded
but optimistic: The post connot be und one and the
present iz what it is—the fnture, howewver, is what
man makes of it.

Thiz wery fertile line of ideas could be expondad
much further (as well as criticized), but not here.
Far itz central emphasis on comrmitment and re-
eponeibi lity (terms that were virtnally nonexistentin
the philosophical glossary until then), existential-
i=m wasz bound to stir the interest of monogement
writerm. Attempts to bring existentialism to bear on
management thought date baock ot least to 1960
Rica, 1980 Odiome, 1966), and some have gone as
for az crediting existentialisrn for having a deep
influvence on public administrtion esearch and
practices (Waugh, 1938). Far others, organizational
theory has astill to absorb and make sense of exis-
tentialiem's lessons Macmil lan & Mills, 2002} Inany
ocaze, existentialism led monagement wiiters to en-
gage in and pmmaote soul searching. Calling for
a “revolution from the top,” Richter (1970 415)
memindad executives of public administrrtione of
their fmedom to choose. "The maonagement term
for choice,” wrote Richter (1970 417), "iz decision-
making.” Administratore must stop hiding behind
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eatablished systems and procedures, shed their
buremeratic indifference, and accept the responai-
bilities of their decizions.

Spillane and Martin (2005: 93) agree, applauding
existentialiste for reemphaszizing, in their own
ways, the gulf between formal descriptions of re-
lationshipe (such aszjobdescriptions) and the reality
af relating. Whereas traditional monaogement liter-
ature fovors ecientific, objecti ve views of people (az
humon resources), on existen tialistic one stresses
the importonee of aoutonomy, empathy, and sub-
jectivity in human relati onshipe without which large
gtructures con only become impemonal buredu-
crmcies. In their view, employees always retain
a degmee of self-control and hawe to accept the re-
gponeibility of their actions, insofor as= they could
predict their consequences. Managers' atternpts at
maximizing their freedom while minimizsing their
mapondhbility are childish and self-defeating. As
adults, they should weloome the onxiety that in-
alienable responsible freedom generates asz the
proving ground of their moturity. Spillans ond
Maortin (2005 19) note, however, that employees
who express their autonomy in the workplace will
nat be accepted by those who want to control thern.
In an arganization, whoewer azserns his inalienable
freedom iz an obetacle to monagement and is lkely
to be treated az such. i employess yield to manoge-
ment, it con only be for pragmatic reasons, beconse
they zee their personal interests in obeying rather
than in dizobeying, in other words, beomse the ton-
gible cost that would follow from dissent iz perceived
= exceading the moral price attached to submission.
In this outline, authaority granted to maonagernent iz
mvedlad az an idiceyneratic illueion, "a confidence
trick” with which employees fight the anguish sterm-
ming fromm their respongible fresdorn (Spillme B
Mortin, 2005: 8). This outhority connot be justified
beyond the foct that, without it, monaogers and em-
ployeesz would not be able to act o all.

Spillone and Martin (005 87-89) further ahearve
that Chester Barnard made wery =imi lar points when
ha dewal oped his theory of autharity in his londmark
and =till influential The Functicns of the Exscutive,
first published in 1968, Barnard (1968: 168-163) indeed
obzerved that employees assent to monogement
it harity only within their " zone of indifference,” that
iz, that one aocepts orders when these refer to the
tasks ane implicitly accepted when one beomme an
employee. In his view, the ronge of this zone of in-
difference depends “"upon the degree to which the
indumementa excesd the bumens ond socrifices
which determine the individual's adhesion to the

arganization” (1988: 168). Authority, then, comes from
belowr: It rests with those to whom it applies. It i=
a zubjective notion that is dissolved by dissent. In
words that could have been Sartre’s, Bonard (1968:
170} called the belief that authority comes from abowve
“the fiction of superior outhor ty. * Li ttle surprise then
if he closed his stndy on an exd stentialist-sounding
“dedoration of foith® in which he asserted hiz bealisf
“in the cooperrtion of men of free will [...] acce pifing]
their responsibility for choloe™ (1968: 298] It i= wvery
reaaonahl e to infer that Banard had been exposed to
mme form of exstentialist thinking when he pre-
pared the lectures that would become his fomous
book. I this is the cose, existentialism’s inflnence on
the conons of management thought deserves to be
explored further.

Pos trmod ernl am

The firt mmontices were moderate in their demonds
mnd merely sought to reafirm humon freedom and
dignity in the fore of the determiniem implied by
Mewtonian phydics. They accepted the existence of
ecientific lows but did not wont man to become their
servant and aspired to preserve a place for mythe and
magic in an increaingly industrial and ulon world.
Leas retmined authors, such as Fichte, refused to yield
to the autharity of anything, even of plain focts; they
were happy to sacrifice peace in the nome of idealized
pemonal eedom and power. In the event, rmanti-
dam did not survive the 19th century for long; after the
destructions of Warld War I, the ideals of the former
and the exaltation of the latter mode way for more
tangible and mmediate concems. For all that, mo-
mantidam, for better ar worze, definitively dispalled
the idea that in ethics, aesthetics, and politics, truth is
achiewable, that there are objedtive ariteria acooming
to which one con decide which view iz superor
Wherenz before romonticiem debotes wem about
goals, the means to reach them and their conee-
quences, al of which were deemed to be objectively
measurable, since romanticiam the discussions
have been limited to motives, with the implicit un-
derstanding that consensna will be impossible. In
other words, the Enlightenment project as it (per
hape naively) culminated in poaitivism had already
beendealt a fatal blow in the hands of the romantics
before being slmghtered in the trenches of North-
Eastern Frmece. It was to be supplonted by mod-
erniam, itealf 2oon superseded by postmodernism.

After Flato, religious and atheist philosophers
alike acceptad that Inowledge was virtue. Forthese
thinkers and regardless of their great and many

33



2018 Joullia

173

differences, Truth was the unique, ahistorieal,
extro-human, immutable, ond ultimaote, that is,
God-like, value-objective in the pursuit of which
men should and could come together. I the ro-
mantics are right though, if absaolute tuth iz no
longer achievable, or if it iz not unique, then
‘Weatern thin king has been a misguided effort from
itz Platonic start. In the postromantic world, asz
HMietzache zaw, truth and it loyal servant, reazon,
are demoted to the status of tools among others. The
mice to pay for this demaotion is no less than apoos
lyptic, for if reason iz not an infallible guide, then
approaching ethics, aesthe tice, and politice rationally
has bean a laughahle enterprize, doomed from the
outeet (on thiz general theme as well as Nietzache's
digmoatic, ses Machtyre, 2007: 51-61, 109-130). In the
wake of the death of the Absalute (God for Christions,
Truth for atheists), certainties of allkinds are evealed
@ illnsary, amgaont, and oppressive. Uncertainty
niles, sacte multiply: A maoral crigis of epic proportion
loome. It was then only a matter of time that, after
ethice, aesthetics, and paolitics, next in line tofall was
episternalogy.

From abowut 1970 onwards, author= argued indsed
thert the notion of a nohral and abealute empirieal
bedmde foimdation, taken for gramted by the Enlight-
enment thinkers ond their poaitivist snccessors, woas
an illn=ion; the most one con do iz uphorn masks and
decipher metaphoms, Inowing that behind each one
there would be yet another The Enlightenments
moject iz iteelf imcovered oz an elaborate enterprise
in deception which, under the cower of universalisrm,
mlied on sdence and philosophy's rhetoric to secure
the elited’ power over those it was meant to emand-
parte. Mot only is Imowledge power, but aleo, as Michel
Fouomlt (1978 insisted, power iteelf iz knowledge,
becmse it produces only the knowledge that offimma it
mnd decidez who con produce knowledge. Iz true
whitewver achieves power. Man has become an artifi-
dal creature, a produd of the technosphere’'s dis-
mures, iteelf a servant of the controlling closees”
degire for perpetnation. Explonation muet give way to
interpretation and objectivity to perepectiviam; anal -
yziz iz replaced by decomstruction and metaphysics
by metonarmative. Western philosophy, rather than
being the expression of on encompassing and disin-
terested quest, iz in fodt “old dead white men's phi-
losophy” (Inglis & Steinfeld, 2000} The individual itself
evaporates; there remain collective and individual
nmratives playing out uncontrallably and that are to
be endlessly genealogically interpreted and reinter-
meted, gince no interpretation iz final. Definitive
meaning disappears, buried under layers of

interpretation; rationality fodes into irrelevant dis-
course. Science iz only a narrative among many,
“congpicuous, noigy and impudent” (Feyeraband,
1976: 295). Language iz a game whoze words loge
and acquire signification depending on context,
iteelf nothing else than text and interpretation of
text. This series of substitutions and abondonmen ta
iz postmodemism’s antifoundational founda tional
diognosis, prescription, and ressorch agenda (=ee
Shalin, 1933, fora critical review). Overthese ruins, it
iz not surprizsing i moral relativism has prevailed,
traditional values collapeed, and nihilism =ettled,
az Nietzeche (1968: TH) predicted it would. The ab-
sence of culture iz still culture; junk iz now art and
noize, music. “Hyperreality” (ean Boudrillord's
(1934} coinage for the representation of reality in
the mediasphere) and itz simulacra hawe taken
over. The disappearance of memming compounds
the owerall moral and intellectual confusion;
Western thinking lies on ite deathbed Sloterdijk,
1987: xxvil. In any cas=ze, pride has given way to
shame; whereas, for centuries, the West thou ght ite
misgion wasz to conquer and enlighten the world,
now it seeks repentance for ite colonial post. The
empire truly has collapsed.

Postmoderniem’s dizssolntion of abeohites accords
well with business in a multicultural world, the de-
mrterial ization of the economy, the virnalization of
the office, perpetual change, and the adwent of the
Information Age. As societies frmgment under the
prezsure of cultural relativism, mass production of
goods iz supplemented by custom ization of services.
Corporations nsed to serve populations whose as-
pirations they gought to und erstand; they now target
individuals whose desires they make concerted ef-
forts tozhape and whose sense of agency they try to
mduce to a shopping craving, Consumerism tri-
umphs: While Cartesion mom considered thinking
az proaf of hiz exigtence, postmodern man connot
conceive of himself outside of compulsive con-
sumption ond instant gratifieation. National flags
loze their foree in the foce of commercial logos,
dinner table sermons concede defeat to marketing
dizcourses, and the author ty onee deriving from the
Ten Commondments now flows fram ubiquitous
global bronds. In the hyperspace, fitms compete
through elaborate normatives becouse for many,
virtnal reality i= maore real than reality. To the de-
light of marketers, words are malleable and their
gignificonce can be streiched to extracrdinary
lengths: Advertizing compaigns seriously pretend
that brands have a personal ity, machines are sexy,
and scented aermaolz make families happy.
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“In the hyparspace, firms compete through
elaborate narratives because for many.
virtual reality is more real than reality.”

Moderni ty substituted form labor for foctory labor;
postmodernismm has substituted the foctory for the
“office where symbola (words, numbers, computer
icons) are anal yzed and manipulated” Fox & Miller,
1998 43Z) In the postmodem workplaoce, unity of
command and centralization of nformoation hoawe
been meplaced by decentmlization and networked
communications, while Weberion hiemrchies have
become fluid adhocracies. In the absence of fized
foundat ione, perpetual organizati onal change iz the
norm. Organizations are the new fomiliss of their
dizariented employ ees; orgonizati onal ways, evenif
ever 2o transient, are elewated to culure stos.
Monagement iz now leadership; indeed, constant
chonge iz not 20 much tobe monaged than it is tobe
led through on 8-step process (Eotter, 1935) that
amountz to lttle else but coreful story telling.
Privacy haz become notional as commmunications
are gpied upon by corporations ond government
agencies, individuals® whereabouts are monitored
by wideo surveillance, and shopping or Internet
brows=ing habits ae extrapolated into peycho-
logical profiles. For critical monagement scholars
many of them inspired by postmodemism’s
themes), the objectivilty demonded by positivist
mzearch iz a mirage, for reality (especially social
malityl iz always constructed, never passively
moorded. So-called argonizational science is thus
for them synonymous for monogedalization (for
overviews of postmodernism’s multiforious influ-
encesz on critical monagement shidies, see Adler,
Farbes, & Wil lmatt, 2007 or Fournier & Grey, 2000). In
thiz context, George Orwell's dystopia doss not
seam 2o for off. The moral crisis hos tromsl ated iteelf
into a finoneial, social, culinml, political, and envi-
mnmental one. For the West, the end of the line does
zeem to be in sight; at any rate, as postmodernists
inaist, human exdstence iz nowtext tobe interpreted,
symbals to be deciphered, and data to be mined.

Other Philoaophies

There would be consid erably more to say, espe-
cially with regard to epistemology. Important
themes like idealism, empiriciam (beyond the few
commente offered on Locke and Hume), dialectical
materialism, phenomenaology, hermeneutics, and

postetructuralism have been aomitted. Rich and
fozcinating a= they are and although debated for
mme in the monagement literature, these philoso-
phiesdo notpropose major additions, in the context of
a disrnasion that seeks to identify the major philo-
sophical roots of dominomt monogement concepta, to
those reviewed. Idealism iz intimately connected
with rationalism ond =o iz empidcism with pod-
tiviern; united az they are in their common dismizeal
aof timeless absaolutes, hermeneutics ond post-
structuralism, deaspdte their many divergences, can
be subsumed, with coveats that connot be offered
here, under the postmodernist movement (Shalin,
1993}, Similarly, phenomenalogy does not nead tobs
differentioted from existentialism for itz focus on
intentionality Soartre waza phenomenalogist befors
deweloping his existentialism}and from empiriciam,
owing to ite insistence on unmediated first-parson
experience, on the other. As for dialectical mate-
rialism (Marxism), allowonee made for ite histori-
ocal and social importance, ite marginal inflnence
on what iz tought in monagement schools today
does not warrant ite inclusion in this argument.
The same goes for neo-Marxiam, the presence of
which iz undetectable beyond the borders of eriti-
cal management studies. These obeervations do
not hold for the works of Aristotle, Immonnel KEant,
John Stuart Mill, and George Ed ward Moore. These
philozophies, the ethical dimensions of which are
routinely tought in business ethics claszses, have
already received considerable attention in the
management literature; including them here iz of
little interest. For similar reasons, the discnssion
affered stayed clear of the maral implications of
the themes selactad.

Monagement being a pragmertic activity that con-
naot be detaoched from the necesdsity of achieving
tongible results, one may be surprized not to find
above a section dedicated to pragmatism. Prag-
matien iz an almost exclusively Narth American
philozop hical moverment that started in the late 19th
century, met with considerable success in the first
half of the 30th century, declined almost to extine-
tion from about 1950 onward before enjoying a mul-
tifoceted if indirect revival since the mid-1970=. In
the words of one of its founders, progmatism woas
a “new name for some old waye of thinking™ {eub-
title of James, 19751%07), namely empiriciem, of
which it was said to be a mdical form; James’ goal
was indeed to arrive at unassgilable Imowledge
by ground ing it upon ite practical consequences at
the expense of any other concepti on. This lad James
to reject foundationalisr, that is, to dismiss any
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atternpt to establish tmth on a priori postulates.
Pragmatism connects here with postmodernism: Az
mentioned, postmodern philoeophers, beyond their
many disagreements, are united in their dis dain for
timelezs principles. i, as they argue, Inowledge iz
not an unchangeable givenbutisconstructed on the
abjective of legitimizing power and =ocial domina-
tion, then the truth of a proposition i= not tobe found
in a man-independent substratum but, as James
taught, in its practical outcomes. This perhaps un-
expected congruen ce between early and late 30th-
century thinking explaine pragmatism’s return in
philosophical grace (Kloppenberg, 1996). Far these
mazons and again in the context of the present
discussion, pragmatism’s classic formulation does
not need be differentioted from the few comments
an empiriciam offered earlier; as for pragmatism’'s
mvival, it con be seen as belonging to the broaoder
postmodernist movement.

MAEING SENSE OFIT ALL

The for-reaching implications of the foregoing con-
not be exhousted here, but some first comments con
be affered. Superficial as it had to be, the account
affered abowe iz enough to show that mon agement
acodemics, even those who do not teach business
ethice, hawe long based their arguments on main-
giream philosophical traditions. The idea that dif-
ferent kind=s of people require different kinds of
education iz of Platonic arigin, and =0 iz the as
sumption that monagement iz a body of univemsal
concepts that con be taught. When one advocates
a framew ark inspired by Drucker's monagement by
aobjectives, when one iz adamant that monagers are
paid to achieve results, when one believes that the
future of on ergomization reats on the shoulders of ite
CEQ, or that effectivensss in action iz all that really
mdtters, one promotes ideos that found their fimt
exprezaions in the heroic poemsa. When one teaches
econamics or game theory, one relies on a picture of
man a= rrtiona anirmal artieul ated by Descart ez, and
when ane argues that project management ie first an
exercize in tosk decompod tion, one has accepted the
umiversal walidity of his method. When one belisves
that momagers are to deduce their octions from in-
gights taken to be self-evident, one inscribes oneself
in the rationalist tmdition. Conversely, when one
holds that monagers must base their decisions on
walue-free evidence and that crgoni zations and their
employees behave aoording to law-like potterns,
ane has accepted the o amatic assumptions of pos-
itiviern. When one believes that orgonizations can

only survive and grow by being innowative and thet
imovation has nothing to do with rationality or expe-
Henece, one argues a distinctively romanfic line. When
one ingiste that monagers remain always free and re-
gponeible for their decigions, one bomows from exis
tentiolism’s main theme. Lost, when one holds that

guage, that all is at bottom a power gome, that male)
mEpirations ae constantly working and that arga-
nizations are not to be monoged on the bomis of in-
exigtent facts but led by way of narmatives, symbaols, ar
other culturl artifocts, then one hoe been influenced
by postmodemism. Genuine imovations n manage-
ment litewrture are extremaly rame, just oz they have
been in Westem thought. What management anthors
do, Imowringly or not, iz to izolole one threod ond
mezent it az fomming either the dominafing or most
intereating pottern of the entive fobric Like those of
o tapeatry though, intellectual threads are not mean-
ingful by themeealves; they aoquire their interest and
import when seen in the context of the overall drapery.

Uncowering the philoesophical foundations of man-
agemantt honght willgo a long way toward clarifying
mniradictions that have plagued monogement aca-
demia for decades, becmse tensions which howe
developed within Westem philosophy have found
their way in what i= taught in monagement schoal
today. One connot consistently view employees as
sources of new (Le. unpredictable) ideas and as hu
man rezowrces whose behavior con be predicted by
way of deterministic pesychological theories; one
amnot hold that employess are peychologically
mntrallable, yet hold thern to be moral ly responaible
beings; one connot teach business ethice and the
view that momagement isorshould be a science inthe
aome breath Similady, one connot conceive of con-
mumers a2 mtional agents, as economice or game
theory agsume, while at the some time being driven
by an owvemll pleaeure prindple, oz parte of morkeet-
ing and consumer behaviar theories maintain, In-
dead, one connot simultonecusly advwoarte freedom
mnd determinism, ot least not without considerble
philceophical sophistication that the monogement
literarture does not come close to offering. Similarly,
one oannot advocate scrumilons shudy of arganize
tions and their envimnments as the zole source of
astrotegy and sirmlonecusly hope that new ideas will
gpring from such endeawors, for one connot be an
empircist and a rationalist at the some time: Hther
ideas come from without, or from within, Hther one
learns from experience, or one plane (because one
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lmoera) firet, then actz second fcf the Mintzherg—
Anentf controversy o luded to in Mintzhery, 1936). Or
again, one procesds either inductively from particn
lare ar deductively from universals. The long-running
debate about the relevanee of monagement research
twhich pretends to universality) to monogers {in-
terested i n particular eeults) is mitnlly approached
in theseterms (A rom & Salipante, 3003). Further, if one
iz pazsionate about what one does, then one will not
amept being constmined by troditions, material
contingencies, or even apparent logical difficulties.
Poesion and rationality are not compatible; Peters
musgt be granted consistency at least on this point.
Besides, if argomizations are brrational entities (o=
vergions of institfutional theoary allegel teaching
management students cold analytical ekills iz un-
likely to help them or their employers). Lost, if one
beliewes that all the above dichotomies are mis-
quided beconee langquage iz deception and grammar
God in plain clothes, that thers iz no such a thing a=
tuthiaor if there is, that it is unobtainable), then one iz
com i thed to a vergion or another of postrmodernism.

After Comte, nahwral sciences have emerged as
enterprises seeking to fommalize natural lows; after
Godomer (203 od—xxdii), humon sciences ae often
characerized az exercises in understonding. Now if
one believes that momogementis an invention ond not
a discowery, then management belongs to the sphere
af the humon sciences and what i= tought in man-
agement schoolz finds itz rootzs in longstonding
philosophical aruments. If this is the casze, studying
managemant concepts demands reaching bade to the
ooneeptual substrerta thet sow them grow. Simplified
@ it ig, the overview of Western thinking offered ear-
lier com be read o= an illustration of this view. Con-
wvergely, if one believes that, although monogement
mneps are themselves mon-made, they point to
phenomena which predate man's imderstanding of
them, then one iz boimd to believe that there are uni-
wergdl and value-free methode available to monagers
through which they con improve their practics. Sd-
ence az pogitiviam defines it is undemtandably the
firet condidate in the quest for a model through which
these manogement phenomena am be disoovwered,
mdified into laws, tought, and evenhally imple-
mented; little wonder if Frederick Toylor called his
methods “scientific.” Az Ghoshal (2005 77) noted, this
positivist, aclentific pergpedive hos emerged as the
arch-dominating one within monogement academ ia
ower the last decades. It price hoe been exacting,
howewer, for, as Ghoshal lamented in the same con-
tribution ond as many critics hawe held agrinst Tay-
lorizm), it bas meant that subjedivity, intentionality,

Ieedom, and reeponeibility {the existentialiste would
amy: “humanity”) had to be taken out of whatever
“equation” ar kaow-like genesmlization was tought to
management students. Worthy of note is that posi-
tiviemn iz itself a philosophical tradition, built on
philosophical arguments as on attempt to overcome
philozophical problemsa. In other words, even if one
believes that monagement iz or should be o poai tiv-
=t ecience beomuse arganizations are governed by
invariable laws, one must =till accept the claim
made above, albsit at a degree once removed: Un-
derstonding manogement conceptz requires un-
derstanding the philosophical foundations thert
made their famnul ation posaible in the first place.

The very concept of monagement eduortion is pred-
jomted on the asmurmption that there exdsts a body
af Imowledge without which the proctice of manoge-
ment iz defactive. Sincs technica knowladge dossnot
age well and tend=to be industry-specific, this body of
Imowledge must be of azort thatendures through time
and iz generdc encugh that maonagers require it in a=z
many af their activities as= iz possible. Now if man-
agemeant iz “getting t hings done through people,” then
managers do mot do anything by themeelves (they
howe others doing it for them) except commimicating
in all ite forme, crally and in writing A= the Sophists
oow in their own ways, monagement iz first and
foremost a linguistic practice and rhetoric the most
important skill of monogers. Besides, if one accepts
thert thinking s talking to oneself fos Soorates explains
to Theastetus in Plato's eponymous dialoguel, then
reagoning iz illueory # one's internal dialogue is
muddled by terminalogical onfusione One cormot
make meaningiul deckions, study nsightfnlly argo
nizationa, or ponder over ane's place in the waorld if one
does not understand the tensts and consequences of
the words one uses to frame the prablems one iz trying
to zolve: Be it in monagement research, education, ar
mactice, genuine mderstonding condists in recognizs-
ing one's bioses lnrking undemeath one's apporent
detached objectivity. To communicate meaningfully
and effectively with their peers, students, or sub-
ordinates or to talk to thernselwes when engoging in
dedsion makingand reflective practice, momagersand
thoee who stndy management hawe Ettle option but to
be sensifiveto longuage. Philoeophyis the discipline of
choice to dewalop thie skill, beconee paying attention to
the: memming of the words one 1ses is the firet dermond,
and thus the firet leorming outcome of philosophy.

To train i= to instmict through drills and rehearsals
designed to inculeate procedures, routines, and
stondards that deliver tangible and predictable re-
gulte. Inline with the view that managers are paid to
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daeliver on meazurable objectives, monagement
achoolz have long presented themselves az plooes
where monagement training was taking place. In
a Flatonic world such as the Westem one, howewer, no
amount of training will by itzelf lagitim ize comrmunity
or business leadership; training must be supple-
mented by education, that iz, by on imderstonding of
the reaons and concepts which maks training walu-
able in the first place. Plato demanded that mlers be
philesophers because he saw that even if philbeophy
teaches conceptual undemtanding at the expense of
mactical knowledge, practical Imowledge & of no
walue without concepinal undemtanding. Enowledge
without undemtanding & only a poticular withoawt
a universal, a means without an end, or again a soly-
tion withont a pmblem. In other words, when mon-
agement schools mide themsekes on delivering
purely instumental edueation, they forget that this
education makes little sense outzide of the philosoph-
ol foundertions thet not only justify this education, bt
alzo make ite articulation posaible.

More generally, what is really important about any
phileeophical perapective iz not what it explaine, but
wht it assmmes and pemnite. Identifying the philo-
mophical foundations of monagement thought iz an
exciting ressarch progrorm for philosophers ond man-
agement aondemicsalike. Forthe former, it represents
the opportunity to showeme the tongible monifests
tions of a discipline often derided for ite practical ir-
mlevanoe; for the latter, it promises to ground within
a broad (which is not to say united) frome work a body
af inowledge often indicted for ite internal diseentions.
Expoging the philosophical foundations of momoge-
ment concepls aso reveals how vulnerahble, at least
debatable, these concepts ave. No definitive stondord
for deciding which philoeophyis superior has ernerged
todate. In that sense, a course in philesophy is always
a arze in eritionl thinking: As the course unfolds,
powernl and well-reheomed countermrqunents be-
mme avalable to refute any given phileeophical po-
dgition Analyzing maonagement concepts through the
leng of philesophy thue emerges az azobering enter-
mize, one able to pole holes in the “pretense of
Imowledge” that monogement academia hoe been
changed for fueling {Ghoshal, 2005 77). Incidentally, it
will alzo deflate the “lmow-it-all” orogomoee that mony
critice beliewe monagement schools foster in their
students {e.g., Mintzherg, 2004: 35H).

Hall theabove hoe any value, then the study and the
mactice of monagernent iz impoeaible in the aheeance
af philoeophical references, in the dokness of an
imprecize longuaoge, or in the zenseless pmofile of
a warld without imellectual perspedive. Learning

management concepts or theories without insights
into the worddviews upon which they rest and the
mnesequences they lead to con only result in supedfi-
dal, narrow, and shart-lived learning. One only
really knows a concept or theory when one um-
demtonds where it storts ond where it stope, that is,
when ane is able to argue against it. Only then one
appreciates what one still has to lean: a aucia
ganee in a postmodern warld withowt firn foundo
tion=, the outline of which iz pempetnally shifting.
Courses in Western philosophy hove, therefore, their
place in monaogement schools core aurdeula: Mot anly
iz philosophy necesay for monogement students
truly to make se nees of what they are supposed to leam,
bt aleo it provides them with indispensable aritical
and lifelong leaming skille. Without thern, students,
academice, and monagers alibe con only remain the
gaves of their immeognized prejudices and contradic-
tione, of the orders they receive from abowe, or of the
bottorn line. They are bound to bacome the robotic ex-
emitants of a ramework reduced to a purely technical
pergpective mnning ite course uncontwollably. Nowr
perhaps more thom ewer, “convictione oe prisons®
(Mietzache, 1002 184). A=for the impoegibilityafdeciding
which, among the worbviews that develbped over the
history of Westem thought, & superaor, it must not be
received aea poralyring dilemma As the existentialists
siressed, if one is to live, one i to act, and if one istoad,
one iz to choose: To porophroaee the saying attributed
to Enrt Lewin, “there nothing asz pradica az a good
phileeophy.” Manogement, just a=z life in general, is
philoeophy in adion. Monogement aoodemia must
mme to terma with the meoning of this concheion.
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Abstract The purpose of this article k to argue that the
ethical concepts and principles that made Peter Drucker a
leading figure in management can be analysed in the ems
of the oldest Western worldview, ancient hemdsm. A
description of the salient feamres of heroism & offered first,
followed by an overview of Drucker's ‘Management by
Objectives’ (MBQ) framework. These expositions show
that ancient heroism is an important component of MEO
and reveal its strengths and weaknesses,

Eeywords Dwocker - Homer - Herodsm - Miad - MBO

The fame and influeno: of Peter Dicker have boen such
that he was onoe qualified as “te one management theorist
[whom] every reasonably well-educated person, however,
contempiuous of business or infuriated by jargon, neally
ought to read"” (Micklethwait and Wooldridge 1996, p. 63).
How Drucker's works ought to be read is not an easy
question to answer though, because they have meceived
applause and criticism in equal propontions While e
clarity of his style and breadth of ideas have been ofien
praised (see for instance Kantrow 2009), others have
accused him of being an ideclogue denying or systemati-
cally understating the negative consequences of manage-
ment and capitalism {Gantman 30035, pp. 72-T74). Whik
commentators have highlighted the Christian and existen-
talist strands in his ideas (Starbuck 3009), others have
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imdicted him fior contributing to the debasing of workers by
promoting the Taylorist and bureancratic traditions wnder
different names (Waring 1992). Littke surprise then if
Drucker's books have boen regulady found to form an
incomplete or unsolved puzzle (Lamond 2010; Kanter
1985). The present article argues fhat he solution to this
‘puzzle’, the key unlocking Drucker's best-known man-
agement books, The Practice of Mansgemenr (1955) and
Managemeny: Tasks, Practices, Responsibfivies (1974), is
‘Wesem philosophy's oldest worldview, ancient hemoism,
as it transpires from Homer's Miad. A eritical analysiz of
this philosophy sheds a revealing light on Dmcker's
management thought and exposes its grengths and weak-
nesses, Dicker's management books wene allegedly on
Jack Welch's badside table; if this is the case, Homer's
Mizd should be on any manager' s desk.

Homer's liad

The overall siory of twe Miod can be simply summarized.
The siege of Troy & in its tenth wear; both zides ame
weary of fighting. A quame]l empis among e Achaeans'
leaders and Achilles withdraws from batle. Both sides
accept to seftle the war through a duel beiween Helen's
former and corrent hushands, but its outcome i indecisive
because of divine intervention. Fighting resumes; each
time ane side dominates, an extraordinary set of circum-
stances deprives it of final victory. As an Acheean army
bolgered by Achilles's retum push the Trojans back to
their walk, Hector, Troy's champion, stays alone to face
his Achaean counterpant. The Trojan hesimtes, fights and
meets his fate. The city moums bot still stands; an
atmosphere of impending tragedy & palpsble throughout
ithe last pages.
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Beyond the simplicity of its storyline, the Miad reveals
an  overall simplicity of a  higher order. Homer
Tove[d] names which mean something' (Jaeger 19446,
p- 400 his language is devoid of shetractions. He basad his
Eext on acton words (verbs, adverds) concrete nouns
{characters, objects, locations) and adjectives Reading the
poem it is clear that, for its characters as well as its author,
the world is limited & what they can observe or infer
direcly themnfrom. There is no difference between what is
and what appears tobe. Even thoug b the post aocasionally
used words such as ‘men’, ‘horses’ or ‘ships’, these erms
mefer to people, animals of ships that could be, in principle,
individually identified. A ship is a ship because it sailed to
Troy even if it now nests on the beach,

Homer's Heroes

Altwugh 8 war sy, the flicd does ot glonfy desth
Rather, Homer glorified and idealised life (Jacger 19446,
pp- 17-20). Under his stylus, life & splendour, to be lved
i the fullest. Alive fwe wamiors burst with vitality: fire
flash from their eyes and rage in their chests, When not
pierced by spear or amow, their heans overflow with
indomitable fury. The battlefield constantly resonaies with
moars companed to those of lions or wild boars, e vick-
ripus army sweeping fort like a river in floed. Emotions
are glways lived with the greatest imensity: night watch-
men ane subject to “immaental panic’ and “cold temor”; when
in grief, men are “stricken with great sormow’ ) they shake
with anger, fear, or both. The entire siory emphasizes e
wrath and pride of the wamior. Lust & never far away from
love, wamiors' moods swing viclently between profound
nodalgis for peace and wimoest determination for batile.
Spirits are either at their highest or at their lowest but never
at rest. The protagoniss are completely absorbed in e
et amd moow.

To modem eyes, heroism & fwe abiity to swim against
the tide and i defy expectations to create new ones, with
all the risks this entik to personsl survival and socisl
stbility; ancient heroism consists in e exact opposite. In
{ancient) heroic societies, individusls se defined by their
mles, to which are attached expectations of performance,
miles of behaviour and rewards when resuls ae ford-
coming. Intentions and feelings are irrelevant, only mesults
matter. Might is right: heralsm is a philosophy of power
expressad through action. In this oudine, social role defines
e characters. In the Bisd, the protagonists know where
they stand in society, what they owe to others and what
ofhers owe o them. Always proud, they are swift to
metaliate when challenged. They deal with othes not as
they expect others to deal with them, but as their respective
socisl ranks dictate. One does a5 one's socisl position
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compels one to. Warriors are i be brave, strong, deter-
mined and resouroeful in batde; they also value humowr
and cunning, but only a5 complements if courage is failing.
Young men are suppoed to be impulsive and bold, old
men wise and prudent, women beantiful, faithful and lov-
ing (Taeger 1946, p. 22).

Aretd, of virtme, & the ideal of excellence Homer's main
characters strive to attain and embody (Jaeger 1946,
Pp- 5-T). It & not an ideal from which they could distance
themselves, howewer, mone than duty, arerd detemmines
behaviour and defines the characters’ exiseno:. Heroic
existence & defined by the recogniion peers afford; those
who fail in their responsibilities sumender their right to
exist and are dealt with accordingly in the hands of their
friends or enemies. In the Mizd, the hero is whoever te to
the mole his peers expect him to discharge, who accepts e
demands placed upon him and displays the required virtues
inhemic action. To an embatled friend, an Achaean leader
enjoins: “Man, supposing you and L escaping this baile,
would be able to live on forever, ageless, immortal, so
neither would T myself go on fighting in the foremost nor
waould T urge you into the fighting where men win glory.
But now, secing that e spirits of death stand close about
us in their feousands, no man can wrn aside nor escape
them, let us go on and win glory for ourselves, or yield it to
others' (Homer 1961, pp. 266-267). Little doubt Leonidas
of Sparta spoke in similar terms to his men as they prepared
fior their last stand at Thermopylae.

Homers" heroes are supposad @ comply e veryw here and
always i the hemdc oode. They must never surfender to
such emotions as fear, wrath or love, which lead them to
ignore the mles that define dwir roles and justify their right
e exist. They ame often tempted to do this, though. The
verses of the Mad are 2z moch awash with tears as they ane
with blood: many a2 moving scene shows a hero tom
between his duties and his longing for the ranquillity of his
home, the arms of his wife or simply a warm bath. Duties
always win eventually, as they most, for without them, e
hero ceases to exist. Running before Achilles, Hector has
become a *dog’ (p. 444). When he comes back to his senses
and tries to negotiste with the terrifying Achacan e
promize that whoever wins their duel will honour e
defested opponent’s body, he is angrily dismissed. The
heroic code has been broken: Hector behaved cowardly,
Achilles draws no satisfaction from his viciry (Jaeger
1946, p. 47) and fails to gain his just rewands since no one
can tske pride in slaying a dog. The Trojan, by flecing,
sumendered his warrior stis, Gwemehy abandoning any
claim he could have had over peers or enemies. One can
trade only for 5o long on past successes, one must abways
memain ready o deliver here and now. Controlling his
emotions & the ulimae proving ground of the hem.
Hector's inglorious death is a ministure of dwe hemic code.
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I Homerc man knows what he is to do, then he also
knows how to evaluate his and his peers’ actions (Jaeger
1946, p. 9. Descriptions of how one person is i act, has
acied or failed o act, fall under the sphere of dhjective,
factual statements. In Hempic societies, the virmous is
assessable with cenainty: empirical methods are the basis
for moral enquiries. Actual performances are either praised
or blamad, but one camnot deflect one's peers' judgement
by invoking one's intentons or by pointing to factors
beyond one's control. i one's performance faik to meet
e criteria of success embaodied in one's mole, one cannot
avoid the charge of having come short of the expectations
and social obligatons encapsulated in it. Irespective of the
clreumatances that have lad toit, failure is 2 moral emor as
much az a factusl one (Maclntyre 2008, p. 123} In this
comtext, it is only natural fat 2 grong sense of purpose
animates the charmacters of e Miad For the Achseans,
Troy must fall and Helen be retumed; for g Trojans, e
besiegers must be pushed back to the sea. When this clarity
of purpese weakens in the face of adversity, even the most
formidahle heroes call to the gods in despair. This des-
peration iz understandable: without an overall goal, heroic
life hecomes unexplainable, sheurd even, since it, the entire
edifice of roles, mles and rewards collapses.

Homer s Man

For Homer, tere iz nothing beyond appearances; this
applics equally i man, who finds his place entirely within
observable nature (Taeger 1946, p. 50 and note 34, p. 429).
The characters of the Miod, gods as well a3 men, do not
develop psychologically. A one- or two-wond outine is e
moat they receive; Odyssos is at times said to be “crafiy”
or “resourceful’, Acdhilles and Hecior “brilliant’ and many
others “valiant'. Sustained physical deseripions are simi-
larly absent. Insiead, e poot never tires of insisting on e
defining feamres of his gods and hermes, what makes them
great, through expressions that almost systematically pre-
cede their names. These phrases point invariably to an
external, directly observable atribute:  Towvely-hained”
Helen, “swift feet" Achilles, “powerful” Agamenwwon,
‘gigantic’ Ajax, “warlike’ Menelas, ‘tall" Hector “of e
shining helmet', Hera the goddes “of the white ams’,
‘grey-eyed' Pallas Athene, ete. Collectively, the Achasans
ae Tong-haired' and “bronze-amoured” while the Trojans
ame “breakers of horses'.

More importantly, Homer had no word for the modern
concepts of ‘self, ‘mind’, “soul’, ‘ego’, ‘chamcter’ or
‘personality’. The various temms found in the original text
and sometimes inierpreted as proxies for them {notahly
pryche, frymaos, noos), point to organs and physiclogical
processes of refer v analogies with them While sowmue

means “‘dead limbs' or ‘compse’, psvehe is what keeps the
characters alive, the source of their power and the breath
theat the warmriors exhale when they die; thynos is the seat of
thesir emotions, and moos is their visual acoity. The notable
absence of spirieal language i not mene Homeric rhetoric
but highlights a deeply enwenched, if never explicitly sta-
ted, ontological perspective: ancient herodsm's man is body
and behaviour (Snell 1953, pp. 1-22). There is no recourse
in the epic poem to an intemal puppeteer who polls or is
constrained by invizible yet unhmeskshle strings of actions
(usually refemred v & peychological ‘needs’, ‘drives’ or
‘traits'). This iz conzistent with the observation that
Homer's characers do not, indeed cannot, strive for self-
affirmation, but can only aim at social affirmation (on this
theme, see Jaeger 1946, pp. xxiv, 9). Although heroes ane
different from one another, Homer never transformed them
ity asont of Russian doll the inner care of which escapes
control. These is no distinetion inthe text betweaen doer and
deed, between action and acior. Homeric man is what he
does, i the extent that 2 man and his actions become
undigtinguizhable ooncepts.

For similar reasons, Homer had no language fior choice,
iniention and rationality. His heroes do face altematives,
consider various solutions to their problems and deliberate.
They base these deliberations on practical necessity,
however, not on the caeful weighing of contradictory
options. When they ascentain what is consistent with the
heroic code, decision is sstomatic. Achilles, Hoctor and
their peers ae not fully responsible for what they do
bocanse their mles determine their behaviour. The absence
of conceptual separation between the characters, their roles
and their actions also makes the atiribution of personal
responsibility very difficuli: one does ot atribuie
responsibility to an act, bt o a free-choosing actor.
Having no language for self, Homer's protagonists cannot
entertain 4 notion of self-conscisusness, pre-condition for
the estblisiment of personal responsibility.

When the dharacters of dwe Mied dream or ae owver-
whelmed by feelings such that they behave unpredictahly
{as they regularly do), they ame said to be under divine
infiuence (Jaeger 1946, pp. 51-53). Gods, or he dreams
and feelings they induce, make chamoters break e heroie
code, Fail their duties and betray their peers. Alfwough e
constant intmusion of the gods irdtates modem readers,
Homer needed fhem to explain the otherwise unexplain-
ahle. Lacking a psychological vocabulary, he had to resornt
to ‘exiemal” entities to describe internal events, One must
remember, however, tat gods are man-like entities in e
Miad: *almest palpably human' (Jaeger 1946, p. 53), hey
fight one another, comoeive of and execoie siratagems, fall
in love, blead, engender children, eic.). While immortal
and more powerful $an human beings, they can siill see
their plans dwarfed and defeated. Victory over the gods
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memains within the reach of the determined hemic indi-
vidual, leaving room for an anthropocentric and humanistic
view of human existence (Ieger 1946, noie 35, p. 4290
Reszisting the inhabitnts of Mount Olympus & the hemic
equivalent of today's “self-contmol”.

This body of concepts presupposes a clear hierarchy of
sttuses and functions. Understanding of that strocwre and
obadience to those above inthe social order of mnk ane two
essential aspects of heroic morality. At te very bottom of
ihe social stcture are the slaves, supersaded by the vari-
ous non-warring members of the Achasan expedition or of
e Trojan city, all of whom being barely granted attention
in te Homeric poems. At the other extreme stand the
warriors, commanded by their respective kings, transparent
throughout the plot & the potion that promaotion to the ank
of king is only open to the grest wamriors (Jasger 1946,
PP 371 Success on the battlefield is hemdsm's ulimate
ancial value

The Achaean kings regularly meet in council, led by
Agamennon. This group & anything but monolithic; stern
mehukes and harsh words fly readily. When the Adhacan
kader, suspecting disaster, proposss @ netreat under the
cover of nightfall, (dysseus starkly opposes him: *Son of
Agrens, what sont of word escaped your teeth's barrier?
Ruinous! T wish you directed some ofwer unwonthy amoy,
and weme not lord over us [...] Now [ uiterly despise your
hean for the thing you have spoken.” At the end of this
sharp tirade, Agamemnon can only conoede: Odysseus,
you have hit me somewhere deep in my feelings with this
hard word Bot T am not telling the sons of the Achasans
against fweir will to drag their benched ships down to the
water. Now let someone spesk who has better counse] han
ihis was; young man or old; and what he says will be i my
liking" (the exchange takes place in Homer 1961,
PP 206-29T).

These internal tensions among Achacans kings, paral-
klod by similar ones among Trojans leaders, ae not inci
dental distractions superimposed on the fabric of the Miad
and its main plot. They recur regulardy throughout e
poem, and the main story & iself tiggered by Achilles
opposing Agamemnon's decision i keep 2 woman slave
for him. Angered, Achilles withdraws and pleads e gods
i bring the Achaeans to the brink of defeat to appear as
their smviour. In this dispute, both Achiles and Agament-
non behave unpredictably and defy the hemic code (as
Agamennon admits, p. 86; for more details on this epicode
and its significance, see Jaeger 1946, pp. 106). Achillkes
goes much further than his king, however, since not only
doss he refuse o fight a8 he is meant o, but he also
develops his own agenda, calling for his peers” downfall. In
contrast, Odysseus, who also regularly opposes Agament
non's opinions in unambiguous erms, remains caneful that
cohesion within e Adhacans i not stretched i breaking
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point That Achilles is later instromental to the Achaeans'
victory does nothing to alleviate the ominows fact that he
betrayed his side and, adding insult & injury, wished its
demise. His death before the walls of Troy as the city is
about to fall {events taking place after the flisd), proph-
esizad by a dying Hector, is the price he pays, indeed muost
pay, for his unheroic behaviour.

For all its overall simplicity and cohesiveness, herism
iz not immune to criticism. It makes no room for individ-
ualism and very little for innovation since it demands that
its members adhere rigidly to exacting conventions and
standards. Its wholesale reliance on appearances reinforces
this phenomenor heroic man is unlikely to ook for any-
thing beyond what immediately appears to be. Science is
unconceivable in te heroic world of Homer since nothing
subatantial happens in the Misd without dvine intervention.
The price to pay for a culture of excellence acconding to
exacting stndards is the unguestioned perpetustion of
traditions; because of this, hemic societies are inherently
stable. To wit, henism enjoyed an exce ptional longevity: it
was e dominating worldview from at least the ime one of
the earliest texts known, e Epic of Gilgamesh, was
written (between 2800 and 2500 BC; Dalley 1989, p. 400
until e days of Homer {9th—Ti centries BOC).

The emphasiz on performance acconding to rigid stan-
dards that pervades the Misd has additional consaquences.
Even though its chamacters are supposadly different from
one another, the weaponry uwsed in the Tiad iz swch that e
survival of 2 wamior of weak constimtion or shont physique
iz a near impossibility. Homer's recument epithets through
which hiz protagonists are distinguished (“shining helmet’,
‘white amms', “grey eyes', etc.) confirm this observation;
although central to the epic tradition, they all pertain to
siereatyped, omamental physical attributes imelevant to the
unfolding of the sory (Jasger 19446, p. 41). The emphasis
on immediste performance also makes Homer's heroes
oblivious to the idea that there could be value in merely
trying or even in failing. Hisory is replete with examples
of failures that later wrned out to be, or were re-interpreied
as, great swccesses. The discovery of America is perhaps
the most obvious example of such event.

Anclent Herodsm Today

Karl Marx commented that Greek hervic poetry derives its
allune to modern man because e world it describes stands
to modernity as the child stands i the adult. ITn Marx's
wiew, this cham was a dangerons one: when the adult ries
o e thee chdld hee omce was, he i only childish (Mam 1973,
p- 111} Although there could be merits in this piece of
Mamxist psycholegy, one of its unstated premises is that
medernity & 2 more mae expresion of Westem
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humanity than ancient herodsm. Swch an evaluation begs
the quesiion; one fails to see why lead, powder and the
typing press (lems thet Mam called in support of his
assesament) are signs of civilizatonal maturity or even of
culiural progress. In any case, the magnificence of the Miad
owes nothing to dwem.

The Homeric poems propose the refreshing simplicity
of a language devoid of meifications and ahstractions,
There is no psychology to be found in the flisd unless one
analyses such a deficiency 2z a form of psychalogy
according i which whatever happens ‘within' a given
individual & of no interest except pethaps for himself,
Homer judged individusls by their actions, imespective of
motives fat escape external scrutiny. Absent, naive of
primitive, Homer's psychology is in any case free of he
circular reasoning, pervasive today, acoonding to which
people act greedily becanse they are gready (the only
evidence for the “internal’ greed is the observed greedy
behaviour). It is axiomatic in logic that for a proposition of
e form ‘% canses ¥ to be valid, x and y most be sepa-
rately identifisble. Mo one has ever observed a psycho-
logical noed or personality rait: fwey are merely backward
inferences from observed behaviour. In this mespect,
Homer is the forerunner of those anti-psycholog sts known
a behaviourisgs who argue that all propositions about
mental activities are tamslamble into propositions about
Tecthea vior .

Herpic life & simple in itz outline, but it & not sim-
plistic and does not yield easly to caricature. Homer's
heroes demonsrate courage, nesilience and determination.
They cannot comprehend the acorptance of anything less
than the highest possible standards. They focus on actions
and inwest in them all teir energy. They confront their
opinions and accept harsh rebuke, valung contribution
and achievement above all. They respect sendority of age
bt ¢ ven more so0 excellence. They can be unmly et know
when to yield to discipline, accepting the full conse-
quences of their acts when they do not. They do not blame
anyone but themselves when they fail to perform to
appropriste standards. They endure their exisence with
ears but without hesittion, taking pride from their diffi-
culties. They never engage in selfpity. They express no
regrets over past decisions but live resolutely with them.
They remain unburdened with guilt but consider the pos-
sibility of shame with emor. When they go down, they do
50 mobly, standing their ground. They meadily express
intense emotions but srive to dominaie them and fisel
humilisted when they fail to do so. One wishes one could
say e same things of twenty-firg century Westem maan;
if only owing to this, ancient hersism iz a lesson of life.
Should dwere be a child-adult elationship between henic
and msdern man, its direction cannot be a5 obvious as
Marx took it to be.

The legacy of the Miad is perceptible today, especially in
seftings that glorify honour and individuals who display
ocourage when confronted with towering duties One thinks
of the military and of 1S General George Smith Patton
{1ER5—1945) when looking for 8 modern domain and figune
that exemplify the values of ancient heroism. In 1909, hen
a Wt Podnt cadet, Patton scribhlod on the back of one of
his tembooks: Vualides of a great general: (1) tactically
aggressive {loves a fight), (2) strength of chamacter; (3)
seadiness of punpose, (4) acceptance of nesponsibility; (3)
energy; and (6) good health and strengih (Von Hassel and
Breslin 2000, p. 29). Patton emained all his life an
uncompromising stickler for military discipline and tradi-
tions. He blended this inransigence with a deep and sin-
oere empathy for the sick, the wounded and e dying.
Well-known for his impukivity and fieree speeches, he
slapped across the face and scolded in the harshest &ms
two soldiers resting in a field hospitl, claiming to suffer
from “battle fatigue'. For Paon, sach behaviour was
ovwardly and representad an intolerable insult to those
risking their lives in bate. Poblicised by a self-righteous
press, these trifle events (in the context of war) neardy
destroyed the caeer of one of the most saccessful, if
controversial, generak of the hisory of dwe US Army,
perhaps even of recorded military history.

The spors arena is another domain where parallels with
heroic life present themselves readily. Within a spons
team, one i to hold one's place only as long as one per-
forms a5 one's position and the conditons on the field
dictate. Poor performance leads to excluson; intentons are
not accepted a5 substiutes. Difficolt or desperate situa-
tions, rather than being sources of dishonour, are proving
grounds for te best performers; unlikely recoveries creaie
spaorts legends. As in a heroic seiting, mles are not open for
discussion; breaking them results in instant penalisation or
dizmissal.

Additional analogies ame possible in other domains, with
varying degrees of illustrative relevance. It is clear, how-
ever, that even in a military of A5porE envirommnent, e one
can be a Hector or an Achilles today, Performance
expectations within these circles cannot be companed with
these dhat underpinned heroic societies;, one might view
with amusement the inflexible sense of duty fat Homer's
heroes embody. As for holding others accountshle for their
shonoomings to the exacting degree of e Flied, it is a
recipe for psychiamic intervention. For all that, one feels
judtified in wondering whether Homer proposed insights
that could benefit managers and management audenis,
notably hiz prake of roles, performance and standards, his
glorific ation of action and self-control and his disegard for
peychological language. These feamres and dwe linitations
they lead to resonate in the works of a famous management
writer.
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Peter Drucker

In the field of management, one awthor stands out Peter
Drocker (19092005 In the decades that followed e
Second World War, Dirocker was the most widely read and
celebrated management writer in the wordd. Bom in
Wienna, he smdied economics and law in Auvstria and
England before setiling in the USA, teaching philosophy
and politics at Benningion College in Wermont from 1942
i 1949, From 1950 i 1971, he was professor of man-
agement at Mew York University's Graduste School of
Business. He then tanght social science and management at
what is now Claremont Gradueae University in Califiomia,
still lecturing in his ninetizs. During his long cameer, he
published thirty-nine bodks and hundreds of articles and
columns, delivered thousands of lectures, swthored and
appeared in educational films on management and found
e time o conalt b0 mMmerous ofganisations around e
globsz.

In his first baook | The End of Economic Man: fe Odging
of Towalitarianizm, 1939), Drocker sought to explain e
rise of totalitarianizm in Europe from & social perspective
and derive from his analysis recommendations for social
harmony. He diagnosed Mamism and fascism as the results
of capimlist indugrialism's failure to meet its social
responsibilities ina context marked by the disinte gration of
waditional secieties and values Capitalism demanded that
nainec onomic activities be subjecied to economic omes bot,
in Dyucker's view, this hierarchy fed a nihilistic snake in
capitalism's bosom. Totalitarianisme of the Mamist or
fascig sont, he analysed, grew out of the imational des
peration of masses led by elites unable to provide ethical
answers i the real and pressing guestions of the modern
industrial age. A new form of society was requined, which
would provide meaningful roke and sanding w0 its citizens
through economic organisations reshaped a5 communities.
Subsaquent works, The Furire of Industriel Man (1942),
The Concept of the Corporation (1946) and The New
Sociery {1949) pushed this lne further. In gem, Drucker
insisted that individuals had inescapable needs for, thus
inalienshle rights to, avonomy, security, dignity, belong-
ing and respect. Work was to rovide fams and function as
much a revenue. When employers took labour as
replaceshle commasdity or w hen workers simply considered
e jobs as sources of income, in other wornds when either
panty saw e ofer as merely means o ends, frogration of
the kind that led to totlitadanism was the unavoidable
result. The conflicting agendas of the individual and of e
economic organisation could only be reconciled through
responsible acts of citizenship by employers and employ-
ees alike. Dmcker believed that a new and developing
profession ocoupied an essential role in bringing about this
meaningful inkegration: management. The mole of managers
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wa i make economic resources and workers productive in
ways fhat had to be rewarding io all panties invelved.
While developing these arguments Drucker had e
opportunity to study firsthand the internal workin gs of what
was then one of the most succesaful industrial corporations
inthe world, General Motors {(GM). For 2 years from 1943
Dmucker sat freely in mectings, talked to GM's senior
managers {(including legendary CEQ Alfred Sloan) and
analysed their political, social and struciral relationships
{Drucker 1980, pp. 256-203). He applauded the ways GM
managers acoepted and enforced responsibility for comniri-
bution, rewarded strong performance and reacied to poor
parformance. He leamed from GM executives that man-
agement's job & to ensure that work iz productve and
waorkers achieving by making their srengths effective and
their weasknesses imelevant. These ideas, outlined in The
Concept of the Corporation, were to receive their full
development in The Practice of Managemenr (1954). This
waork, writien afier a long professional and personal rela-
tionship with Hamld Smiddy (aclnowledged af the end of
the preface as the book's “godfather), is for many the first
and final word on management. In any case, it catmpulied
Dmucker from relative obscurity to worldwide fame within
management circles. The later and perhaps more widely
read tsday Mansgemenr: Tasks, Responsibilities, Pracdees
(1974} is an expanded—diluted—version of The Practice
(incorporating elements from Managing for Resuls, pub-
lished in 1964) that does not deviate from its main theses

Management by Ohjectves and Self-Control

In The Practice of Management, Drocker promoted e
popular if widely mismderstond “Management by Objec-
tivies and Self-Control’ (MEBEO). At the moot of this model
lays the conviction hat managers are i foous on what e
job—as oppesed © the boss—demands. Amicable com-
munications and job satisfaction are not the drivers of good
management but only its optional, dispensable, resulis. For
Drucker, to ask of managers to be friends with their col-
leagues is to ask them iy focus on appearances, to take their
eyes off what really matters to their professional develop-
ment and to the organisation's sucoess and survival: con-
tribution to the overall goal of the organisation. In his view,
srong performers eam the right to be disagreeable o their
boss, peers or subordinates, for such individusls awe justi-
fied in directing them to fheir workmanship's deficiencies
and in demanding of hem that hey improve. Managers
should not assess behaviour in the workplace in erms of
friendliness, but of effectvensss. Managers do not bacome
leaders by prying into dwir subordinates’ personalities in
an atempt i predict fweir behaviour, Rather, leadership is
a melatonship between leaders and followers and is
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irreducible @ either pany. Leadership & #he ability of
managers to persuade their subordinates that they deserve,
on e grounds of workmanship, to kead, matched by e
ability of subordinates to persuade their managers that dey
deserve, on the same grounds, o be followers (Drocker
1989, pp. 153-157). Funthermaore, Drocker failed to see any
relationship between job smtisfaction and effective work
performance. Rather, e believed that dissatisfied workers
and managers are amaong e higher achieving ones, for job
safifaction could only be a soothing, a quicting of the
drive to do better and raise standands Dissatisfaction iz
merely another and wnfortunate name for willingness to
achieve (pp. 206-297).

Drucker argued that tackling independendy matters like
workmanship standards, practices, tasks and responsibili-
iies only leads to incapacitating confusion To bring
everything meaningfully together, including workers and
MEAZeTs, & common language is requined. This, Drucker
held, & possible only through the definition and pursuit of
unambiguous objectives, Objectives ae the integrating
cement of the organisation. Without them, not only plan-
ning iz impossible, but alko no organising, no seting of
expectations, no performance messurement, no delegation,
o employes development, o meaningful decision-making
and mo leadership can take place. To define objectives i to
decide what the organisation is about, what it should be as
compared to what it could be (Greenwood 1981,
Pp. 226-227). Objectives are not self-evident; they are the
very hean of managing.

Omce accomplished at the organisational level, the sei
ting of ohjectives is to cascade to all levels of the hierandhy.
Managers achieve commitment & these indvidual team
and deparimental ebjectives through clear delineations of
responsibilities. These did not apply only to workers but
also to managers. Managers ane o have a hand in e
definition of their own unit's objectives, for the delivery of
which they are stringently accountshle. To be pant of
management means precisely to reduce the distance
between personal objectives and workmanship standards
and dwose of the entire organisation by making the con-
sistency and continuity of the former with the latter
apparent. Drmocker was adamant that managers, even
iough they are by nocessity administrators of the nesour-
ces under their supervision, are not controllers of their
subordinates” performance. Measurement & of course a
required ingredient of effective management the setting of
objectives is nonsensical in the shsence of regular mes-
surements. For Diucker, however, control in the workplace
means self-control.

All employees in e organisation are o be clear abowt
what managers expect of them, why and how they are to
deliver on these expectations—as well as what will happen
if these are ot met: perform or be fired. Enforcing this

approach was for Dmcker the only way in generaie
acopuntahility at all levels. By a tworough understanding of
the demands of their work and mastery of workmanship
standards, workers and managers achieve self-control
Managers must provide ranspanent and compleie feedback
on individual performance; all employees are to be their
own boss, free within fe standards of feir wokmanship
{1989, pp. 133—134). When these conditions are satisfied,
managers can enforce discipline, continuous de velopment
and high performance. For Dmcker, self-control & not a
desirable option with which organisations can dizpense.
Selfcontrol is simoltaneoudy 2 basic demand of employee
life as well as the most elementary condition of an orga-
nization' s survival.

This emphasis on uwnambigeous objectives and self-
oontrel means fhat managers can operate as indermal
entreprensws witin decentralised yet orderly organiza-
tions, Since individual and organisational objectives ane
oonsistent, it is possible to dewolve decision-making
authonity to e lowest level possible. OFf panticular
importance to Drocker were the depanments that partici-
jpate in the overarching purpose of any business: creating a
customer. Depanments that contribute directly to this
objective ane those in which the result-producing activities
take place {generally Sales, Marketing, Research and
Development or Manufacturing and Treasury becagse it
supplies money). Departments that provide the resuli-pro-
ducing unit with guidelines on how o operate are the
support activities. All the remaining functons ame house-
keeping activiies although necessary, they coniribuie
nothing directly to the results and performance of the
organisation, and their mafunction can damage the busi-
ness sevenely, Drocker asserted dhat contribution deter-
mined ranking. Managers should never subordinate result-
preducing activities © suppont activiies, let alone to
housckeeping units. Heads of the result-producing and
suppont departments fomn e top management of a busi-
ness organisation. Members of this group do not have to
like each other and disagreement within the Board is
nothing to be afraid of, as long as it appears cohesive to
externsl observers. The top management group has to have
a captain even if the group, rather than the captain slone,
takes the most important decisions (1974, pp. 621-624).

Drucker believed that MBO includes all twese dmen-
sions and reconciles employees’ as well as organisations'
legitimate demands Throwgh it, organisations reach their
objectives and employess achieve meaning in their work
and dignity in their lives. This is neither democracy nor
pormissivensss it is corporate ciizenship, Impormnty,
however, this citizenship expands beyond e boundaries of
organisafions since these do not exist by and for dem-
selves. I managers have to contribute i their organisa-
tion's objoctives, organisations emselves have o
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contribute in te harmony and stability of the society in
which they operate. Dmcker believed that public good
determines private interests but ik achievement ezt on
private virue. The ultimate and public responsibility of
managers is to make a public gobd of thelr own self-
interest within the limits of fheir aea of performance
(1974, pp. 349-351). Not recognising this responsibdlity
was, in Dmcker's eyes, an unforgivahle moral failure on
the pant of managess. Its consequences were nothing shont
of catagrophic, & the first part of the twentieth cenmury
painfully showed: “tyranny & the only altemnative to strong,
performing  autonomous  ingitutions.  [...] Performing,
responsible management is the alternative to tyranny and
our only protection against it' (1974, pp. ix—x).

Drucker's Legacy

Dirucloer' s works have heen widely oriticised He was ini-
tially not popular with management academics who found
his prose superficial and joumalistic. Some pundits have
indicted him for being thin on original research and
drawing from o many disciplines witwout masering any
in paticular (Micklethwait and Wooldrdge 1906,
pp. 73-73). Others have accused him of distiling e
obvious, but this is both missing and understating the point.
While fleshing out MBO, Dmcker coined the now perva-
sive expression “knowledge worker' (2008, p. xxiii). He
insisted on decentralisstion and privatisation yet held thet
not-fior-profit organizations had insights and practises to
ieach commercial ones. He argued that managers should
measure organisatonal activities in terms of the vale tey
generate in the eyes of the organisation's customers. He
urged American managers to consider Japanese firms and
their management methads as 8 source of inspiraton. If
fhese themes and countless others now soond 00 obvioons
i b2 worth mentoning, then it is largely bocanse they wene
firg passionately and persuasively espoused by Doocker.
Critice are on more solid ground when they point oot that
Dmucker' s later books do not compare favourably with his
early ones in terms of originality of content and rhetorical
power, ecycke old concepts and examples or immodestly
refer to previous works, His enthusizsm for large, infor-
mation-hased organisations rings hollow in view of today's
information overload scourge. Prolific author as he was,
Dmcker foumd it impossible o produce new, lasting
insights year after year. He has not been alone in this
predicament.

Drucker's work can be criticised on two distinet yet
related grounds: his conception of poople at work: and his
vision of an ideal society. For him, people want o work
and disintegrate morally and physically when they do not
(1989, p. 266). He insisied that employees should be
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empowered to te maximum of their ahility becawse dey
constantly seek challenges and freedom at work and aceept
the ensuing burden of responsibility. All workers have a
drive for ip and want to develop feir natural
talents to the fullest. Dmcker was disappointed and frus-
trated by the fact that bureancratic managers wene ot
ready to empower their employees as prescribed by MBO,
yet he never seriously envisioned the possibility that
someons could not be atiracied by, or be suited to, the kind
of work encompassing high levels of freedom and
regponsibility.

Other critics argued that Drocker's vizion was teo sim-
ple and optimistic, fat be naively took it for granted that
good management browght about peace and prosperty. If
every employee really aspired to become Drucker's idea-
lised knowledge worker, had the ahility to reach his envi-
able fats and could sobsequently enjoy middle-class
lifestyle, then it would be possible to achieve a sont of
capitalism without clas. Besides, trust within the work-
place was nat an implicit precondition a5 Drucker
preached, but arose from well-understood interests about
which he was rarely explicit. Benevolence was not altro-
ism. It was to organisations’ benefit to control, encourage
and make their employees’ progression and continuous
development a reality whenever these were possible
Druckerizm thus appears as a legitimating stance, not only
of management as a profession and discipline, but also of
corporate capitalism. In light of his life-long aversion to
Marxizm and his enthusiasm for privatsation, these critics
dismizsnd Dmcker's work as that of an ideologue denying
of systematically understating the negative consequences
of management and capitalism (Gantman 2005, pp. T2-74).

Perhaps. Drucker was a devout Christian and could not
shandon hiz hope in man. Hiz conviction that people at
work want to achieve was not, or not simply, naiveté on his
part, though. He held that experience generally confirmed
this insight and insisted that no altemative was ethically or
practically possible. To assume that employes wene
immamre, lary or imresponsible was tantamount to believ-
ing that managers were psychologically superior to sub-
ordinates viewed & incomplete or socially maladaped
individuals. Management then becomes psychotherapy:
manipulation replaces instructions and rewards. Drucker
called thiz peychological despotiam. The main purpose of
paychology is “to acquire insights into, and masery of,
oneself; [...] to use psychology to control, dominate and
manipulate others [was] abuse of knowledge [and] a par-
ticularly repugnant form of tyranny’ (1974, pp. 243-244).
Mot only iz such a practice ignoble and contemptuous, but
it is alao self-destructive for it demands that managers ane
omnscient peychologiss, mastering an infinie variety of
theories and echniques Such managers would become
their first camalties, quickly blundering and impairing
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performance: “a manager who preends that the personal
noeds of fwe subondinate, [...] rather than the objective
needs of the task, determine what svould be done, would
not only be a poor manager; no one would—or should—
believe him. All he does is o destroy the integrity of e
relationship and with it the respect for his person and
function” (p. 245). The relatonships of peychologist and
client and of manager and subordinate were for Drucker
nuitally exclosive.

Throughout a long life, Drocker believed that socisty
was mot all that there iz, not even for itself (on e
importance of this theme in Drocker's thowght, see Star-
buck 300, He was obsessad with the notions of suthority
and legitimacy beyond the world of managers and conpo-
rations. He concerned himself with management s a pro-
fession because, from his early foray into the origins of
intalitarianizm, he remained temified of what happened
when economic elites fail in their moral duties When tey
do, they surrender their legitimaey and society oollapses.
Economics cannot be the last frontier. The profit motive of
commercial organisations should mot be the dominant one
if society & to remain harmonious, stable and peaceful.
Profitability, for Drocker, meant responsibility. The urgent
and immens impotance of moral pupese within and
beyond organisations is a defining feamre of his work
(Kantrow 2009, p. 80). In this outline, Dmcker can be
analysed a5 sttempting either a syntesi of European
humanistic, collectivist philosophy and of American indi-
vidualig entreprencurship (Waring 1902), or 2 modern
reaszembly of Arstotelian moral philosophy (Kurzynski
2012).

Managing, Herolcaly

While there are merits to such views, Drucker's work lends
itself to & mode encompassing analysis when read theough
the lens of ancient heroism. The defining features of e
heroic worldview outlined above appear in his manage-
ment books,

To start with stylistic observations, what Drucker wroke
& not necessanly simple, but i emains always simply
written. The exemplary clarity of his prose, what has been
called his ‘discipline of mind" (Kantrow 2009, p. 72), from
which derives he pesuasiveness of his arguments, is a
reflection of his commiment to action words, tangile
iems and concepts. Management is all about “tasks,
responsibilities and pracices’. The world that Druocker
described and the mles he prescribed are essy o onder-
wand bacanse the ems hrowgh which they are anticulaed
are themselves easy to understand.

The parallels with Homer run much deeper, however.
Homer extollad hemoic life &5 a constant pursuit of glory; he

never granted his characters the possibility of temporarily
standing outdde their role or of questioning their world-
view, for such questioning would threaten their exisence
and that of their society. Drucker tirelessly promaoted cor-
poraie life, and his deepest belief was that people, espe-
cially managers, wanted to perform at work and see their
organiations sucoped within a stable and hamonious
society which they would comsolidate. He could not con-
ceive of any other stance; questioning that assumption
would have, in his view, catstrophic nihiistic conse-
quences. In a hemic context, failure & moral failure that
threatens the survival of the group; good intentions are
imelevant. For Drucker, it was executives' inescapable
regponsibility not anly to deliver profits to ensure ofgani-
sational srvival, but alo to accept that public good con-
ditions private interests. Terms like “values', ‘commitment’
and ‘common goal' recur in his books—behind apparent
plain ‘business sense’ ofen emerge rigid and at times
heavy-handed prescriptions. Failure o recognise, accept
and make good on management's organisational and social
regponsibilities was moral failure of the first order. Good
inEentions are not acceptable substitutes, there more dan
elsew hesre.

Social mles define the /fad"s characiers, to which ane
sttached mles, paformance expectations and mewards
Homer's heroes recognise only suocesses;, warriors fom
the dominating grouwp from which their kings emerged.
Drucker explained that workers and managers have specific
tasks and responsibilities, that they ae to  perform
acoording to high workmanship standards, and that they ane
accountable for their results and rewarded or penalised
aconrdingly. Homer's heroes had to perform or be slain;
Drucker's managers have to perform or be fired. He
maintsined that resuli-producing functions matter mone
than support activities and at contribution to organiza-
tional objectives determines ranking and access to top
management. The kings of twe Miad disagree at times
vigorously, yet put their quamels aside in the name of
contribution and suocess. Dmcker believed that consensus
and harmony within the organisation are digractons that
mua not influence what workers do;, within limits, dis-
agreement is source of contribution. Achaeans and Trojans
know what they ane to achieve (defeat of the enemy) and
fall into despair when other considerations over-shadow
this overall ohjective. Drucker's overarching argument was
that the seting and cascading of clear ohjectives ane
management's core activities in the ahsence of which
organiational survival, let alone success, is impossible.
Homer haz no psychology or psychological language to
offer, except one that disregands the idea of an internal
actor in favour of a swict focus on extemal bohavioural
stndards. Drucker argued that psycholegy was irnelevant
and in fact detrimental to the way employees were to lead,
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follow and achieve, In the Flind, the hem is he who accepis
in full his role and enacis it by recognising that duties must
ke precedence over emotions, these tricks fat gods use to
kead men astray. For Drucker, workers achieve maturity
and recognition through self-control; using peychology to
control others is ignoble and self-defeating tyranny.

Drucker's MBO inherits heroism's Achilles' heel. K
Dirmucker could insist, a5 muoch as he did, on self-control and
responsibility, believing that workers not only desired but
alzo could achieve fese qualities, itis becanse teir soope
was quite limied. Responsibility, in Dmucker’ s terms, is to
remain “organised’ (1974, p. 265). Freedom is “under e
law' of the crganisation and is bound by workmanship
standards {1989, p. 134); in other words, it iz severely
constrained. What one is to control and iz free to do is
exclsively that which managers have one o do acconding
v standards one has to accept. Managers separate planning
from performing and tansfer all responsibility for their
organisation's survival to dwse in charge of defining its
overarching objectives. While this sounds trite, the point to
node is that, within the MBQ perspective, one's caneer
hinges entirely on meeting one's objectives. That these
objectives are namow-minded, or inadequate is beside e
point. If 3 manager is required to perform according to
inappropriate standards, he has few practical opportunities
I voice concems, except perhaps to his immediate supe-
rior, who may or may ot be prepaned to discuss the matter
with him. Mot every organisation will have the good fior-
mme of having an Odysseus, his loyalty to his king, his
long-temm vigon, his shrewdness and hiz rhetorical powers,
in its ranks. In a hermdic organisation, an Achilles is a mone
probable figure. Such a potentially destructive manager
embodies dwe risk that & Dmckeran organisation must
remain ready 0 face: a powerful but protean executive
blinded by hiz own agenda and ready to risk the ruin of his
entire organisation, a5 Achilles does when he withdraws his
roops after his quame] with Agamemnon. After the Ger-
man surmender, Pation stimed controversy for suggesting in
camest that American troops push their advantage and
drive the Red Armmy back to Bussia Organisational politics
and intemational diplomacy have reasons that hemic
managers cannot understand.

Drcker repeatedly emphasised the imporance of
innovation throughout his books; given the premises of
MBO though, one fails © see how it can be possible (Roth
). Genuine innowation means risk-taking and risk-
tking means the possibility of failure yet the later is as
intolerahle within MBO as it is in the Mizd. Even though he
was adamant fhat managers shouold strive for effectiveness
more than for efficiency (1974, pp. 45-46), the lavier is e
more likely outcome of MBO. At best, one can expect
smallscak innovation and marginal improvement. That
assigned ohjectives ae by nocessity shont-term (since
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managers evaluaie them in te coming months rather dan
inthe coming years) means et the entire organisation will
inevitahly suffer from the travails of shon-termizsm. Mot
every organisation will have a Penelope at its helm, ready
to wait for 20 years for a promize to come tree. Indead,
critics have acoused Drocker of continuing the Taylorist
and bure s ratic traditions under a different name {(Waring
1992, p. 230, pointing to Drucker' s not infrequent positive
comments on Taylor (see 1989, pp. 274ff. for an instance
of Drucker's prake) Hiz passion for Japan and his per-
sistent praize of continwous improvement, Tapanese style,
tel]l this story better than a long analyis. If many techno-
logical improvements as well as efficient management
techniques have come from Japan, then genuinely inno-
vative products or break-through business practises are not
parts of this country's atherwize rchlegacy. Litle surprise
here since hermdsm, Bushido style, still influences Japanese
snciety.

To the reader of Homer, The Pracdee of Managemens
and its sequeks have, then, an unmistakesble flavour: the
managers that animate Dmcker's examples and case
sidies remind one of the characters that populate the
Migd for ey share similar attribotes and behave in
consistent fashion. Dmocker's MBO is ancient hemizsm
transposed to management Even the Christian existen-
tislism that emerges from some of Dmcker's pages
(Swrbuck 2009, evident through his obsession with
freedom and responsbility, & compatble with is ana-
lysiz. This is the case because existentialism incorporates
heroic elements, especially the view that man i what he
dees (Spillane 2007, p 319). Ancient hemism is e
Aradne's thread with which Dmcker's management
writings ae amenable to ooherent analysis and e solu-
tion i what commentators have called Drucker's puzzle”
{zoe Lamond 2010 and Kanter 1985).

The debaie whether management, as an academic disci-
pline, should be regarded a5 belonging o the sphere of
social scienoe or i that of the humanities is a5 old as
management aducation itself. It has recently been revived
by the: publication of two beoks arguing for one or the other
view (O0"Connor 2012; Colby et al. 2011 mespectively).
Although it is unlikely to settle the debate, the present
article is an indirect contribution to the lager view insofar as
it reveals how the works of & pronine nt mans gement awthor
can be articulated in the terws of what is perhaps the: best
known of all Classics. The last fifteen years have alko seen
the publication of a small but growing body of literature
calling for analyses of management or organisational con-
cepis in philesophical terms (Chia and Morgan 1906, Lynch
and Dicker 1998; Lavrie and Cherry 2001; Chia 3002;
Titrengitl 207 or Girin 2011). Again and although much
memains to be written on this theme, the foregoing vindi-
cates this call.
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theney bas faled Ancé e aveme for mamgement s dholarsh ip exists, one i wiich mumgement bsooy Ba
majr mniritor.
Designém ethadology/approach — This aper ofers a hisorial and coepbsa] malyss, relying on
elevant philesophy of stence schaarship. The object of stady & Se oo oept of mamgement theary.
Findings — Mt commmentates on ent feory rely on a2 wideprend view (of postmodem
Zﬁ:ﬂgd!ﬂ:aﬂq o wihich lm:|:|:|1|:|'|:|1I::.jlf=:rI tl';rﬂl'd'l s exmt. Allowance made
or mifcal mmmgement stdies, S5 paper angoes otherese, mmely, it orment mmagemetresmech
paradigns are mend y varations on a positivist theme. Tt fiorther coniends #hat mainstrenm mamgement

research fas hiled @ i quoest o identify fheory, even if the hogmge msead o report research findings
dbfmmtes this fact

Eesearch limitabionsimplications — A moqbl mplication of &6 @mpr & that mamgement
academics. should recesider wiat fiey do and In parfodlar abandon el quest or ey B Bvoer o
maragement hisiory.

O glimalityfralwe — This paper builds conangen enis that philesophers of sdence and scholrss pecafsing
i sociclogical amalyss ave kg recgrised to afier a new thes® on mamgement Siecry T parti calar and
maragement asdem @ in geeml

Eeywords Mmagement fhary, Sdenfific menagement, Science, Festmodemisan, Peeativieam

Papeer type Eesemrch paper

In everyday ngusge 3 theory & a speculsfion or hypothesis, 3 loosely substantiated
conjectume ghout 3 general or particulsr aspect of hunan expertence. In scientific and
sdwlardy literature, the term acquires 3 mome preciee meaning and stands for 2 goowp of
statements ahout the world and their lngical omsaquences (Bogen, A 7). Scientific theories
range from descriptions of regularities obsarved in natral or experimental conditions, to
T, like Nawton's, that are universally applicable. In all maes, the validity of thenries goes
bayond the phenomena that underwmote ther formulation, all other things remaining the
same That is, scientific theories express permranene and caussality: they describe and codify
patterns deemed stmble enough to srve a3 hases for predictions about wmohserved
phenomens, thus allowing for their oontrol Lyotand (1984) called “perfornetivity™ this
predictive, nstrumental quality of scientific theories.
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Managenent reeamches have embraced the performativity of scentific theories. In
management studies, 3 theory is a testable proposition thmough which scholars deseribe
organisational phenomens with the view of predicting the oocurrence and controlling the
course af similar ones (Shapira, 2001, po 1313 Setton and Staw, 1986, p 378 Gicia and Pitre,
190, p 587). To contrbute to management theory mesesrchers study
envimnmen and behaviour a5 well & their consequences, in the hope of identifying regular
relationships between them Once identified, such rdationships are oodified a5 menagement
thenries, that is, become forma ] expectations that identical consequences will follvw should
thee szmme behen vicarr be repeated everything else rems ining equsl

Donning the manfle of science has embled management to aoguire the stats of an
academic discipline (Locke, 19800 At university, if students cannot practice mans gement,
they can study theosry Theordtical knowledge offsets a lack of experience of future
managers by allowing them to predia organisations] phenomens, including the effeds of
their own behaviour, Thery ko helps current mansgers improwe ther practics
(Christensen and Raynor, AEL In other words, theory allows managers o menage like
engineers engnesr and doctors heal pafients safely, reliably and on the back of 3 formal
body of thepretical knowledge aoguired af university, Such has bean in any case
mEna gement academiz’s overall promise since its nception (Fhurana, A7), A ocnvincing
pledge while business and management progranrmes have established thenselves as the
mist populsr ones anmong U5 undengradustes (ghout 20 per cent of current enmlments),
faculty in business, managemeant and related disciplines comnend the highest salaries, anly
cutdone by academics in legal studies(Snpder efal 20 & CUPA-HR, 201 6).

After 3 shart surwey of the arigins and main historical developments of the idea of
management theory, this article examines its concepteal underpinnings and consequences.
Tt argues that the quest for feory that preoscupied management academics during the
twentieth century has failld To swrvive this falure, fhe academy nust ranvent its
oljectives. The omclsion adumbrates 3 possible avenue for such a reinvention, one in
which studies inmana gement history play & central mle

The birth of mansgement theory
If the ariging of nenagement thought date bad to ancient philosoply Joullié and Spiltne,
NM5a), mensgement theory has a more recent history. Commentators (Fiedwel, A3 have
located itz formal birth in the address that Hery Towne deivered in May 188 to the
American Sociaty of Mechanical Engineers. In his talk, Towne lmented that although
engineening was i his days abeady endowad with 2 fomal body of knowledge, the
“menagement of works" was still a scholady erphan In Townes view, the missing disapline
woontld e rooted in eonomics, &2 management whtine teobjective iseommom ic gain

Despite calling for its dewelopment, Towne came short of uftering the expression
“management theory™. He was aleo seeningly unaware that, over a century before his talk,
an economist had laid the first foundation of the notion. In The Waalth of MNitsons (1776),
Smith indesd argued that division of labouwr contributes to economic growth through
imcressed efficiency, alfwugh also widening the distance between workers and emplovers.
Empirical confirmration of Smithz nsight became svailable when, in the first decade of the
twentieth century, Frederick Taylor and Herry Fond showed that mamdachring process
gimplification and standardization made specmoular produdivity gains possible, enahling
inturn lower congumer prices and incressed wages. Unlike Towne, Taylor (1919 p. 20 did
use the term “thewry” to mefer to his “principles of scentific mansgemeant™. Although
indusrialist and social refomer Robert Owen (1771-1868) preceded Tayke in advandng
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principes to regulate moperative work, the latter can justifiably claim the fitle of first self-
oconscious mansgement theorist1]

Folkywing Smith, Taylor insisted on the dstinction between mental and physical work,
that i, between meamns ring (task specifics tion and plaoning) and executing. Wit the control
of the work, prestige and power went to the production mansges Az Smith predicted,
workers resented such & boss of status and many went on strike where industrialists
inplenented Tayke's ideas Theirs was a lost cause once scientific mansgenent had
proved i mettle ina variety of setfings, the idea that mansgenent can be systenatized,
that iz, that there srerelishle techniques availahle to ram gers the mplerentation of which
nuakes their organisation more profitsble proved rresistible. The quest for nanagement

Early twentiefh-century mansgen ant theorists contemplated 3 vast resesrch programme In
an effort to ivpaove workshop productivity and in the spirit of Taylors time and motion
sudies, the U5 Mational Acdenty of Sciences Bunched in 1924 2 series of experiments at
Western Electric’s Hawfwerne Plant in Cicemo, Il The results of the Hawthome Studes were
puerzling at first although productivity within 2 srall group of wonen sssenbling relay parts
inproved, mo change in environments] condiions, in work schedules or aven in incentives
ol explain why A succession of rejected hypodheses led tothe Studies” sbandonment, until
Mayo (2004 [1993) revived them by mmeiderng the relafionshipe that developed betwesn
vanrkers, betwesn workess and their supervisor and between the enfire group under analysis
znd the resesrchers. In his view, work organisations, ectended to those studying them, wese
“sancis] system s transhmiing inpots into outpus.

Mo taught st Harvand Business Schoal, then @s now, if toa lesser extent) renowmned for
itz MBA programme and case based teaching. However, if Hervards business degres met
with great swocess, its pedagogy (nspired from that of its Law Sdwal) rensined an
enreqition. Indeed, the case method inmplies that each siation, each organisation is dfferent
and therefore that no owerall theory applies. Ekewhere, the quest for universal principles
applicable beyond the factory foor continued Chester Barnand (1968 [1938) held for
instance that work organisations are cooperative systens. If, unlike the Catholic Chusch,
they mmrely survive for long, Barnerd srgued, it is mainly berause they do not mest twn
exential criterian These, for Bamand, were effectivensss and efficency, defined as
attainment of oollective purposes and fulfiment of personal motives, respectively.
Apcepting much of Bamard's analysis, Sinon (1997 [1947]) outlined the foumds tions of an
“adminiztrative seiene”. In the mansgement of administrations, Simon argued, efficiency
st receive the highest priority and decikion-making & the most important process. This
endes vour, which rests on ogical and mathematical considerations, requires distinguishing
vale judgerents from fachea] chesrvations. Howevrer, since, &5 Barnand taught, efficency
nwalves personal motives, decision-making is never entird y rational Tt is “houndead™ by the
values of e decision maker. Mot that this ndivides] & beyond scientific study and
understnding: inelligence & merely computafion snd hunen beings are sinple “heha ving
systems, conplex only insnfar = they respond to an environment that & itsdf complex
Simuon, 1996 [ 1960

Simon joined what would become the Camegie Schoal of Industrial Administration
EEMA) in 1949 Staffed with =socdal scentists, economists, peychologists  and
nethematicizns, alnwet a3l of whom would become fanowg, the GSLA soon estblished itsdf
a5 a leading business sdwoal and model to imitste. For instance, when in 1959, the Carnegie
Foundation for the Advamnement of Teaching delivered a repost railing agzingt the poor
academic standsrds of mansgement programmes, it tock GSIAs progarmes and
disciplinebased research 22 benchmarks (Khurans and Spender, 2012 Mintzherg, 2004
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P 2229 Onring to the endomsenent of the American Association of Collegiate Schoals of
Business (AACSH) and to genesous grants made svailsble to those institutions that
immplemented its presoriptions, the 1950 Camegie Foundation repont reshaped management
academia first in Morth American then workdwide The sesrch for undversal principles
{oombined with GSIA's emphass on decision-raking based on quantitative methods) was
thereby comfirmed as fe acadeny’s overriding agends

Working along Simon at the GSIA, Igor Ansoff applied quantitative methods to long-
term oorporate planning. As part of this effort, Ansoff ooined the expression “ocorporate
strategy”, then an unknown and empity phrase to which an eponymous book (Ansoff, 1965)
gave substance and popularity. Ansoff was an academicpioneer, but he was neither the first
nor the only (e to promote strategy &5 3 e gement concem In 1963, Brure Henderson
had started what would a few years later become the Boston Consulting Group, 2
management consultancy hailing “business straiegy” as iis specialty (B0G, A1 3). Studying
historical dat, Henderson found that the evolution of menufactring msts follvws in most
industries a predictahle pattern, which corporate portfolio managers can use to decide on
invesments and divestments. Hringing the mathematical rigour of his PhD in emnomics,
Michse] Porier (1980 1985 provided additional thenretica] support to his predecessors’
work. He notahly argued that arganisafions determine their strategy after examination of
the “ommpetitive forces™ that operate in ther ndustries, Chief executives respond to thess
forees by follwing one of three possible generic strafegies, which Porter analysed & chains
of valueadding activities and resoumres. Among these are competitive advantages, the
attributes that enshle an or ganissation toowiperform s oonpetitos:.

At Harvand Business School, Porter's work on strategic management was that of a
maverick. More represantative of his nstitntion’s pedagogical tradition and overall
appmach tomanagement scholarship was Alfred Chandler. In his lndmark book, Chandler
{1977) studied theevolution of lrge American businesses and their economic mle. He heldin
particlar that these enterprises’ managers visibly discharge the function that Smith
attributed to invisible market mechanizme, namely efficient resoume alocation. Chandle's
thesis thus amounts to 3 teleological view of organisafional history, a view i which
business ofganisations take particus foms to perform particulsr economic tasks
Significantly, however, Chandler did nof advance a theory of mansgement; his is a theory of
mEna gement history.

Mayo studied people working in groupe, Simon analweed decision-meaking,  Ansaff
imwvestigated corpome nvestment, Hendemon delved inbo mamfachring costs, Porer
mapped coposstions” strategies, while Chandler tracked the ewlufion and ecmnomic
contritution of large businesses In the same decades, operstions resesrch came inin being
(Wilkson, X158 Despie their differances, all thess endesvours, for suneesful and influentia] as
they have been on their own, bekng to the same tradition. Called by Fhechel (2010 p. 4)
“Ceater Tayloniam”, this tradition is more aoomaely desnibed &5 stroctural-fimctionalis-
poeitivid (FF) for resans to be expoeed shostly. | is 3 teadition that aseumes that
mansgemen reseach i 3 scentific endesvour becase it aine atan objedive similsr o tat of
the matral seiences: the production of & performative body of knowladge In oneword thenry.

Theoretcal foundations

The quest for nanagement theory has not ended sinee the days of the pioneers mentioned in
the foregoing. More appropriate today is to speak of management theomes, Taylor based
his theory an the view that line workers only execute, not organise, thar work Conversely,
Mayo took ascoount of enployess” interpretations of the experiment he supervised at
Hawthorne. Different levek of analwsis produce different nanagement thenries. Already in

55



Drovmndvadad by Gealf Universty for Seimee and Techaology A1 0324 24 Oeioker 2013 (FT)

1961, Koontz lamented & thenretical “jungle”, identifying first six, then eleven distinet
families of thensies k== than two decades later Koontz, 1961, 1980). The jungle has mot
receded snee an oversching criterion for anticle aoceptance n & kading

journal todany i that the resesrch it reporteextends existing theoryor builds new thewy

Ahbowt the phenomens they stwdy, what thess phenomens enmnpass and how to study
them, mansgement researchers develop cligters of assumptions. For instance, scholars
mmd&v&bpam?mhwpmphhdunmmmmﬂﬁmdﬁm
what they believe qualifies {(or not) &= an organizsfion, what kind of belaviour i relevant
and what kind i not As the examples of Taylor and Mayo dlustrate, however, such
definitions rest thenselves on different conceptions about luman nature and soctal reality.
Undestying the plathors of management theories lies therefore ancther profusion, that of
mtological  episemological and methodological sssunptions. Different clusters: of
smumptions kad to different conchesions about how to ooduct management reseanch,
ahout what kind of phenomens should attrad reseerchers” attention and therefore about
what counts &5 & management theory. Such i the view, in any case, advanced by business
researah tescthonks (Brymean and Bell, 3015)

In renagerent and organisations] studies, an nfluentia] study of the sssumptions
scholars espouse when oomducting their resssrch is Burrel]l and Morgan (1979) At the time
of writing, the work has attracied over 13500 cit tions aconrding to Google Scholar; twenty-
twn yeams ago, the work's influence was already judged “hegenonic™ (Deetz, 1996, p 197).
That Burrell and Morganz study has been influential doss not mesn i has proved
crmsenaEml however, For exanple, dissgresment exists shout the number of mesearch
framewnries, thar names or the ressarch practices they produce. Thas, in place of the four
framewnris identified by Burrell and Morgan, suthors have proposed thres (Lodoe, 2001,
pp 7-13) or two (Lakomski and Evers, 201 1; Boizot and McKehvey, 2010 Clegg and Ross-
Smith, A0 Whatever its merits, Busrd] and Morgan's work has shaped discussions about
such mamtters.

Borrell and Morgan (1909, pp. 21-25) called “paradigne” the four clusters of assumptions
that frame management and organizationsl resesrch and named them *“fumctionslist”,
“inerpretivis”, “radical structeralist”  and mﬂm]hmnﬂflnﬂumﬂm
paradigne ae nconmensirahle becase they rest on fundsmentally incompatible views
ahoant social science snd sodal reality, thae leading to mdically different research practices,
olvjectives and results. For mstance, reses rhers working as per the radical strsctrs lis and
fimctionslist parmdigns share an emphasic on an objective study of sock] reality, while
thise e hing thense] ves in the radical humenist and ingrpretive parmdi grs believe that
socia] phenomens can only be understond subjectively. That &, i is the pespective and
intentions of those ndiridusl: fue bdwaviour of whom & sudied that privanly concern the
latter group of scholars, not the actusl manfesmtions o cmssquenes of that heha viar
{which comcem the former group of esesrchess)] However, still acoonding to Burrel] and
Morgan, adepts of the inerpretivist and functional st parsdigns promote soctal regulation,
wihile those scholars following the radical humanist and the radics] strocteralist parsdigms
st te researchiena bing social change.

Burrell and Morgank (1979, pp. 32-33) radical hmanizst scholars deserve further
expaaition, for their conception of research sets them apart. These researchers believe ndesd
that idealogica] construats domins te s oonsciousess ad estrange e n beings fom
their full potentialifies. In perticulsr, mdcal hunenists see a erence of TEnEgerent & 8
concept kading to alienation, with the Taylreatin of the workplace hdd 2 2 prime
exmmple of suwch dehumanization. In the mdics] humanist perspective, the trust invested in
nenagement 35 an amplied sdence iz one of these ideslogical bamies to human fulfilment
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Radical humanist scholars thus see their mission & identifying the multifanows
manikstations of the mensgement science idenlogy and helping fdlow hunan beings in
their attenupts: to libers te them s ves from it

A eriticsa] evalustion of Burrell and Morgan's clessification i not inmed stel y relevant to
the present srgument Hasssed and Coer, 2013, Deetz, 1996 are exsmpls of such
evalmtions] Similarly, whether the peradigms Burrel]l and Mosgan identified are truly
incommensurahle or can be somehow reconciled i a question that can wait, 3t lesst for now.
Gzenersl comments aboul mansgement research are in order before 3 discussion on such
mafters is possible.

Structiral fendionalist fosdan s maon grement researoh

Beyond their disagreements, suthoms who have analysed the sssumptions undenpdnning
mana gement research grant, if under 3 different name, 3 dominant role and infiwemce to the
sort of resesrch that Burrell and Morgan called “functionalist™ For instance, while
Clegg and Rioes-Smith (00 and Johnson and Duberdey (3000) have called such resesrch
*“peitivist”, Bodeot and McEelvey @010 and Locke (AW) have preferred to name it
“mndemnist” and Lakomslk and Evers (111) “empiricist™. Although conmected, these terms
deserve to e distinguished.

“Moderniam™ redrs D a priod in the hstory of Wesiem idess, ants and culbure, with mots
in the nineeenth century but culminsting in the firat decades of the twentieth century.
“Enpiridam” & the view, develmped from the socteenth cantury omward, that the exchesive
soueee of knowladge is experience, that i, infermation aomveyead by the semses. Pogitiviem s a
philcsoply of scence firgt given systematic eoposition by Auguste Comite (17981957 and
further developed in the 193 and 19930s Holakowski, 1960 Preitivist science aocepts: the
enpiricEt premise it sdies realify in its phennmens ] manifesstions. | ignores moral vales
o fioees: exclusively on fack:, defined &5 momoborated, nessubjective sense dats. Aocordingly,
pEiivig sdentists strive for objective (valefred olesrvations of phenomens, from which
they infer theories that they confront to new cbeervations by way of predictions and
experiments. Inthe nanral seences, positi viam is the eochsive ressrch model

Fumticna lism iz not a philosnphy of science, but 3 conception of social reality. Although
often said obsolae, functimalism is still central to general sociology (Kingshury and
Scaneond, 3009, Functionalists believe that they can adequately describe any social
phenomenon {insitution, pattern of behaviour, nomm or belief) in the terms of the function
(and of the effects this function) this phenomenon discharges on cther phenomens under
analyss, imespective of the intentions of the mdividusk: that animate or herbor it
(Spiltane and Martin, A6, pp. 112-113) As Radcliffe Brown (1940 long angued, however,
functionalism iz intimately associated with another sociological ontology, nemely
srucuralism  Srucwraliem & the view that phenomens only exigt through their
relationshipe with brger, ordering structres (Blackihurn, X6 po 353, The omnection
Mﬁmhmmmﬂamhmmhﬂrmtiﬂmmmp
lesads o thet of function. Further, tospeak of function & to imply that there i an entity that
ﬁmﬁmﬁplﬂnmmm]ymm]eﬂrmghrﬂm;smaﬂmjﬂaﬁmmaf
functions and if these functions nenifest the existence of entities that can be deomm posed
into subrentifies, the difference between “funciion”™ and “structure”™ disappeams In this sense,
dissociating functionalism from structuralism and holding them o be noommensurshle
views of socin]l reslity, as Humell and Morgan did, is misgrided namy authors
mhmﬂbmkdmﬂﬁmmmw X114

the strecturaHimctionalist tradition i particulardy visible in the work
ufEruhDrklﬂm{ﬂ](E[lﬂSi‘ﬂ.Fu']:uﬂﬂn socigy is the ultimate struchure, a
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determined, conplae, coherent and self-reguls ting system made of causally interoonnected
oEvponents (sroctures) Anvng these are work organisafions, which stand for and
discharge socisl functions. Individusl: do nof exist as sutonmus beings but only as
oovponents Fubstrctures) of socety and its institutions, Le 32 wvehicles of the vanous
socia] funclions they sinul tanemsty embody and dschange

In mansgement shdies, the oombina fion of structurslism, functions lism and positivism
has been attractive to scholars. Indeed, the reseamwch framework swch a oombinstion
produces, provides immediste ontological epistemaological and methodologica] support o
the quest fir management theary. As per the struchmslfinctionalist view, work
organisations, their inernsl oomponents and attribues, 25 well 2z their parners, suppliers,
CIEtomeTs, et are nothing but structeres, which discharge and embody stable and causally
effective functions (relationships) on other structures. Further, a5 per the positivist reseanch
framewnsd, the behavior (fmction) of these srucheres B amenshle to objective
oheervation, thus ensring the scientific stabes snd value newrality of the resulting

et

h&ﬂwmmeEmmmmmﬂmﬁm

aience, mEeating on similyr asumptions and ziming &t the smme overall objective of

grounded on ohjective obearvation and quantitafive data analysiz Further, there e umiversal,
value freeand predictive mathaods svailsble i menagers through which they cn impoove their
mractice. The SFP concepfion of menagement shudies i that which Taylor pionesred and o
wihich Simon and his peers af the GSIA first gave academic credenfiake. It has mmed the
T cehone of meEnagement academis i this day (hence the qualifiers “traditiona T, “orthodox™ or
again “rainstrean” that sre alsowsed todenote it). As attedted by A ACSHs mission s tement,
wihich is “i tramefom busness edumtion for gobal prospenity”™ (fom te webaitd, it &a
mnception of menagement resesrch and practice that, in fypical positivist fashion, aqustes
aientific progres: with spdal progress. The appearance of game thenry, the rise of emnomics
and fina e in mansgement schools” curniculs and the preponderance of quant tative shudies n
nemagerent joumals sre signe that the SFP wradition & il grining influence becanse
queantitative anahyeis k& aseocied with enta inty, objectivity and instrumentlity, all nofions at
fhe hemrt of the pogitivist researdh progranme. “Evidence based management”, meofarasitiza
reparch agends and not merdy a body of pradice, iz another outgrowth of the positivist
branch of management shdies

Barrell and Morgan's radica] srucherslist aocmmt of mansgenent resesrch, &3 its name
indica ez, hinges on the view that stable stroctures underpin social reslity. Citing Marx as
exmample, Burrell and Morgan (1979 p. 34) note that, for mdical stroctumlists, “radical
change i built in the very nature and structure of contenqorary socigy”™, and that such
structure “poovides] explanations of the basic inermrelationships within the contest of total
conception of social reality ineofar & they are committed to the position, =z Burrell and
Morgan (1979, p. 31) put i, that “the word of human affsire & cohesive, ordered and
integraed”. When Mayo spoke of causally effective “socsl systens” to acoount for what
happened at Hawthorne he didnotmesn differently.

In The Theory of Soctal and Enmorse Orgonisafon, Weber (1969 argued that soctal
sdentizts should indguire in the cases, of unintended events, bt ignore intended nes. If an
event oeursas the delberate result ofan ndividel'z adion, this particular ind vidual i the
cause of that event, and there is no need to engage n scientific enquiry to disoover what
caused it Howewer, if the event i unintended, then its real causes are unknown and if is
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244

therafore worthwhile to mohilise scentific mesns to dsoover them_ Such a discovery will
make it pesible to judge whether the event in question will oocur again or to omtmol it
oorurence. In this argument at east, Weber did not deviate from positivist science's overall
performative agends, that according to which the ultinste purposs of scientific nowledge
iz to expand and oonsolidate control of reality. The interprative school of soctal esesrch iz
not 3n alermative but a conmlement to the picture provided by the posifivist aoommt
(Ehurana, A7, p. 35).

The radical humanist managenent eseacher, aooonding to Burrell and Morgan (1979,
. 38, has noech in common with his interprativist counterpant. Both believe in the existence
of smhle, causally effective supemadinate srrangements of orgamisafiona] reality buried in
human consciousness (for instance in the shape of ideolgies or mora] constrain=), which
they strive to dizoover and eodify. Radiea] humanists differ from interpretivists in how to
e such knowledge to regulate organisations for ingrpretive scholars and to change it for
rafdical humanist esearders, In either case, however, scholars remain faithful to the
performative progranme of SFF reseanch

The four paradigms of mensgement reseanch identified by Burrd] and Morgan (1979 share
a entral agends They are variations on the quest r stable, ordering and causally efiective
features umderpinning organisstions | reality, the existene of which i assamead In raking this
aspumption, nEnagenen essmchas walk in the stege of their Thstriow predecessnms in
sancial soience, be it Mang, Durkdheim or Weber, all of whom ook the edistene of caess] trends

or relationehips struchring the soctsl phenomens they studied r granied iddens, 2000,
P 230). The alleged incommensurahility of Burrell and Morgan's resesach paradigms must
therefire he requelified ina cnedal sspet it & merely aperficia]l These paradgm differ oot
on the matere of the ultitee subetratm of orpanisationa] reality (stahle causally efiective
structures], but onwhere to losste thet substrsium and how o stwdy it

Stable and cansally effective structres form bases fmm which prediction and ontmol of
organisstional phenomens sre possible. For instance, if organisationa]l cultures manifest
themzd ves; along fived dimensions (stable and causalby effective strsctures), then managers
must take advantge of these dimensions when restrucuring or regulating organisations
(management theory] The idea that there is such 3 thing & 3 management theory to e
i saroreed becase there are auch things = stable, causal by effedtive fantures that determine
organisations] reality is therefore fhe theory underpinning &1 mans gement theories. In this
statement, however, “theory is mof to be understond in the scientific sense (e &z bwlike
generalisation stenming from pest observations inended to predia futre o), but in the
everywlay sense a5 mere speculation. Management resesrchers aocept it a priori becass
without it, the pesformativity of their resesrch cannof be justified To put the moeter
somewhat differently, if management academio suffer from “physics envy™ (Bygrave, 1980,
p 16 they ako Ehouwr under 3 managensl bizs Indead the ultimate mtionale of their
research and objective of their theories is to provide means to organisstions] regulstion or
tramafrnation, that &, exerutive contml. Irespective of their resesmch paradigm, they are
all, to rewse Barite's | 1960) expression, “servants of powes™

Postmodern manggement researdi

Publizhed in 1979, Burrell and Morgan's work could not inchede 3 discussion of & stream of
managenent studes that i embryonic in their anaysis ot only emerged in theeary 199067
This stream appears in later erplorations of management resspch frarewnrks, albeit witha
much wesker degree of agreement ahowt what sort of researdh it oonsists of and i what sortof
theories (i any at all) it kads This & the esarch farework @lled “poetmoden” (Hassand,
1984, “poatpositivist” (Clegg and Ross-Smith, 200, “peetmodemnist™ (Lalonsld and Evers,
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AM1; Pt amad MeBebrey, 2010 ohnson and Duberey, 2000) or again “deconstructionis”™
(Heard and Crer, 2003). Ancther name for this body of nenagement research i “critical
menagenent studies” (Alvesson and Willmott, 1992 Adler et al, 2007). Supported by dedicated
joumals, pretmndemn nensgement research, initsmultiEnos hues, egreents today an active
area of seholarship. However, even if nany postmodern resesrch themes have found their way
seholamship has had litle influence on the omtent of management crriculs There are good
e fior this

Along the lines opened by Burrell and Morgan's radica] humanist scholas, postmodem
mEnaganent researchas seek to digance thamselves from the tradition of Taylor and
Simon because they are wary of its mnssquences. They, too, pursee 3 “political” research
agends mnescfar zm they oppose what they believe are metious afects of & scence of
nemaganent What makes posmoden management scholsrs” position digtinetive i their
rejection of stable enpinical referents. Following sach thinkess & Foucault, Feyerabend and
TDesrida, poetmodemn nonsgenent uthors either reject the nofion of “truth”, with they see
&= an element of 8 discowrse sediing domination, or, if they accept it believe it to be
inacreszible (Joullié and Spillane, 2 5a pp. 278 283) As aresulf, posimodemn nenegement
suthers are not merely suspiciows of 3 science of ranagement for being an nstrument of
socia] oppression; rather, they dismiss it altogether They deny society a stahle, neutrsl
exigtende and see ingitutions, symbols, wonds and texts mot as having fized mesming o
peointing to pernmnent entities. Rather, poetmodemists analyse suwch components of sodal
EXpeTience 35 repressive processes silkencing other institutions, symbaols, words and texts
whilke promoting the sgendss of incumbents, owners and authors. In the postmodem
wntldview, these canmot be 2 seience of management berause the objectivity demanded by
SFP reseanch is a delusion, & mirage what passes for reality & in facta fabaication, a socially
constructed deception. The paychological 2lf iz an oppressive ilusion of religions linesge
and matiomlity is a3 markedly dangemis, becsuse persuasive, form of lie As for
crganisational i itis politically motivakd, a scene on which vested interests comstandy
play outand collide and thereforean esperience esraping pessive or nastral recording.

While thete sre menitsto a critical view of organisational Iife, it i essier to understand what
mmeﬂmmmMJﬁmMmmm

i meinly the consequende of 2 radical @nt-) episteamological stamce tha tommdenns a mpone who
adopts it i an anbi-perfornative position. Rejecting the idea that experiance and messon ane
relighle instruments, postmoden management scholars find thensebes in & perilous position
when it comes to developing a logical armument from empinical premises; denying that
crgEnisationa] reality exists &5 & permanent ohject of shudy, they logically canmot resonmend s
e of adion Indeed, in the sheace of smble causally afedive socisl sructures, thee &
indeed no groumd won which tesy could devdop. Further, If postmodem management
aufhors are cored in fhelr views of soctal reality, ther work isell nust be disnised for
stenming from and embodying an ideokgy that i polifically motivated, that i, oppressive in
itz imtendion.

Prstmodemnizts will ot allow bgic of argument to oome in thar way, however. For
instance, Chia and Holt 009, pp. 9100 recommend nenagess they downplay omscous
deciion-making, instrements] rationality and goabdireded behaviowr, instead, ranagers are
enoouraged tolet things happenby themsebnes. That i, Chiand Holf write & book & deliberste
hehaviour, surdy) to sgue that rames dwold ot argee or ag delibeatdy, Byually
innneistent {if understandshle) sre calls by ppamdem acadam ics i continue research 35 par
the pretmodemn agends (Donaldson (2008) offers an extended dizeusson on this theme). To be
B, mme pEtmodem menagement suthos awe recognised fhat embracing an anti
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epistenlogical posture amounts to pulling the carpet from wmdemes th one’s feat. They have
tried i retain their balanee through iomy, autocriticiem, sdfefacement and s kst resorf) by
grasping at their readers, presumshly hoping these would fall with them (Burrd ], 1997

The collapse of thery

The ethical, logical, episemaological and ontological difficul ties met by researchers in sodal
soience have heen kng documented {Gledymin, 1975). In fact, it was their pmgressive
articulation (in the hands of Weber, Adorno, Horkheimer and Popper, most notably) that
spurred the development of the different versions of socia] reseanch that Burrell and Morgan
mapped. Various strategies are availshle to mifigate the difficulfies that each generates in
management studies Jolnson and Duberley, 2000; Boisot and MeKebvey, 2010 Wicks and
Freeman, 1998 Gioiaand Pitre, 1990). Rather than these well-travelled themes, the following
explores anoveriooked aspect of management resesrch’s difficulties

The nmin E=ues sorisl resesrdhers face in their work stem from the influence they
inevitshly exert on the ndividualk the behaviour of whom they study, the complexity of
social phenomens, the impossbility of studying them in hbomtory conditions and the
challenge of identifying contral groups Considered together, these difficulties rule out
explanations of socizl events similar to those advaned i the natrsl sciences, which ane in
terms of causes and effect of these causes. As Andreski (1960, p. 58) ohserved, at most, in
social sriences, only “possibilistic” explanations can be advanced, that i, explanations why
something could heappen, not why it happened In ofer wonds, in socil science,
explanations do not express sufficient condiions of occurrence of an event (causal
explanation), but necessary conditions of oocwrence As such, explanafions of sodal
phenomens ae not predictive and thus canmot be perfornative. Moeowver, i one accepts the
reality of free will, Le if one understands that humesn beha viour is by nature unpredictahle,
then one must ako acept that causal explanations of social events ae mpossible n all
cases where these events are determined by the choices of one or a handful of individusls.
Such is typically the case in management sifuations where decizion-making rests with one
or a smal] number of people.

If the indeterminacy of hunwn actions vitistes the possibility of causa] explanations of
soctal events, it follvws that the possihility of caueal explanation requires that hunan
actions are predictzhle Expressed differently, the quest for performative memagement
thenry must asaume a degree of peychological determinism, at least on the pant of thoes to
whom the thewry applies. For emample, in For Postiit Osradsation Theory, Donaldeon
(1996) argues that organisational deciions are contingent on phenomena over which
managers amnd executives have nooontrol, such & genera ] ecomonic conditions, oom petitors”
offering, legal constraints or sinply shareholders expectations. There is therefore nosucha
thing as strategic choics. Managerial free will if itexist, is of negligible consequene:; trying
tor acooumt for it in management studies & a pointless endesvour. If true, this deterministic
view of organisations] reality lesves little room for such widely debated notions as business
ethics and mrporate sodal responsibility. Scholars engaged in these research agendss are
misguided in their efforts.

Even if they do not share Donaldeon’s poeifivist conmitment, nemagement theorists,
imrespective of their research pamdign, share hiz view on human sgency. This & the case
e e if crngandsationa] reality isstructred along stble and cavsay effective features (he

reseanchers shudy, the oocurrences of which their theories describe and predict. Tt is thus
possible o determine future occurrences of these phenomens, like, for instamce, the
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behaviour of elementsry partiles & predicble and contollable by way of the ©anagement
ekctronegnetic forces theorised by phimicits. As disoesed, postmodem management without theory
sdwlam escape these comments at the cost of being incapable of proposing any

e gem ent theory at 211

ing perfoarmative, reseamh  requires and implies & degres of
pychological determiniszm Yet, bar for theorists ke Donsldson @nd postmodern
researchers, f for opposite ressms), most mansgement scholas do not mealise this ag7
implication, & their concern for managenial and corporate responsibility attests. & thus
hehowes the present commentator to explain the discrepancy betwesn what nanagenent
researchers actuslly do and what most of them profess they do. Although swch an srgument
requires momre sugained development than space affords here, T submit in the folvwing
paragraphs that management authors do not meoognise the peychologics] determ inism
implied in ther msearch and comveyed by ther theories because they obfuscate it,
presunEhly unwittingly, behind a chowd of equiwcations, ambiguities, tautologies and
inprecise Enguage

Sdwlardy mansgement and organistion literature offers equivocations aplenty.
Although & systenmtic survey of the concerned literature & nomully required to
substantiste such an asserfion, three examples will suffice to provide it credibility and
progecute fe present case They pertain to the wse of “suthority”, “personality” and
“muotivation”, three temes that ane pervasivein menagement liferafune.

“Autherity”™ & an amhiguous word most mansgement authors lesve umdefined
Dhctionaries (eg the MerriosmWebsfer online dictionary, accessed on 14 March 2018
acknowledge this ambiguity when they define the term == “the power to influence or
commmznd thought, opindon or behaviouwr™. To influence i not to oommand, howerer: while
the former verh lesves mom for gradation of interpretation and thus peychological freedions,
the latter does not and implies cbedience. Thie, when Rojas @010, po 1264) writes in his
study of academic suthority “some actors [ . ] seek the authority to coeme others™ and that
“ponnections help individual: acquire the legitimate aufhority to influence events™ @010
o 1365, he equivocates on the two meanings of the term and lesves the practical
implications, of his therry umertsin Swch an equivocation is doubly convenient First,
should the therry be implenented, the equivncation proteds the therrist from the charge
that his reseanch does not result in employes coercion. Seoond and more tothe point of the
current discussion, the equivocation presunshly kaves the same theonst unaware of the
deterministic inplications of his theory. Had the meaning of “authority”™ been darified ora
less ambiguous word like “power” or “oontmol” been wsed, these inplications would have
Teen ei fher avoided or made apparent.

“Persmality” is a concept central to nenageria] paychology and toa lange component of
mama gem ent and onganisational behaviour Ierature Although there are over 20 d ferent
definitions of personality Spillane and Marting 2005 po 71 most of them advance
peraonality as a stahle peychological structure or poocess that confers ndividus ] beha viour
an overall degres of mnsistency. In this perspective, persmality explains (that &, cawss)
Theche vicneral regularities (MeBae and Costa, 1996, pp. 57-58). The concept of personal ity thus
s that there are sspects of ehaviour that emain beyond the volition of the
individesm]l Notwithstanding clims to the contrary, the peychological determinism of
perenality theories is particuarly evident in the view of persmality as a bundle of stable
traits dispoeitions) exiziing within the person and oonirolling his or her behaviour
Clarke 2009, Behavioura] pradictions based on personality testsha vebesn the goal and the
justificationof parsonality research sinee its beginnings (Baritz, 1960, pp. 2141).
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The peychological determinism implied in pemonalty peydwlbgy & ot without
consequences on personal fresdom, intelligence snd creativity. If individuals behave as per
fized pesrchuol ogical struchures beyond their contral, they are not conmpletdy free and thus
not entirely responsible for what they do: they behavwe in ways cmstrained by their
persanality. It & iluwory to expect from them behaviour outside of the range of activities
that their personality allkws. The narmwer the rmnge of activities in which the concemed
individuak can engsge, the more consistent their behaviour remaing regandless of
envimnmenal condtions. In other wonds, the stronger the persona lity, the less intelligent {in
the sense of adaptive) and the k== creative the individual Although this argument i of
sound logic and in amond with explanations of shberrant or deviant behaviour in tems of
persmality fachoms or mental Mnesses Spillme and Marting 2005, pp. 72741 it is not widely
recognised by management suthorm This state of affairs is evident in the use of such
OXNYIOEIC eXpressions & “oeafve pasonaliy” [Didham and Cunmings, 1996,
“ineginative personality” (Fartono of af, 2007) or again “intelligent pemonality” (Bartons
el al, 2000), which are conmion in literature.

Finally, "motivation™ & & @noeept often found in management and onganisationasl
behavicur anticles and texthooks, if genemally left withow a clesr definition. When a
definition i provided, it is typically slong the lnes provided by Griffin and Moorhead 2012,
po 90), that i, one which conceives of motivation, in Newtonizan language. as “the set of
forres that causes people to engage in one behavior mather than some altemative behavior™
In this reading, motivation is a causally effective factor, the reach of which i inescapahie
mutivated enployes are causad i behave as they do fthat iz, they do not act bt react).
These individusls’ intentions and free will, should they exist, are of no cnsequence. In
ondinary nguage, however, mrﬂmlﬂsadﬁsmtmﬁsﬂrﬂxﬁlrdﬂﬂm
Dhartiomary attests @oressed on 20 Februsry 2008, motivation typically refers toa reason for
acting in certain ways, 3 desire todo something, that is, 2 wlitin, a fear, an incentive oran
objective. This definition nekes room for choice and free will: if 2 motivation is a resson for
action and not 3 cause for reaction, then one can change one’s behaviour by changing one’s
mutivation Az is the case fr “authority”™ and “personal ity”™, the equivncation that surrounds
“motivation” & convenient for swthors, for it hides, perhape even to thenselves, the
determinizsm of their theories Tt ko makes thelr theories unfakifiahle, thus unscientific in
Popper’s (200ed) senee, because whatever experi mental evidence produced will be compatible
with the theory. Should “motivated” enployees behave a2 eqmected, motivation-ss-cass
will figure centrally inresults” interpratation; should these same enployees not behave as
expected, researchars willcall on motivation-ss-resson when inferpreting the result: of their
Experiment.

The afredizcussed equivocations and conceptua]l ambiguities allow nEnagement
scholars to cloak their theories in & scentific veneer. In Arategic mamgement literare,
circular ressoning provides the scientific vamish, In two distinet streams of publications,
Powel]l @001, 2000 and Priem and Butler (20012 2001h) have indesd obeerved that, since
conpetitive advantages and valwble esouwres are only identified within swocessful
organisations, thess mmpetitive advantages and valwble resoures cannat, in and of
themzdves, explain these organisa tions surcessful perfirnemnes. Inphying, &= Porter (1995)
and countless strategic nanagenent authoms do, that competitive advantages or valeshle
resmETes produne of ganisationa] suocess thus amounts to implying that organisafions are
sccessful because they are suocessfil. The proposition & tree, but trivially so It does not
statea thenry but anly & @ utalogy without predictive, letalone performative, confent

Strafegic mamgement literature & ot alone in advandng tastologies masquerading as
srientific theories. Tautological propositions: also abound inthe “inplications, for practice”™
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sertions of management arficles. Bartunel and Rynes @010) reviewed 1733 empirical  Manapement
articks published in five kading mansgement and mansgement-related joumals in 1992 without theory
amd 1998 amad betwreen 2003 and 2007 Bartumek and Rynes @010, p. 105) found that, overall
wamﬁmmﬂ&pamtﬁwmmmh,@mdmgmﬁummﬂaﬂafﬂuﬁ

“inplications for practice” sactions rely on tentative languesge, that i, make wse of “may”,

“speculie”, “potentialy™ or other words of similar mesning. Propositions expressad in this

st of langua geare eifher tautol ogical or unfalsifiable: in both cases, they have no engpirical 290
mﬁ]ﬂx@wmmmmmﬁ' on articles published in 1962-1%0
and 20032007, recent exenplars are not difficult i identify, showing that the phraseclogy
they identified i still prevalent For example Su and Tsang @005, po 1143) write, as
practical implications of ther resesrch, that “results suggest that firme may straegically
oot the soope of the semndary stakeholders in which they are interested™. The wvesth
“suggest” signals that the proposed interpretafion contains a part of subjectivity, that other
researdhers could interpret the same results differently; the modal “may™ indicates that the
oppeeite result i possible If the sentence has some appearance of performativity, it as
mone of its core attriboies, namely, ohjectivity and casality.

Tentative and speculative langeage, like the equivocations, concepiual ambiguities and
tautalogies reviewed earier, obfuscates nmna gement literafure’s inherent determinism and
haollowes it owt of practical consequences. In both cases and crucially, swd language doesnot
convey theoretical knowledge. Sentences like "X suggests ¥, "X may @use ¥ and X
potentially triggers ¥V imply that ¥ does necessarily follow from X, that something else, or
nuothing at all, canpossibly follow from X Thatsuch formulation i so widespread in, indesd
typical of, management literature shows that scholars, despite their inentions to identify
mdmdﬁgﬁ:ﬁrjhvebmmpﬁbhdmm

Tf mea s gement research is a quest for perfornativity, this goal has dissppeared from its
practical condusions. When engrging in nanagement reseanch, scholars sssume that stahle,
sl ly effective structures undenpin the wa yonganisations operate, yat the langueage thess
same seholars wse toreport the resulf of thedr resesrch inplicidy bt unambigwous]y betrays
the inexigtence of such structures. The fact & that mansgement researchers have yet to
identify a single theory they can apply in the wordd of organisations with the same
relizhility that physicists apply theirs in the world of cbject. The Inittions, weaknesses
and adverse sock] consequences of scientific management, the first and perhaps most
surcessful of all management “theones™, need no rehesrsal heres seientific management is
nof the panaces, the “one best method™ Taylor (1919, p 25) insistent]y claimed it was The
promize of performativity made by management acadenics has remas ined 3 promise. Except
in ther inentions and resesrch hypotheses, there is no such a thing as 3 management
theory. This failme of nenagement theorists ilustrates Gellner's (1986 e 126-127)
argumient that, if science is characterized by its shility to generate consensual cunulative
knowledge capable of improving hunan exiztence by way of predictions and controls (e
what Lyotand called science’s performativity), then the se-called “social sciences™ ane not
scentific.

Conclusion: management scholarship for the twenty -first century

The ides of mansgement thenry hes had a suoceseful mm since its inception in the first
decade of the twentieth century. From Taylor to Simon io Porter (znd comndtless others), the
comvtention that there exizts a theoretical body of knowledge enabling managers reliably and
predictahly to mprove their practice has been widely acrepted. Mansgement education
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hinges on thiz conception, & which thoesands of menagement scholars srownd the world
havegivenflesh— or 50 it seens.

In scholarly literatwre, theory is 3 performative and determinisfic notion. Anyone
proposing & theory about natursl or experimental phenomens inplies that, should the
conditions that presided ower thedr ind tial cbesrvation persist, these phenomena will continue
to ooy as they have oocwrred and can thus be controlled or at mininum predicted.
Pmposing 2 theory about particulsr phenomens thus amomnts to claiming that the
behaviour of these phenomena i predictable, that i, somehow determined. Applying the
nofion of theory to management and organisafional concems, thie requires, inplies and
conveys the ides that the phenomena mansgement scholars study are determined in some
essential but inescapable ways Orpanistions, iowever, aremade of people; mana gement iz,
muﬁ,mwimmmtmufﬂmqmﬂﬂmwtmdm
& determiinistic picture of human sgeney, one in which hunen beings, in some ways at lesst,
o oot et bt resact, dio notbehave asthey wish butas they must.

T e the peyrchological determingsm of the structurs | unetions]-pesitivist resesrch
agenda management theorists ha ve developed alternative ontological, epistemaological and
miethodalogiea] sssumptions wpon which to condud research. Despite ineom mensurs bility
claimes by ther advocates, these resesrch frameworks are only superficially different. They
come together in one central sssunption: the evistence of under ying stable and causslly
effective features of organisational life upon which to develop managenent theories
Scholars for whom this comment does not hold sre these postmodem nenagenient
researchers for whom there are no fixed structures in socia] reality and therefore o basis
upon which to grund theery. Postodern namgement scholars escape the chasge of
dhesterm ind sm but face that of thenretical paralysis and practical relevance.

Excent for svowsd posiivists such 35 Donaldson, management scholars do not oot
tir the ides of peychological degrminizny rathes, they typically deny such a commitment.
Mevertheless, if management thenries were not deterministic in at kast some of their
aspects:, there would be no way to justify ther perforpativiy and cmssquendly their
teaching in management schooks: It is only berause rensgement thenries are supposedly
performative that their knowladge enshles pomnages to mprove ther pracfice amd
miana gement gradustes to pretend to mansgement positions.

Knowingly or not, willingly or not, management scholams obfuscate thelr conmitment to
peychalogica] derminism by way of equivocations, conceptusl ambiguities, tEutolgies,
speculative wonding and tentative language when reporting their theories Constructs such
as “pemmality” and “motivation”, common in mensgement literature,  densand
peychological determinizm to be wsed as suppornt of theories. However, they are typically
emplyed as i this was not the case, therehy olscuring ther mesning and fatlly
umdermining theoretical models built upon then. The nofion of “authority™ Epecifically its
articulation with the concepts of “powe™ and “contral”) is rardy elucidated, leaving its
practical implication uncertain, Ciroular reasoning i at the hesrt of competitive advantge
and valuable resowrce thenries, carving them out of enpirica] rdevance. Finally, thesections
MMMtapﬂlmhmmmm“irm@mﬂﬁrmMmtgma

A handful of scholams have pereived that management studies ik fadng a orisis of theary
(GFhoshal, 200E), that current nenagement scholaship & mestly irrelevant to theory,
practice {George, X14) and teaching (Pearce and Husng, A0 and that moenagement
academis’s legitimacy & mow at risk (Khurana, 2000 Mansgenent scdemia st reinvent
itself if it wants to survive these orises. Tf this reinvention goes theough the abandonment of
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theory to make mom for menagerial freedom and responsibility, then so be it In any case,
forfeiting the claim to thenretical knowledge will not be at management studies” cost. I
the pursuit of theowry camot be reconciled with 2 world picture in which manages act,
choee and are responsible for their decirions, then so nuch the worse for theory. Scholars
reveptive to iz line of argement will remember, however, that an shendonment of theory
must remain compatible with their acadeny’s claim to instrumentality, f not to
performativity. That iz, unlss they are ready to embrace critical management authoms’
practica] irrekvance quagmine, scholars must find ways to make their reseanch wseful, if ot
predictive, i managers. The work of Peter Drucker, who never claimed to have a theory of
menagement (and nsisted there was no such a thing; Drucker, 1986, p. 39 and 99, shows
that such anendesvour s possible

For mofe than 2000 yesrs, education for citizenship and commumity leadership was
ez o sfudia Fam s fextis, that iz, on anengagement with the body of knowledgein which
and through which people document and ome to terms with their existence. To prepane
hineelf for a senior administrative position, Machiavelli, to take one famous example,
studied Latin, rhetoric, logic, diplomacy, history and phikeophy. Suwh an education
provides analytica]l and critical methods of inguiry moted in an appreciation of divess
human values, skilks that managers, as decision-noekers, reguire. The aritical evalustion of
asumptions hrings ahout the awareness of alematives: ntellectisl freedom, citizenship
engagement and moral leadership have no other poesible onigin Critical analysis, however,
& impoesible inthe darkmess of an imprecize langusage, in the absemnce of moral references or
in the chaotic oufline of & world without history and intellectus] foundations. Mastery of
langrueage and an appreciation of philosophical systems support the use of reason, encourage
argument and produe mature ndivideals Intodudory courses in the hmanities in

POnETANE
(Joullié PO16) mee alzo Joullié and Spillane (20150) who argue that Drucker’s work should be
reveived &% an andent phiksophy applied to mans gemend.

It is possible, & Chandler (1977) did @s well as Marx and Weber, in their own ways], to
read organisations] hisbry & governed by an overriding principle. The present analysis is
itself an interpretation of the history of managenent theory through the lens of an overall
pattern. History, however, is an immenss tapestry, composed of innumerable inerworen
threads. Whik it is tempting to make sny of thess threads ook like the dominating motif,
doing =0 comes &t the expense of losing the entire tapestry and its fabric from sight
Moreqver, it remaing an enduring Humean insight that from a finite set of data (particular
events) an indeterminate number of intemally consistent interpratations can be inferned,
inchuding incompatible ones (Lipion, 2006: 96F). In ofvwer words, if the past helps understand
the present, if experience & a guide, it i not inand of iEelfa faika® basis for presoription
e e thee futume remains umdendeter ined.

In humean affais, o behaviour is necessary. If their environment is complex, human
heings are even more 50 and their decisions contain irrations] element: that neke them
umpredictahle. Rather than looking for noenagement theory, scholars can choose to
oconiribute to mamgement history, provided, for ressons just exposad, that tey gused
themzehves from reading it as an merciless master but rather take it &5 a guide, that i, asa
servant to hunan remon Chandler (1977) made sense of the economy of his time by
amalysing the mie of businesses in the cenfury that preceded it While mansagers should e
cognisant of his omcluims, Chandler hinself did not pretend to have identified umiversal
princifes before which they must uncond tiona Ty bow.

Organisational and nemagement best practices must be created before they can be
studied and replicated Expressed differently, nstead of sesrching for elusive behaviours]
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causal theories, scholars have the option to expose arganisational reasons and contexts,
those that led to executive choices. Taking into account objectives and constraints, these
researchers will elucidate the consequences of these choices and identify those that proved
beneficial to the concermed individuals, their arganisations and the economy. This is, in
broad terns, what Chandler did. Besides, explaining decisions of managers, their tenets and
their glorious or inglorious outcomes reveals what altematives there were, what other
options were possible, what could be done and what should not done should similar
circunstances present themselves. Defeats are sobering, successes are fieeting, possiilities
are attractive; all are sources of learning. A fertile research agenda awaits.

Notes

1. Besdes Owen and , one must mention Charles Babbage, Herry Gantt, Henn Fayol as well
as Frank and Lillian (among a few ofiens) as proneens of mamgement theary (Wren and
Bedeian, 2008).

2. Embryomc in two ways First be P o ch & 2 contrmation of
Brrredl & Morgan's rachical ch fcr toh ided Second, b the

very dea of hhﬂ which undepins Burdl &
Morgan's work, dpmdnavqhmhwﬂlabbmwt
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2.5 : Theory, explanation, and understanding in management research
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Abstract

Theory production has been a central focue of management research for decades, mostly because theory legitimizes
both management research and, through Its application, management practice as professional endeavors. Howesver, such
an emphasiz on theory glosees over one of Ite constraining and particularized roles In sdentific explanation, namely that
theory codifles predictive knowledge. Committing to a “traditional’ or “critical’ understanding of theory thus amounts to
embracing the wew that prediction k achlevable within a clrcumscribed fleld of study. Such an embrace I non-controversial
In ratural sdence. However, within the realm of management studies, It necessitates and smuggles In a strawman view of
human existence, one which does not accommedate freedom and responsibllicy. This imication of management theory

explaing Itz Inadequate utlity. This article argues that alternative avenues for management research exist.

JEL CLASSIFICATION: M0

Keywords

Thearetical perspectives, philosophy of sclence, research design, research methods

Introduction

A gommon and long-established practice of leading man-
agement journals is that they require that suthors make a
theoratical contribution (Boer et al., 2015). Rabstino et al.
(2020) note that such contributions are based on diverse
ontological, epistamological, snd methodological assump-
tions; embrace disparate conceptual approaches (behavio-
ral, instinutional, evohiionary, etc.); and seak to address
differing organizational problems. Theorstical plurality
also takes the form of development of new frameworks,
testing of existing ones or extension of prevailing ortho-
dony into new domains. Nonetheless, to reiterats, ¢ontri-
bution to managament theory (of one kind or another) is
what editors of well-regarded scholarly joumals typically
expect from their prospective contributors. For exampla,
the webegite of the 4dcademy of Managemerns Review states
that the mission of the joumal *is to publish theoretical
Dz to a grammacical emar, sentemce Committing o theory a” traditional”
ar” ritical' undersianding of theory, thus amounts to embracing the view
that prediction is adyievable within a cirnamsoribed feld of snady is now
changed to Commitiing to a “traditional” or "criical’ understanding of
theary thus ammmis to embracing the view that prediction is achievable
within a circumscribed field of study.

insights that advance our understanding of managament
and organizations.”” Similarly, as part of itz staied objec-
tives, the Strategic Management Journal “seeks to publish
papers that . . . devalop and/or teat theory,” Another exam-
ple is the Jowrmal of Maragemens, which (as of January
2021 is “commitied to publishing scholarly empirical and
theoretical research articlas.™

The production of managament theory has had two prin-
cipal justifications. First, theory professionalizes research-
ars through creating a shared embrace of the scientific
framework and commitment to dissemminating findings
using & commaon language. Sacond, theoretical knowladga
acquired within the academy offseiz the inexperience of
novice managars and improves the practice of more sea-
soned ones (Van de Ven & Johnson, 2006). Scientific theary
thms legitimizes both mamgement research and practice as
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kind of data (quantitatk-e or qualitative) and the level of anal-
Eis {micro, meso, of meda) wsad 0 penemie management
theories. Rather, for purposes of developing the current the-
sis and consistent with the view advanced by Hoskisson et al.
(199490, it is assumed here that there is no consagquential dis-
tinction between theory created from reflection on quantits-
thee 85 opposad to qualitative dam. Similarly, micro-, meso-,
or meta-level conmibutions will be classified together as
theory. Indeed, it will be arpued that even if management
theories differ in the nature of the data that support them, the
level of analysis that led io their formulation, the conceptual
approach along which they wene developed, and the type of
problems they are meant to address, they share a crecial
characieristic. Specifically, theories are so classified because
they prescribe, in one wiy or another, a siable relationship
between variables (and thus constructs).

The structure of this article is as follows. Following the
presant introduction, first, the notion of theony in traditonal
management research is clarified using a discussion abowt
the generic meaning of explanation in science. Salient con-
ceptual and technical difficulties associated with the pursuit
of theory in maditional management research are also pre-
senied. Second, noted challenges to theory and scientific
explanation are explored through reference o exposition of
the differences between natural and social science, com-
pleted with an examination of the construct of critical the-
ory, which is often seen as (for reasons presented earlier)
the alternative io fraditional theory. This latter exercise will
renveal that critical theory suffers from the same weakness
that afflicts traditional theory. Third, non-theony-dricen
research avenuwes are highlighted. The article’s conclusion
iz that theory has consequential shoricomings that have
placed practitioners and those in the acadenyy at an unnec-
essary disadvantage.

Theory and traditional management
research

Law, theory, and explanation

Since the last decades of the 19th century, philosophers have
debated the degree to which science explains and its mode
of =0 doing. A long-time dominant perspective on this mat-
ter was formalized by Hempel (1965). This wiew is known
as the deductive-nomological model of scientific explans-
tion for its deductive and lawful (imiolate principles) com-
ponents {Hempel's conception is also called the “covering
law theory™ or “Teceived view ™). Although Hempel's modal
i no longer mainstream in philosophy of science, its con-
tinuing influence justifies a shont exposition.

According o Hempel (1965), a scientific explanation s
an account of & phenomenon consisting of two componants
(pp-. 247-251). The first is the explanandim, 8 stoctured
description of what is being explained. The second is the
explanans, a series of statements which specifies particular
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conditions and includes one or more laws, from which the
aplanandum dedectively follows as a conclusion. An
example provided by Hempel (1965, p. 246) is the follow-
ing- The level of the element mercury rises in a thermome-
ter in proportion to the temperature of the liguid in which
the thermometer is immersed (explamandum). This rise
occurs because (1) mercury is contained in A glass tube
{particular conditions, first part of the explanans), (2) bod-
ies expand in propontion to their heat, and (3) mercury’s
coefficient of expansion is greater than that of glass (two
laws, second part of the eqpanany).

The deductive-nomological model of scientific expla-
nation suffers from weaknesses the elucidation of which is
beyond the scope of this article. Suffice o say that philoso-
phers of science have proposed altermatives (for more
details, see Salmon, 2006, or Godfrey-Smith, 2003). Two
such substitutes dominate contemporary relewant litera-
ture: the so-called “cawsal™ and “wnificationist™ modes of
explanation {Godfrey- Smith, 2003, pp. 190-2040). For pro-
ponents of the causal model (eg., Salmon, 1998), o
explain something in science is o provide detail abouwt
honw that something is cawsed. In contrast, advocates of the
unificationist perspective claim o approach the same
problem throwgh considering what scientists actually do,
which (allegedly) is to develop explanatory schemes that
can be widely applied. Unificationists thus hold that an
explanation in science is an account that coONMects various
facts and relationships by subsuming them under a set of
peneral patterns and principles (Friedman, 1974; Kiwcher,
1989). A& such, unificationist science is best understood as
an enterprise that sirives to reduce the number of patterns.
and principles that must be accepted as fundamental.

Reconciling the causal and unificationist models of sci-
entific explanation is not a necessary underiaking to
atvance this article’s argument. Rather, two focused com-
ments suffice for the task ar hand. First, as Godfrey-Smith
{2003, pp. 196—197) noted, leading proponents of each per-
spective hawve comverged in their analyses, each side con-
ceding ground o the other. The reasons for this meeting of
minds are somewhat intwitive. Om the one hand, a causal
process can be ssen as the manifestation of A general prin-
ciple operating within material reality; on the other hand, a
peneral principle, if it is o explain material change, can be
conceived of as causal in natwre. The difference between
the causal and wnificationist models thus seems more a
matter of presentation than of substance. Second and more
consaquentially, both modals (causal and unificationist) use
the same semantic siructure o formulate a scientific expla-
nation, & structure that is indebted o Hempel's initial
explanandum-explanany articulation. Mamely, to explain
something in science is 0 propose an account that goes
from the general to the particular. Advanced on the basis of
causal or unificationist logic, this shift rests on laws, be
they universal {exception-less, that is, causal) or statistical
{Friedman, 1974; Salmon, 1998; Woodward, 2017).
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professional vocations (Shapira, 2011; Thomas & Wilson,
2001}

Drespite its marits, the quest for management theory has
nod been without detractors. Indeed, three decades ago,
‘Van Maanen (198%9) lamented the ephemeral nature of the
theories that management research produces. It is unclear
whether substantial progress has been accomplished since
such opining. For example, dcademy of Manogemen
Jowermal editor George (2014) obseryed that the more man-
agement studies proliferate, the more they resemble “black
cats in coal cellars™ (p. 1) At least three of his predeces-
sors held a similar view. Specifically, Bartunek et al
(200¢) stated in one of their editorials that management
research does not produce much, if anything, that is “Teally
interesting”™ (p. 9).

A notable criticism of theory-driven management
research is that it has little, if any, relevance for practice
and education. This concem is traceable to Porter and
McKibbin {198E), who stated point-blank that manage-
ment research “does not produce practically relewvant out-
comes™ (p. 30). Very recently, Joullié and Gould (in press)
provided compelling evidence that the bulk of manage-
ment research ouiput cannot be applied in workplaces.
Moreower, Pearce and Huang (2012) argued that manage-
ment theories are unsatisfying o teach in that they seem
disconnecied from the realities and nuance of organiza-
tional life. More generally, Chia and Holt (2008) com-
menied that “a preference for abstract causal explanation
over practical knowledge, and for reason and truth over
what wiorks, has led o [management researchers] privileg-
ing . . . detached contemplation over im-olved action™ (p.
473). Similarly, for Thomas and Wilson (2011}, manage-
ment research has become imward looking, producing the-
ory for theory’s sake to boost business schools’ rankings
and ensure their accreditation but with little concem for
improving management practice. Perhaps, however, the
problem is even more fundamental. Indeed, according to
Kiesar and Leiner {2007, the objective of improving prac-
tice was dhways illusory because output from managemeant
research is communicated in 8 way that is not reconcilable
with the language of doing. Whatewer the case, doubt
ahout the value of theory-driven management research
continues 0 plagwe scholarly commentary and there is evi-
dence that the negative side (the skeptics) is winning
(Joullié & Gould, in press; Kieser et al., 20015).

The purpose of this anticle is 0 reveal the nature of man-
apement theory and highlight the consequences of its crea-
tion. Specifically, in the following pages, it is angued that the
academy’s lack of practical relevance stems mostly from a
desite i explain management and organizational phenom-
ena through exclusiviely proposing theories about such phe-
nomena. Furthermore, imespective of their omological,
epistemological, and methodological inclinations or the con-
cepiual approach they follow, an obsession with theory
blinds researchers to an insight long established in philoso-
phy of science but not well ensconced within management

literature. In a nuishell, the conundrum is that theory explains
in & narmw sense but does not deliver understanding. Such
difficulty arises becausa a scientific explanation is an infar-
ence from the peneral to the particular presented in terms of
necessary or probabilistic relationships embadded in & the-
oy, whereas understanding is amrived at through reflaction
About reasons and values in a way that marginalizes pre-
scribed or probable ouwtcomes. As such, considerations of
individuals’ freedom, personal responsibility, and objec-
tives are not compatible with scientific explanations.
Accordingly, those who conceive of management theory as
the sole foundation of management research should not
hawe 8 monopoly within the academy. Indead, alternative
wiays o propose meaningful and practical insights into
management phenomena  exist, namely, history and
“poetry.” These approaches, as uwnonthodox and unsetiling
a5 they may ssem, are adumnbrated and defendad in the later
part of this article.

The focus of this article is the construct of scientific
theory as instantiated in management studies, but not the
process of theorizing. That is, this article offers a discus-
sion about the underpinnings and consequences of the
meaning of management theory, bul not & comparative
analysis of the “research paradigms" (or frameworks) that
researchers use 0 produce it (although these latter matters
create context for the arpument presented and thus are
towched wpon). Specifically, the thesis stanis from the
obsarvation that insofar as management research is con-
cemned, two traditions hawve takem hold (Lincoln et al.,
2005; March, 2007, pp. 166, 174-176; Rabetino et al.,
2020, pp. 4, 22-24). First, research endeavors informed by
positivist and postpositivist epistemologies have become,
for the most part, indistinguishable because those working
within these frameworks share a desire to propose expla-
nations aimad at prediction and control of the phenomena
they analyze. Second, scholars embracing interpretivist,
constructivist, and critical studies paradigms hawe mostly
set aside their initial differences and now view themseh-es
a5 having in common that their mission is o create theo-
ries informed by subjective revelation. In the aftermath of
such meetings of minds, management research has been
mostly conducied either through wsing positivist (hereafter
“traditional™) or postmodemnist (hereafier “critical™) epis-
temologies, each broadly conceived o embrace minor and
nuanced departures from orthodox protocols (JowolliE,
2018; Shepherd & Shepherd, 2013).

The conception of theory which is focal in this article is
that used within the scholarky frame of reference. As such,
the analysis proposed in the following pages is not relevant
to the term as it is applied loosely in everyday parance o
refer o conjecture of unsuppored speculation. By way of
context, this article will not describe or critigue the theories
that hawe been advanced in management and orEanization
studies ower the last decades (see Rabetino et al_, 2020, fora
classification of sirategic management theories). Momeover,
it will not provide commentary conceming the merits of the:
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kind of data (quantitatie or qualitativ) and the level of anal-
¥Ei& (Micro, meso, of meta) used D gemernie Management
theories. Rather, for purposes of developing the current the-
sis and consistent with the view advanced by Hoskisson et al.
(199497, it is assumed here that there is no consaguential dis-
tinction between theory created from reflection on quantits-
tive 85 opposad to qualitative data. Similarly, mico-, meso-,
or meta-level conributions will be classified npether a
theory. Indead, it will be arpuad that even if managemsent
theories differ in the nature of the data that support them,, the
lewel of anabysis that led to their formulation, the conceptual
approach along which they were developed, and the type of
problems they are meant to address, they share a crecial
characteristic. Specifically, theories are so classified becauss
they prescribe, in one way or another, a st@able relationship
between variables (and thus construcis).

The structure of this anticle is as follows. Following the
presant introduction, first, the notion of theoty in raditional
management research is clarified using a discussion aboat
the generic meaning of explanation in science. Salient con-
ceptual and technical difficulties associated with the pursuit
of theory in traditional management research are also pre-
senied. Second, noted challenges to theory and scientific
explanation are exploned through reference o ex position of
the differences between natural and social science, com-
pletad with an examination of the construct of critical the-
ory, which is often seen as (for reasons presented earlier)
the alternative io traditional theory. This latter exercise will
reneal that critical theory suffers from the same weakness
that afflicts traditional theory. Third, non-theony-driven
research avenuwes are highlighted. The article’s conclusion
i that theory has consequential shortcomings that have
placed practitioners and those in the acadenmy at an unnec-
essary disadwvantage.

Theory and traditional management
research

Law, theory, and explanation

Since the last decades of the 19th century, philosophers have
debated the degree to which science explains and its mode
of s0 doing. A long-time dominant perspective on this mat-
ter was formalized by Hempel (1965). This view is known
a5 the deductive-nomological mode] of scientific explana-
tion for its deductive and lawful (imeiolate principles) com-
ponents {Hempel's conception is also called the “covering
law theory™ or “received view™). Although Hempel's model
i no longer mainsiream in philosophy of science, s con-
tinuing influence justifies a shont exposition.

According i Hempel (1965), a scientific explanation s
an account of A phenomenon consisting of two components
(pp- 247-251). The first is the explanandim, 8 soctared
description of what is being explained. The second is the
explanans, A series of statements which specifies particular

conditions and incluwdes ong or more laws, from which the
epianandum deductively follows as a conclusion. An
example provided by Hempel (1965, p. 246) is the follow-
ing- The lewel of the element mercury rises in 4 thermome-
ter in proportion io the temperature of the liquid in which
the thermometer is immersed (explanandum). This rise
occurs because (1) mercury is contained in a glass tube
{particular conditions, first part of the explanans), (2) bod-
ies expand in proportion to their heat, and (3) mercury’s
coeffickent of expansion is greater than that of glass (two
laws, sacond pant of the eqpianans).

The deductive-nomological model of scientific expla-
nation suffers from weaknesses the elucidation of which is
beyond the scope of this article. Suffice io say that philoso-
phers of science have proposed alternatives (fir more
details, see Salmon, 2006, or Godfrey-Smith, 2003). Two
such substitutes dominate contemporary relevant litera-
ture: the so-called “cawsal™ and “wnificationist™ modes of
explanation {Godfrey- Smith, 2003, pp. 190-200). For pro-
ponents of the cauwsal model (e.g., Salmon, 1998), w
explain something in science is to provide detail about
heorw: that something is caused. In contrast, adv ocates of the
unificationist perspective claim to approach the same
problem through considering what scientists actually do,
which (allegedly) is to develop explanatory schemes that
can be widely applisd. Unificationists thus hold that an
explanation in science is an account that connects various
facts and relationships by subsuming them under a set of
peneral patterns and principles (Friedman, 1974; Kitcher,
1989). As such, unificationist science is best undersiood as
an enterprise that sirives 1o reduce the number of pattemns
and principles that must be accepted as fundamental.

Reconciling the causal and unificationist modals of sci-
entific explanation is nof a necessary undertaking o
ath-ance this article’s arpument. Rather, two focused com-
menis suffice for the task at hand. Fimst, as Godfrey- Smith
{2003, pp. 19%6-197) noted, leading proponents of each per-
spective have comeerged in their anabyses, each side con-
ceding ground 1o the other. The reasons for this meating of
minds are somewhal intuitive. Omn the ome hand, a causal
process can be seen as the manifestation of a general prin-
ciple operating within material reality; on the other hand, a
peneral principle, if it is to explain material change, can be
concaived of a5 causal in nature. The difference between
the cawsal and wnificationist models thus ssems more a
matter of presentation than of substance. Second and more
consequentially, both models (causal and wnificationist) use
the same semantic structure 0 formulate a scientific expla-
nation, & stucture that is indebited to Hempel's initial
explanandum-explangny articulation. Namely, to explain
something in science is 0 propose an account that goes
from the general to the particular. Adwanced on the basis of
causal or uvnificationist logic, this shift rests on laws, be
they universal {exception-less, that is, cawsal) or statistical
{Friedman, 1974; Salmon, 1998; Woodward, 2017)."
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In science, a law i= a generalization that summarizes
observations made under experimental, quasi-experimen-
tal, or fully natural conditions (Magel, 1961, pp. 49-52;
Thagard, 1992, pp. 225-227) A scientific law only reports
on what is observed. For example, it is a law that ice floats
on water. The converse (water floats on ice) is conceivabla
but has not been observed to be the case. In contrast, a
scientific theory is an explanation for a law that has been
successfully tested using accepted standands and protocols
(an untested explanation for a law is hypothesis, conjec-
ture, speculation, or proposition). For instance, Darwin's
theory of evolution by means of natural selection is an
explanation for the law of evolution as evidenced by the
fiossil record (and other phenomena). Mot all laws have
been explained with theories. For example, no theory is
available to explain why centain bird species form lomg-
term dyads, whereas most do not, but conjeciure exisis.

Scientific theories explain all pertinent laws and more
specific theories. For example, knowledge of fundamental
physical theories affords the scientist a head stant when
seeking to explain fluid dynamics (Woodward, 2017). Like
Russian dolls, scientific explanations are thus inclined to
be cascading in nature. In all cases, howener, a theory con-
sists of statements about an aspect of the world (the laws
subsumed by the theory itself) from which logical conse-
quences dertve (Bogen, 2017). These conssquences can be
necessary, merely probable or even comparative (85 in
“smoking increases the probability of developing lung
cancar’—implicitly offering a comparison with not smok-
ing), but in each case a scientific theory codifies predictive
knowladge.” In so doing, it allows for a measere of control
or, in instances such as meteorology and astronommy, at
least permits (probabilistic) prediction of the phenomena
that the law describes and the theory explains. Indeed, to
resurmect an adage, it is because theory captures predictive
kniww ledge about a feature of reality that “there is nothing
50 practical as a pood theory™ (Lewin, 1952, p. 169). It is
nivew orthy that this predictive feature, at least according
0 orthodoxy, characterizes both social and natural science
theories (Coleman, 2007 ; Taagepera, 2008).

The characteristic elements of scientific explanation
were implicit in sociology and psychology even before
philosophers of science attempted to formalize them. For
example, Durkheim {1893/20014) sought to explain how
societies maintin internal cohesion wsing such a schema.
His theory is that social order arises becawss of the pres-
ence of either of two possible forms of solidarity, namely,
mechanical for primitive societies or organic for imdustri-
alizad omes. In psychology, Frewd (19MV2005) proposed a
theoretical system t0 explain adult behavior as an arche-
typical response caused by subconscious memories of
childhood tauwma Later, Skinner (1953/2014), with his
conception of operant conditioning, rejected the Freudian
account and held that behavior is shaped in the course of
interaction with an organism’s ambient stimuli. In each of

these disparate cases, the phenomena of analytic interest
are explained throwgh proposing a theory. Management
theorists have proffered eguivalent conributions. An
example from this latter domain which sdheres to the typi-
cal aforementioned semantic structure of scientific expla-
nation is as follows:

Sales represenintives performed well last month becmuse
working conditions ane adequate and financia] incentives wene
nttractive and because, acconding o Herchery's two-factor
theary (Sachau, 2007), employees go beyond compliancs when
both “hygiene™ (ie., relating to baseline working conditions)
mnd motivating factors (Le., nolating to commitment, dedication
and pursuit of excellence) are in play.

Theory ond explonation in manogement
In management (including strategic management) literature,
inquiry it the nature of theory and theory building typi-
cally amalzes the epistemological and methodological
assumptions that underpin research (Rabetino et al., 20200).
Authors who contribuie o such discussions reveal how they
conceive of the process of management research as it is, or
should be, practiced. In other words, those who speculate
About management theory formulation propose meta- theo-
retical views, with an implicit or explicit acknow ledgment
that one unifying research paradigm does not exist (Calori,
1998 ). Examples of such management meta-theories abound:
Hassard and Cos (2013), Kilduff et al. (2011}, Lakomski and
Evers (2011), Corley and Gioia (2011), Boisotand McKeh-ey
(20107, Clegg & Ross-Smith (2003), Johnson and Duberley
(20007, Deatz (1996), or again Ginia and Pitre {19900

In management stodies, discussion about mets-theory
traces its origin 0 the work of Burrell and Morgan (1979),
which heralds the sarting point of the “paradigm wars™ of the
19805 and 1990s (Bryman, 2008; Shepherd & Shepherd
2013). In the meta-theoretical batiles of this arm, protagonists
disagreed on the nature of organizational reality and on how
‘best i study that reality. Howewer, in spite of these contnoer-
Sies, 4 COMsENSus & s among prominent (and o date main-
siream) management meta-theorists conceming a ceniral
issw2: Explanation in management studies follows the causal
madel of scientific ecplanaton. Indeed, these mets-theorists
hold that causal chains are present in onganizational reality
and a description of their modis operand; is a central elemeant
of what management theory is about. For instance, Switon and
St [ 1995) wroie, “theory emphasizes the nature of cawsal
relationshipes, identifying what comes first as well as the tim-
ing of such events™ (p. 378). Similarky, all four mets-theoreti-
cal models identified by Kilduff ot al. {20011} “posit causal
relationships™ (p. 208). Shapira (2011, p. 1313), Devis (2015,
p. 183}, Colquitt and Zapats-Phelan (2007, p. 1281), Van de
Ven and Johnsom (2006, p. B06), and again Whetten (1989,
. 491 are broadhy in agreement, each asserting or arguing in
their own way that the ohjective of theoretical knowledge in
management stodies is the identification of cawsal chains to
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formulate predictions {the positon of non-mainsiresm mets-
theorists is discussed later).?

In sum, for mainstream mete-theorists, management
theories are staterments that disclose an aspect of organizs-
tional reality, the knowledge of which enables prediction
and possibly control of future work—related evenis through
positing causal interactions, relationships, processes, or
siructures. While management mets-theorists have chal
lenged Burmell and Morgan's {1979) analysis of sociologi-
cal research and disagread about which paradigm is best
suited for management research, the embrace of the causal
model of scientific explanation in mainstream manage-
ment studies has remained largely uncontested.

Explaining management laws

The world of managers and the resources they owersee
offers an abundance of laws (in the descriptive sense of
obsarved regularities). For instance, most employees amie
to and leave from a place of engagement at set times. When
called to meetings, they typically attend them. Beyond such
basic regularities, some employees consistently excesd
compliance-related expectations. Managers are inclined o
reward such conscientious workers and discipline or othes
wise admonish their peerswho, often in a somew hat relati-e
sense, are identified as underperforming. Customers safis-
fied with the offerings provided by a firm tend to do repeat
business with that entity. Moreower, they may recommend
it Executives menarally look for and discuss opponunities o
increasa retwn on capital deployed wnder their siew ardship.
Behavioral laws of such kind are pervasive in the world of
commerce and within workplaces. As noted, mainsiream
management and organizational researchers atiempt o
account for them by way of theories.

The domination of causal theory production in manage-
ment research has an illustrious history that commenced (at
least in the modem era) with the archety pal scientific theo-
retician, Frederick Taylor. Indeed, in insisting (and prowvid-
ing formulaic rationale) that there is “one best way™ to do
production-related tesks, the pioneering management sci-
entistw as advancing a theory of management, in his case of
job design. However, despite Taylor's enduring influence,
to date no management theory has been advanced that can
be implemented with the same reliability as those address-
ing the physical world's interrelationships. This shortcom-
ing represents something of an elephant in the room for the
cusindians of management studies. As Barker (2010) notes,
the absence of a body of knowledge leading o predictable
and reliable results undermines the effors of commentators
who argue that management is A profession.

As 8 mjoinder to Barker's (2010) criticism, management
researchers are justified in replying that the lack of progress in
identifying domain-specific theory that can be impressively
implemented arisas principally because of validation diffical
ties. Such problems have been comprehensively documentsd
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{e.g., Crowther & Lancasier, 2008; Johnson & Duberlesy,
2000; Magel, 1961, pp. 447-502; Starbwck, 2006). One is par-
ticularly notewortity because, although it manifests assentially
as a technical matier for those cawght up in the machinations of
quantitative anahysis, it starkly exposes a orucial conceptual
distinction between social and natural science. Specifically,
unlike events observed in the physical world, organizational
phenomena are influenced by an indeterminate mumber of
wariables ! Constrects of inerest to social science researchers,
although in principle often amenable 0 experimental contmod,
are not typically im-estigated wsing the same laboratony proto-
cols that are associated with the natural sciences, mosthy for
practical and ethical reasons. Furthermore, even in the case of
field or natwal experiments on work-relased phenomena,
dielineating experimental and conirol groups is frequenthy not
simightfiorwand {Davis, 2015, p. 183).

Techmiques exist in social sciences that are intended to
compensate for the difficulties associated with being una-
ble t0 condwct laboratony experiments. Most of thess tech-
miques attempt 0 offset problems arising as a consequence
of not hav ing & robust control group. They inclede manipe-
lations swch as statistical control (random sampling being
the most widespread instantiation) and wse of proto-control
groups 4 lo field or natwral experiments. However, as
Andreski (1969 long observed, uvnambiguous explanations
imoking cause-effoct relationships are not realistic in
domains such as socinlogy and human-orientated psychol-
ogy (pp. 47-5%). Indeed, within the social sciences, conche-
sions based on experimentation protocols are beset by the
possibility of competing explanation, arising owing to
compromise of the principle of laboratory control. A
Eeneric case in point concerns the changing intentions of
individuals, the behavior of whom is being studied. A mani-
festation of this problem is the recent “replication crisis,”
wherein social science (incloding business  studies)
researchers have had difficulty reproducing findings of
published research (A guinis et al., 2017; Yong, 2016).

In summary, the main difficulties that management
researchers face in conducting their studies, formulating
thair theories, and walidating their resulis stem from a
common origin. Specifically, malaise emerpes from a
diesire o account for observed organizational regularities
{laws) a5 natural scientists do, by way of necessary (typi-
cally causal}) mechanisms: theory. However, looking for
deterministic accounts of human interaction de facto
assumes that these accounts exist It i thus unsurprising
that some scholars hawe taken issuewith such an approach.

Challenges to theory and scientific
explanation
Matural and social science

interest in scientific ex planation is understandable
in light of 19th- and early 20th-century scientists” purporned
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ability to explain all phenomena, including peychological
and social ones (Gould et al., 2017; Salmon, 2006, pp. 11-
25). Nt everyone was so easily convinced, however. For

German sociologist and psychologist 'Wilhelm
Dilthery (1833-1911) held that science would not sccount
for the totality of human experience. Indeed, Dilthey
(18831989, p. 58) pressad that whereas nature is character-
tzed by “ohjective necessity™ and causal continuity, “man
finds within his selfconsciousness a sovereignty of the will,
a responsibility for actions, a capacity for subjecting every-
thing to thouwght and for resisting from within the stonghold
of his personal freedom amy and ewery encroachment.”™
‘While “all science is experiential,” the “facts of consciows-
ness” (Dilthey, 1883/1989, p. 50) such as willing, feeling,
and thinking are not knowable through means of natwral sci-
ence. These phenomena have a different epistemological
status because they are only accessible through reflective
analysis, introspection, and ex egesis of the records of human
existence. In his late works, Dilthey (1900/1996) clubbed
such methodological orientations under the umbrella term
“hermensutics.”

The difficulty inherent in studying human inner life
generally and consciousness particularly through the same
means that scientisis wse 0 study nature led Dilthey
(1EE3/1989) 1o distinguish between Natwrwissenschafen
(thi natural sciences) and Geisteswissenschaffen (literally,
the sciences of the mind or spirit), generally translated in
English as the human or social sciences. In Dilthey s view,
the task of natural science is o propose cause-and-effect-
based explanations of phenomena. As the notion of causal-
ity remders the construct of “choice™ meaningless, such a
kind of explanation is acceptable within natural sciences
where researchers inguire into behavior that is amoral in
natwre and not essociated with human-type agency. By
contrast, the mission of the social sciences is understand-
ing lived experience. For Dilthey (1883/1989), this under-
taking entails identifying and anticulating aspects of social
and culivral life that highlight intrinsic reasons for, and
provvide meaning o, human action and relationships (pp.
T2-79). In Diltheys conceptualization, wnderstanding
requires an analysis of the ideals, values, and norms that
manifest in human choice. Such an approach marginalizes
deterministic interactions and prescribed outcomes, which
are what theories embed.

It is moteworihy that Dilthey (18831989, pp. 393-399;
1900/1996, pp. 263-266) did not demy the existence of
Siruciures govermning human thowght and socio-historical
reality, phenomena that he sometimes refemed to as *“forces™
of “laws™ For Dilthey, however, such strectures do not
determing human behawvior. In his view, social scientists ane
less concerned with what people do individually or collec-
tively, but more with what they should do. If individuals
exhibit behavioral continuity, if they behawe in regular and
ewven predictable ways, it is because they have ultimately
chosen o do s0. Hence, the structunes uncowverad by the

social scientist povern human reality only insofar as they
are normative. Behavioral patterns emerge exclusively
because humans, as an act of wolition, conform o prece-
dents that they hawve established for themseh-es purpose-
fully, for idiosyncratic reasons or because they seek
comply with group norms. Human action therefore cannot
be reconciled with cause-and-effect-type logic but rather is
the product of choice, mosthy made in constrained circum-
stances (Dilthey, 1EE3/ 1989, pp. 453—455).

Diilthiy's anabysis of natural and social science has been
influential (Cohen, 1994, pp. xxxi—=xxii). For exampla,
his dichotomy between scientific explanation and undar-
standing was not lost on Max Weber (192002012), who
mied 0 combine both approaches when developing inter-
pretive sociology (Giddens, 1982; Khurana, 2007, pp.
394-395). For Weber, the interpretive sociologist’s job is
o reconstruct the meaning of social events from the per-
spective of those who live them, rather than exclusheely
through the detached and objective standpoint of the natu-
ral scientist (in organization studies, this reconstructive
stance has notably been adopted in Weick, 1995). That is,
the Weberian sociologist is to account for the actions of
other human beings not as manifesting impersonal causal
processes but by atiributing to them the feelings and
thoughts which he would have if he carried out the same
actions. Howewver, Weber acknow ledged the merit of scien-
tific explanation where social and historical phenomena
have no known origin or when actions have wnintended
consequences. As ha put it, in these circumstances, “the
interpretive understanding of social action™ is to Armive “at
A causal explanation of its course and effects™ (Weber,
19202012, p. B8).

Critical theory

Dilthey’s contention that human endeavor and relationships
should be received in light of their social and historical con-
text is also moticeable in Horkheimer's (193772002, pp.
10-1T) work and in particular his critique of theory. For
Horkheimer { 1937/2002), theory as it is understood in nate-
ral science (“traditional theory™ in his parlance) follows
unificationist logic (pp. 188—190). Indeed, in Horkheimer's
wiew, theory consists in propositions about a subject of
inquiry from which predictions derive. To the extent that
such predictions are compatible with facts, theory is vali-
dated. Furthermore, the “smaller the number of primary
principles in comparison with the derivations, the more
perfiect the theory™ (Horkheimer, 1937/2002, p. 18E).
While recognizing the merit and swccesses of natural
science, Horkheimer {1937/2002) argued that its undarhy-
ing conception of theory is inadequate and in fact countar-
productive in social science (pp. 190-196). This inadequacy
arises because, for Horkheimer (1937/2002), traditional
theorists deliberately study reality only as it i given in
experience, in isolation from broader moral, social, or
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historical considerations (pp. 133-134). Thus, even when
they are social scientists, traditional theorists do not appre-
ciate that their work is morally, socially, and historically
contingent. In this sense, the knowledge they produce is
not only superficial but also incomplete. Indeed, because
they ignore their work’s social (moral and historical)
underpinnings, traditional social scientists are ignormnt of
its social (moral and historical} consequences.

Oblivious to their work™ historical, social, and moral
context, raditional theorists do not recognize that the
problems they address hawve only come to be identified as
such in particular circumsances. In other words, madi-
tional scientists do not realize that they work only insofar
a5 society legitimates their professional actiyity. It follows
that traditional theory, by way of the scientific knowledge
it produces and despite claims of newtrality and objectivity,
supponts rather than challenges the established social
order. Moreowver, since the triumph of the Enlightenment,
that social order is for Horkheimer (1937/2002) quintes-
sentially bourgeois: It oppresses the laboring masses to the
benefit of a capitalist elite and certain of its more privi-
leged servants (pp. 197-207). Willingly or not, knowinghy
or not, traditional scientists, including social scientists,
belong to the latter of these categories.

Horkheimer {1937/2002) insisted that the purpose of
social science is i0 remake society 35 more humane and
Just {pp. 20E-210). To achieve such an objective, that is, to
liberate the masses from bourgenis oppression and capital
ist exploitation, he avermed that a new kind of theory s
required in social science: critical theory. Critical theorists
differ from traditional theorists (Horkheimer, 1937/2002)
in their comviction that social reality is not a given but the
product of human activity and interpersonal relationships
(pp. 210-215). They approach their subject matter with an
underlying motive: 0 expose the subordination of madi-
tional science to bourpeois society. Indeed, unlike radi-
tional theory, critical theory does not pretend 0 be neatral
or ohjective. The critical theorist is &ware of his own parti-
ality and superordinate objective of changing history
through a process of critique. Such a stance does not imply
superficiality or one-sidedness; on the contrary and again
in contrast to traditional theory, Horkheimer (1937/2002)
maintained that critical theory reconciles subject with
object or man with society 0 produce humane knowledge
85 opposed w0 knowledpe per se (pp. 236-243)°
Imespective of their merits (some of which are examinad
later), Horkheimer's arguments have had a distinguished
legacy in social science (Berendzen, 2017), including
organization studies (Steffy & Grimes, 1986). In manage-
ment studies, their influence is most visible in the work of
critical management studies scholars.

Although mostly associated with the seminal collection
of essays odited by Alvesson and Willmott (1992), the
resgarch agenda of critical management stwdies has splin-
tered into several lines of inguiny (Adler et al, 2007;
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Foumier & Grey, 2000). Motwithstanding this splintering,
with varying emphases, critical management authors typi-
cally consider that individuals in general and employees in
particular are prevented from ataining their full potential by
social and bureaucTatic strectures. Such constmining ale-
menis are found, for example, in gowemment agencies and
the private sector, incheding hospitals, prisons, wniversities,
and corporations. Institutions of these kinds are thus per-
ceived of asvehicles of mass oppression operating under the
guise of welfare provdision, health preservation, crime pre-
wvantion, higher education dispensation, and economic
development. Business schools are notorioushy at the receiv-
ing end of this indictment in that they are charged to purvey
corporate interests, managerialist assumptions, and neolib-
eral ideclogies under the guise of common economic sense
and good managerial practice (A hesson & Willmote, 2003;
Bowden, 2018, pp. 208-235; Grey & Willmott, 2005).

For critical management studies scholars, not only is
knowledge power, but also, as Foucault (1995) pointed
out, power itself is knowledge because it supports mainky
thet production of the kind of expertise that consolidates
social control. Such a wiew renders logic, mtionality, and
the scientific enterprise suspect, in that it posits that
oppression wnderlies the production of conclusions pur-
ported to be wniversal, ahistorical, and wnguestionable.
The objectivity claimed by scientific research (particularhy
when undentaken in the social sciences) is therefore
revedled as a delusion, exposed as such through a rigorous
hermeneutics of suspicion. Of more pragmatic concerm,
thit research conclusions of scientisis are better thought of
as ideologically driven distontions of reality serving insti-
tutional interests. Howewver, emancipation, although diffi-
cult, remains possible. It requires amalysis of social
structures and managerial as well as scientific discourse
which explicitly exposes oppressive agendas (Fournier &
Girey, 2000; Grey & Willmott, 2005). Or so it seems.

Theory and critical monagement studies

The research agenda of critical management scholars is
potentially seductive for researchers wary of mainstream
research. Indeed, it is a small step from believing that tradi-
tional (theory-driven) management research rests on and
comvays 3 socially harmiful ideclogy o believing that the
twir cemiral pillars of scientific research that theory embeds
{ohjective observation and ensuing logical reasoming)
shiould be abandoned. However, a closer inspection of criti-
cal management authon " assumptions and objectives reveals
that the kind of research they advocate cannot in fact make
pood on its stated promise. This inability arises from weak-
nesses inherent in critical theory, exacerbated when such
theory is being applied by critical management advocabes.
The current Authors will not question whether Horkheimer s
confidence that adopting critical theory will help deliver a
mie just and humane society is reasonable (or even whether
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Horkheimer's emvisioned society meally is mome just and
humane). Miore relenvant o this article is o evaluate the degres
0 which critical theory differs from the general construct of
theory described eardier, that which Hordheimer labeled “ira-
ditional. ™ Perhaps surprisinghy, scrutiny of Horkheimer's argu-
menis reveals that critical theory, as the name in fact plainky
suggests, is still theory. Indead, if critical theory differs from
traditional theory fior being historically situated and directed o
a particular social end, it shares with traditional theory crucial
chamcteristics. Specifically, critical theory (like some tradi-
tional theory) wses unificationist logic ostensibly © provide
explanainry  knowledge throwgh embrace of the same lan-
guage fiorms (in particular its semantic structure) when offer-
ing predictions.

Critical theory follows unificationist logic becausa it
rests on a general explanatory principle. This general prin-
ciple is apparent in Horkheimer’s (1937/2002) wiew that
“the discrepancy between fact and theory [must be over-
coma because behind them)] lies a deeper unity, namaely the
general subjectivity uwpon which individual knowledge
depends™ (p. 203). From this “deeper unity™ or ultimate
explanaiory relationship derives Horkheimer’s general
contention that traditional theoretical knowledge is not
objective but rather is contingent on historical and social
events and his more specific view that traditional theory
serves the interests of bourgenis society.

Horkheimer (1937/2002) acknowledged that social
science based on traditional theory delivers know ledpe of
society and, as such, is sometimes wseful (p. 197} For
example, in the arena of management studies and indus-
trial sociology, social science as traditionally conceived
has rewealed that division of labor improves productive
efficiency in factory contexts (Horkheimer, 1937/2002,
p. 216). He (Horkheimer, 1937/2002) insisted, however,
that traditional social science is flawed in that its meth-
ods do not recognize that “reality is itself the product of
a society's work™ (p. 203 As such, knowledge derived
from traditional theory contribuies to maintaining exist-
ing hierarchical power structures in general and exploita-
tion of the masses by the capitalist elite in particular. By
contrast, the objective of critical theory is to deliver
knowladge that will drive societal chanpe. Whatever the
case, it is noteworthy that explanatory knowledpe of
society is an objective pursued by both critical and tradi-
tional theory.

In summary, a8 Horkheimer {1937/ 2002) himsalf admit-
ted, if the works of the traditional and critical theorisis dif-
fer in their specific interests, they “manifest the same
logical form™ (p. 216). Indeed, from the perspective of uni-
ficationist logic, they are indistinguishable. In other words,
management scholars looking for an alternative to (tradi-
tional) theory, its particular mode of scientific explanation
and its accompanying deterministic portrayal of human
agency will not find solace in Horkheimer’s critical theory,
imespective of the merit of the research program

such theory makes possible. Similarty, the work of critical
management scholars offers linle o the management
researcher wary of the limitations of scientific explanation.
There are two main reasons for such a letdown.

First, critical management authors, despite their wari-
ness of sciance, still embrace its central objective. As
Abvesson and Willmott (2003) wrote in their review of the
body of scholarship they initiated, mainstream manage-
ment research promodes the view that

kmow ledge of management [is] knowledge for mansgement,
[whereas] critical perspectives on management share the mim
of developing a less managerinlly partisan position. Insights
drmwn from traditions of critical social science are applied 1o
rethink and develop the theory and practice of management.
{p- 1)

‘What Ab-esson and Willmott are saying here is that
although the intentions of critical managemant authors are:
at odds with those of the orthodox researchers they criti-
cize, critical authors, just as much as traditional ones, pur-
sue profiessional legitimation throwgh improyved managerial
practice by way of theory (on this point, see also Spicer
et al., 2009, and Adler et al, 2007, p. 2). Understandably
50, because adopting A purely critical, non-performative
stance would ultimaiely condemn critical management
authors to solipsism and thus imelevance. As Parker and
Parker (2017) noted, in critical management studies, “cri-
tiquet has abways been in tension with a desire for infle-
ence” (p. 1367). The tension to which they refer was first
highlighted by Habermas (1998} with regard to critical
theory in general and remains wnresob-ed (pp. 126-130).
In fact, it has recently intensified (King & Land, 2018;
Parker and Parker, 2017; Spicer et al., 2009, 2016). A maore
pressing dilemma is that insofar as they embrace pursuit of
theory and the legitimation (not@bly by way of contribe-
tion to managerial practice]) it affords, critical management
authors do not propose a counier-perspective 0 main-
siream management studies.

Second, critical management studies cannod deliver
definitive owtcomes, be they in the form of emancipation or
theory. Indeed, if social structures are by definition alienas-
ing as the critical management community purporns them to
be, then so are critical management studies, because this
body of research, with its dedicated joumnals, conferences,
and institutional grants, has created for itself a social smec-
ture. Besides, if miionality is misleading as critical man-
agement Authors propose, then mational  arguments
(including defense of the proposition that rationality is mis-
leading) lose their potency—or do they? On these matters,
critical management adwocates appear to lack the reflexi-
ity they trumpet as being one of the strengths of their epis-
temology (cf. Foumier & Grey, 2000, p. 282).

The aforementioned comments imply that in the
absence of knowledge of ultimate truth (or ways to obiain

79



Joulié and Gould

it), definitive theoretical conclusions or practical courses
of action cannot be proposed. Critical management inguiry
will only reveal that undemneath every alienating instibu-
tion or managerial layer lies amother which is equally
estranging. As such, theoretical abyss and practical paraby-
s, not emancipation, result from critical management
research (@ sustained discussion on this theme is available
in Joullié & Spillane, 2020; see also Bowden, 2018, pp.
250-252 and Donaldson, 2003 ). In the final anabysis, criti-
cal management authors play the role of their academic
onhodoxy’s good conscience. They speak from self
claimed higher morl and epistemological grounds but
their embraced epistemology denudes them of the ability
o influence onthodox management research and manage-
rial practice.

Implications for management
research

In awidely quoted essay, (Ghoshal (2005) pressed that man-
agement researchers do litile else bul comvey liberalism
dressed wp as “pretense of knowledge™ (p. TT). In Ghoshal’s
wigw, such pretense arises because researchers adopt the
approach of natural science when they study organizational
reality. In so doing, they develop a sort of physics in which
*causal and testable theories™ (Ghoshal, 2005, p. B6) operate
on employees (and others) considered 85 non-sentient input
in the process of productive ransformation. Swch an impos-
erished wiew of organizational reality, insisted Ghoshal
(2005, pp. BE—-E9), is ai its core idecdogical and socially
harmful in that it has a tendency to be self-fulfilling.

To move from pretense o substance, Ghoshal (2005)
urged management researchers to recognize that no single
idea captures social complexity and in particular that
human beings do mot exclusively purswe personal gain, as
alleged in much current management scholarship (pp. 86—
E7). He further held that management research requires a
unifyying framework able to accommaosdate simultaneoushy
different v iews of human nature. As a first step on the jour-
ney toward denveloping such a framew ork, Ghoshal (2005,
pp. 88-89) called for the embrace of intellectual pluralism
in the academy (a call echoed by Morell & Learmonth,
2015). Within such a pluralism, multiple perspectives sit
beside each other with equanimity and the currently domi-
nating research framework is downgraded. However, and
despite his open-minded inclinations, Ghoshal (2005) did
not give up on theory (p. ET) In fact, he encouraged man-
agement researchers o produce more of it. He apparenthy
did not appreciate all the implications of this emphasis,
one of these being that a single-minded quest for theory
puts researchers on the path to natwral science and its par-
ticular mode of explanation.

Management researchers seeking a substitute o their
theory-driven orthodoxy but suspicious of critical manage-
ment stwiies have refuge in at least one alternative. Indead,

they need only metwm o0 Dilthey's core arpuments.
Specifically, rather than looking for scientific explanation
for management laws, scholars have the option to attempt
o understand such phenomena. That is, if researchers want
o account for the regularities they observe within work-
places, then theory production is not an optimal strategy
because, as explained, the accounts that theory penerates
lemee little scope for, or at least marginalize, the roles
played by reason, choice, and valwes.

Since antiquity, humans hawve developed pictures of
themsehwes inwhich they choose and conseguently atiract
maerit or blame for their actions. In particular, people hawve
expendad energy in maintaining systems of thought, like
religion, to guide them in making sense of their existence.
Mouodam justice systems also assume, as their most elemen-
tary characteristic, that individuals are responsible fior their
actions, insofar as they wnderstood and could have reason-
ably predicied those actions’ consequences before under-
taking them. It is also noteworthy that at least insofar as
U.5. Federal Policy for the Protection of Human Subjects
{the so-called “‘Common Rule™; U.S. Department of Heal th
& Human Services, 2019) is concerned, human subjects
should be dealt with by researchers as auionomous and
responsible (i.e., freely choosing) individuals.

A defining feature of human sociedies is that they assume
that behavior is chosen and as such attracts responsibility.
On this basis, rather than rying to discover causal relation-
ships underlying the phenomena they observe, manage-
menit researchers hawve the option to understand and explain
deliberate actions, sitwational choices, ambiguities, and
constraints. If they take this later path, scholars wouwld
study why managers have made the decisions they have,
but, crecially, embed such analyses in a context of reasons,
walwes, biases, and idinsyncrasies. So-inclined researchams
would siop acting as natural scientisis and abandon the
claim to predictive knowledge. Rather, they would conduct
themseh-es as historians because their analyses will be
afier-the-fact reconsiructions of evenis, situations, deci-
sions, and intentions. As far as the business and activities of
humans are concerned, the past helps understand the pre-
sant and this understanding is the principal guide for future
actions. As Dilthey (19 1996) pressed, in the social sci-
ences, historical experience and its retrospective anahysis,
not controlled experiments, are the main source of knowl-
edge. The existence of swech publications as Buriness
Higtory and the Jowrnal of Manogement History and the
inclusion of history in organization studies, pionesared by
Kieser {1994) and to which the dcademy of Monggement
Rewiew dedicated a special issue (Godftey et al_, 201 &), rest
om this contention, broadly undersinod.

In Poetics, Arisiotle proposed that metaphor, allitera-
tion, and imagination-fuelled speculation are superior o
history because the former technigues invoke the universal
and as such embrace that which could be true, whereas the
latter merely records the particular, what is troee. If
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Arisiotle’s insight is accepted, then, o complement their
historical analyses, management scholars looking for an
aliernative to theory-driven mesearch should engage, for
lack of a betier word, in “poeiry.” That is, rather tham try-
ing to identify predictive theories leading to cenain results,
management authors showld stant from the premise that
human agency is not constrained in & deterministic sense
and that the future is thus best conceived of as 8 smorgas-
bord of possible scenarios. Such scholars would explore
what could have happened if different valuwes had been
held, other objectives purswed, other ambiguities faced,
other language wsed, other emotions felt, other problems
resobved, and other decisions made. Although not in these
winds, this view of organizational research as “social poet-
ics™ or as “situational dialogical action ressarch™ has been
noiably defended by Schom (1983), Cunliffe (2002), and
Shotter {20010).

Readers smiling at the idea that management scholar-
ship should be a form of “poetry™ should pawse and recog-
nize that even in organizational contexts, ambiguity is the
nivm and decisions have always an emotional dimension.
Furthermore, if they want to guide managers in replicating
the successes of Apple’s Steve Jobs or Facebook's Mark
Zuckerberg, management scholars cannot only be scientists
and comtent themseh-es with understanding the world as it
is or seek i identify “best practice,” the replication of
which may buy time but spells extinction when (mot if)
market conditions change. Rather, they need also to empha-
size their imagination. Indeed, focusing on what there is, as
theorists do, comes at the expense of missing out on what
there is ot y et, on what there could be. Manapgement schol-
ars hive thus the choice of proposing new ideas, keeping in
mind that if they want to help practitioners make sense of
the present and its ambiguities, they will ssek o reconcile
the empirical with the imaginative, the rational with the
emotional, and the technical with the moral. This coming o
terms with the necessary and the possible is not a scientific
emdemvor; it has been varioushy called “good judgement™
(Tichy & Benmis, 2007; Vickers, 1983), “practical intelli-
gence” (Stemberg, 20000, or again {after & ristotelian phro-
nesis) “phronetic leadership™ (Shotter & Teoukas, 2014
see also A nionacopoulow, 2010).

The body of knowledge that will emerge from manage-
ment history and “poetry™ will not qualify as a science with
it= scaffolding of predictive theories butiressed by cauwsal
mechanizms. Rather, it will consist of a repository of actual
amd potential management practices underpinned by psy-
chological and moral stances. However, such a reconceived
management scholarship will remain faithiful to the require-
ment (0 generate practically relevant knowledge. It will
achieve it mot by claiming it has discovered theories of
managament, but by educating its students abowl past man-
aperial decizions grounded in the study of recorded victo-
ries, defeats, and missed opporunities. The critical
evaluation of the past brings about 2w areness of aliermative
futures: Innorwation and responsible decision-making have

no other possible foundation. Management scholars con-
winced by these principles will also remind their studenis of
the fleeting nature of successes and the atractive if elusive
character of possibilities. Such a reminder will be a lesson
in skepticism and in humility directed to those who aspire
0 business leadarship—one that can do no harm.

Conclusion

Management research is predicated on the assumption that
thare exists within workplaces and their environment phe-
nOomena (Conceming structures, finms, processes, capahbili-
ties, and practices) that are stable enowgh 1o be discowered,
analyzed, and formalized. Researchers are expected o
reveal and codify such a body of knowledge, educators to
teach it, and managers io apply it. Commencing with Taylor
and his ilk, the building block of this corpus has been, or at
least has been alleged 0 be, management theory.

In science, laws summarize observations and theories
explain laws. More precisely, scientific theories formalize,
by way of statements from which logical consaquences
darive, the processes of Sructures that operaie within reality
a5 described by laws. Knowledge of theory allows fior pre-
diction and possibly conimol of the phenomena that the the-
ory explains and that the law summarizes. These elements
chamcterize com-entional models of scientific explanation.

For decades, it has been standard practice thai research-
e seeking 0 be published in leading management jounals
make a theoretical contribution. In support of this apenda,
meta-theorists hawve debated ways to conduct the somt of
research that produces management theory, In so doing,
they have missed opportunities to critique prevailing ortho-
doxy. Howewer, ower the same period, there hawve been
detractors who have pointed out in increasingly strident
terms that management research has limited practical rele-
wance (e.g., Joullié & Gould, in press). As with mete-theo-
rizing, however, the view that the roisom d8re of
management research is o produce theory has remained
unchallenged. Even critical management authors, who
aspire o disrupt orthodos research and remedy its purported
alienating effects, have espoused its apenda insofar as they
hawe sought o contribute to theory. Thus, for all imvoboad,
be they traditional or critical management scholars, the pur-
suil of theory has been the cemiral precccupation.

This article has argwed that a single-minded quest for
management theory does not serve researchers’ interesis.
Indead, an obsession with theory undermines management
a5 A research field because, in science generally and man-
agement studies particularly, appeals o theory imeohee
causes. The language of causality, however, does mot
accommadaie reflection on reasons and objectives. Hence,
in com-entional parlance, as well & in more technical
applications, 0 be cawsed to do something s 1o hawve no
reason i do it, but rather be forced 0. Exclusively pursue-
ing theory production in management studies requires that
the world of managers and workplaces is reconcilable with
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natural science and describable using a deterministic lan-
guage of forces, stimuli, reactions, pressures, causes, and
effects. Howewer, the language of natural science cannot
give woice D constructs such as morality, imagination,
choice, purpose, creativity, freedom, and responsibility, for
centuries considered characteristic hallmarks of human
agency. In amy case, if walid, the view of humanity implied
by natural science’s wocabulary (ie, the language used to
present A research question and describe a methodology
for answering it} applies not only to an established object
of study, but also to management researchers themsakees,
perhaps unbeknownst o them.

In cerain respects, work settings are microcosms of
human societies. For example, they typically reprodwce, in
simplified form, the dilemmas that individuals confront in
other contexts | A bvesson, 2002). Hence, omological assump-
tions in which workplaces are populated with individuals
seen as bereft of choice, self-selected purpose and other dis-
tinctively human forms of agency represent questionable
research foundations. For reasons presenied earlier, manage-
ment theory smuggles in such assumptions. Furthermore,
attempting to wvalidate 8 management theory as part of a
research project de facto contradicts the basic ethical princi-
ples of the Common Rule, as it requires assuming that the
inddividuals, whose behavior &= being compared with what
the theory predicts, are denuded of autonomy, decision-mak-
ing capacity, and, ulfimaiely, responsibility. In this respect,
technigues resting on a vision of human existence that con-
tradicts how managers and their subordinaies wnderstand
themsehves are destined i be either ipnored or, when applied,
typically yield underwhelming results. The limited practical
relevance of theory-driven management research is a visible
manifestation of this problem.

After surveying the difficulties that management
researchers were facing three decades ago, Wan Maanen
(1989) called for a 10-year moratorium on theory geners-
tion {p. 32). The current authors go further and challenge
management studies’ theory-driven research agenda. In so
doing, they resurmect Gellner's { 1986) argument that if sci-
ence is characterized by its ability o generate consenswal,
cumulative knowledge capable of improving human exist
ence by way of predictions, the so-called “social sciences™
(0 which management studies belong) are not scientific
(pp. 126-127). Winch (1958/1990) did not say otherw ise
whien he argued that social science is better approached not
a5 science but as a branch of philosophy. Indeed, according
o Winch, explanations of human behavior are not of the
same order as (and are not reducible to) the kind of expla-
nations produced by natural scientists.

The expression “physics emvy,” which capiures sarcas-
tically the established central role of theory in manage-
ment research, should be received, if not as an alarm bell,
at least a5 A wake-up call. Kieser and Leiner {2009) wera
Justified in arguing that the gap between contemporary
management research and practice is unbridgeable because

the language of management research is at least parthy
incompatible with that of management practice. Thus, as
long as researchers attempt to formulate answers o man-
agement problems in the (scientific, deterministic) lan-
puage of their academy 's carment orthodomy, they will fall
short on producing practically relevant owutput.

To the extent that language is the principal means of
COMMunication among researchers and batween researchers
and the individuals the behavior of whom they stdy, man-
agement research has a crecial linguistic component.
Critical management authors ame thus justified in directing
attention to the constraining and possibly alienating mole of
language. The construct of management theory is here a
case in point Sech theory embodies, indeed requires, a
deterministic picture of human existence that is typically
unacknowledged, presumably becawse it is unrecognized. In
management research as in other aspects of life, wonds and
phraseclogy comvey a wision of human nature and social
reality. In this sense, management research requires appre-
ciation of the spectrum of comentional usages of the terms
{and their consequences) towhich one subjects others and o
which one is subjected. Swch an observation inspires the
researcher o think about the possibilities afforded by his-
tony and poetry o the enterprise of inguiry into managemient
and work-related phenomena. Indeed, the cbhservation lays
bare several of the unacknowledged flaws of theory (tmadi-
tional and critical) when applied 0 management research.
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MNotes

1. According to the causal model of explanation and depend-
ing on context, it k y o make
much of the distinction between correlation and causation.
‘When such on emphasis is made, causation is identified as
mare consequential than correlation, although comelation,
like causation, implies a predictive (thus ultimately deter-
mimistic) relationship; see Mate 2 for further details on this
matter. Indeed, this prefiorence forms the substance of the

sonale for the lat iment protocol, the idea

o =
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bring, that a labomtory exporiment is not necessarily prac-
ticable but is mom desirnbde in that it moves the researcher
closer o realizing the ideal of science (as per the causal
logic view). In adopting this perspective, one commits o
conceiving of reality as o large but finite set of relation-
ships in which varishles and measures index stnble patterns
betwomn underhying constructs. Soom in this light, the project
of science is ultimately to reduce the proportion of these
relationships that are undersiood to be comelational in favor
of causal relationships (on this theme, see Lecuyer, 1954;
soo also Gould & loullie, 2017). The comvergencs with the
unificationist view of science is here again apparent.

A probebilistic perspective entzils determinism, if at a
higher order. Indead, in & probabilistic acoount, if the con-
sequences of an event are mercly probable, their respective
prabahilities are themselves determined (Hiek, 2015,
Somo authors (Mowzelis, 1995; Nadel, 1962) howe sought
o delineate (social science) theories from mete-theories. 1o
thedr view, a theory in social science iz a statement about
the social world that can be empincally tested, whereas a
meta-theary is & concephual tool or paradigm facilitating the
elsboration of theories. Such a distinction is partly artificial.
Indeed, metn-theories romein thoorkes. They convey test-
shle information sbout chjects of anahytic sdy (theories
in this case) insofar as they classify them ino categories.
Furthermore, social sciencs mets-theories are predictive
insofar as they set out the bases upon which theories are o
be elabomted. Accordingly, a future or existing but as-yet
unkmown theory not respecting the categories defined by the
relevant mete-theoay will not count == a theory.

To ifllustrate this point, consider sfistical regression & [z
the general linear model. This protooo] produces & best-fit
regression line using the lenst squares function. Setting aside
issues of sample size and represmintiveness, o the exient
that such & prooedure yields =an f-valoe with an absolute
magnitude less than 1, the model is not perfect and the vahe
fitself (sometimes. accompamied by & graphic depiction) is &
mirmored representation of a residual or emor term. Hi L,

work, let alone the sociology of the Frankfurt School with
whiich Horicheimer is mssociaed, but anly o highlight his
understanding and use of the construct of theory, “tradi-
tiomal™ and “critical.™
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2.6 : “Physics envy” in organisation studies: the case of James G. March
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“Physics envy” in organisation ~ Fhsisew
studies: the case of James G. March
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Léonard de Ving Péle Unigersitaire, Research Center, Paris La Défense, France
and Department of Industrial Relations, Université Laval, Queber City, Canada, and

Robert SP‘I“EIIE Beaiy e 20 Ayt 201
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Al vt
Purpose: — This anfickaims to propasea ariticl review of James G Mardy's reseanch in and pastiodlr its
Designimethadolkgylapproach — mmpmiﬂﬂﬂmﬂmiﬂn of James
March's sindy.
Findings — The arficle argos first Sat Machs study exemplifis the “plysics eovy™ typia] of
mamagement and crgnimton stadis scholirs sinee the exly 960 Samcnd, evidence & presentad that
Moardh's condosions, imespedtive of ther egacy on mamgement and organmtion siodies, were not
developed along and were not consstent with #he foomdations et March espomsed and advomted dming
most of s e, As 2 nsalt, fe impliaubions of his condsims e onoertan. To bis cradit, however, e
are rensas to believe fat owands S end of b @reer, Mardh came o reognise e Emittions of bis
Fuorer, he ndimied an alemative aveme or organimfion sindies which esdeas fie

scholrship.

shoriroenings of positivist and postm odemresmnd.

Research limitstionsfimplications — Alhoogh centred o Mardh s work, the asgoment presented &
wlevant to psydology, onganim fiors, dhoice, e matore of Imowledge, e Emitfions of posi fivism and post-
e

Origimalityfralue — The paper balances the pem pective offered by recent celshmiory reviews of Maxhs
siady.
Paper type General review

Tntrosd et bomn
James G March's reputation within organisafion studes B impressive Hizs work on
crganisation theory, his study of organisations] ded sion-making and his behavioural theary
af the firm {fo name but a few of his contributiong) have sparked develvpments in
organisstions] kaming, strategic managemeant, change menagement and, to & leser degres,
microecmnomics. Cverall, Manch (working alone or in oollaborstion with noted scholars like
Herbert A Simon) & praised for bringing scentific rigour to organisations studies,
epecizlly where the discipine hormows from peychology. His fame is sweh that specisl
imues, dedicated to his work, have appesred in kading journak swch as fe fowsal of
Management Studies, Orgoazfon Sdeme and, more recently, e foernal of Masmggement
Histowy.
The dbjective of this article is i balance the perspective offared by the celehratory
contribations and propose & oritical review of Manch's scholarship. The focus here i onthe R _—
consistency of that scholaship with its stated and unetated ssunptions. Concisely, the S B gt it
argument is first that Marchs work rests on positivist and behaviounist foundations and oo vovepes e w0
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exemplifies the “physics envy™ from which most of his peers have suffered since the ey
IEEIh.Een:nd]y evidence i presented that March's wnitings, irrespectiveof their legacyand
influence on mEnagement and organisstion studes, cannot be eoonciled with their
epistemol ogical and paychological underpinnings.

After shert primess an ngical positivism and behaviourizm, this arficle makes the case
that Marchis work & implicitly bult on a logical posifivist conception of sciemnce and
explicitly on & behaviourist appooach to peychology. A oritical evaleationofManh's wok is
then proposed, examining his conceptions of employess and organisations and the way he
organisEtion shedies, taking account of the comumdrum that crifical management scholars
face in their resamh agends even after ackmowledging the shomoomings of Manch's

Ag the focus of this article is on the ntemnal congistency of Manch's work, no sunmany of
hiz main theses i affered Rather, only those aspects of March’s scholaship which pertain
o their underpinnings are ambysed Readers interested in lesming more about Manch's
idess are rafered to cntributions dedicated to such an endeawour, for instamce, Badham
(2021), Schachter P021) and the special sues intmdced by Levinthal and Marengo (220
or Bromiley ef al (2019). Maturally, eaders are alzo direced to theprimary sownces (March's
bevcikes amad articles) although, or so this arfide argues, extracting definitive meaning from
them is 2 challenging undertaking.

Works for which March & remembesed today were often co-suthored, motably with
Cyert, Lave and Simon. Although dissgresments hetween co-authors are mt rare the
posibility that Manch did not shereall the views of his coauthors has been ignored here In
other wonds, the view retained is that in publishing works under hiz name. March endomsed
the contents of these publications without reservation. No other option iz scholarly tenable,
because March left no smtenent in his books and arficles about his agresment or
dizagreement with hizoo-autos

Ceniral tenets of logical positivism and behaviourism

Logrical posfiviom

Logics]l pesitiviem ko known as logical empiriciam or neopositiviem) is the name of

phikeophy of science which fourished in Europe in the 1920 and 19690 and in the T5A in

the 1940k and 1950s Logica] positivists sought to improve on Awguste Conite’s “tlassical™

mﬂﬂnmb}dﬁﬁnﬂuah@mﬂﬂmﬂdm@ﬂnmuﬂgﬂﬁfyﬂmmﬂm

of science and phibsophy, and advance a mile for deciding which propositions: are
mezningful Holakowski, 1960] Although no lnger an active aren of philosophical

schnlarship, logica] positiviam still @sts a g shadow over the naturs] and social sciemces

(Stroll and Donmellan, 2016 . o . )

What nombly differentiates logical positiviem from ofher phiksophies of mowledge,
such as mtiomlism is is conception of scence For logical poeitivists, scentific
mmmmagmﬂhﬁmeuﬂnd,mdmgbwh:h
thenries {hypothesized ie) are based on nductive inferences from obeervation
staterments derived from senee dafs These theories produce, by deduction, testshble
predictions which are confronted with new oheervations, ideally by way of experimentation.
Aﬂmphyﬂm[hm]p:ﬂhmtﬂ’ﬂxﬂrqﬂu}rm], scientific theores are sometimes
approxinate but they are ot uneertaing That i logical positivists consider that omoe
thenries have supcessfully passed the prediction-verification test, they capture everything
that & lowown shout the phenomens they desoribe Although disagresing on the
consequences of such principles, ogical positivias insist that the clains of all the sciences
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e publicly testable in & conmon Bngesge relying on omerete tems (Creath, 20000 This
agreement does not emerge from a materializ thesis. Rather, it & a lnguistic requirement,
stemiming from the consensus anvngst logim] positivists that the language of science iz
nominalist and phenomenalist, that i i efers only to tangible, dbesrvable entities amd
phenomena, rrespective of their ultimate antologica ] makeup (Kolalowski, 19689).

Logical pesitivists accept the conclusions of Gottloh Frege and Bertrand Russdl in
Engruzge and symibalic logic that the young Ludwig Wittgensein exposed in Tradafus
amalyic statements (assertions that sre necessarily true owing to the nesning of the terms
that compose then); science i concemed with syntheticstatements (reports on expenience or
predictions that are either true or falsd), based on cheervation o deductively arrived from
theories, themsabres based on inductive inferences from observation. Statements that are
mﬂﬂam]ﬂcmsgn‘ﬂuﬂqmﬂaﬂnnﬂ]msuuﬂ]u@:ﬂnmﬂ,mmuf

therefore, (with both a literal and derogatory insinuafion) nonsense. In other words, for
kgicel positivists, to be nesningful, statements must express a logical truth, have an
empirical referent or oomibine both features. This typology, known a5 the anabyrtic-synthatic
dnmn,mpnmﬂtmcihm] et vism's conception of theseientific mathodas

bl ontwo pillars, namely, logic and experience| Ayer, 1971). For the sake of simplification,
mﬂumofﬂmmﬂg'hgm]pmmwm'ntfmﬂrﬂaimmm' af

Comtek “classical” version of the philosophy of science, there i mo further mention.

Today, positiviem's epistenology & geneslly taken for granted o the point that it is
typically unacknowledged), especially in the naturs] sciences:. Whenapnlied to mens gement
and crganisation stdies, positivien's agends & aftractive Indeed, it implies that
nenagement resesrch is an endesvour zimed at discovering nonsgement theories,
according towhich firms operate. Further, knowledge of these thenries enshles scholars and
nEnages tostrucre work organisations and control for 2t lesst predict) their behaviouwr in
the same way that enginess build bridges or doctors administrate medicine. This st of
conceptions is in the main a legacy of the Ford Foundation 1959 report, itself oom ing in the
vk af the sucoess of the beha vioursl soiences sinne 19650:nd which the work of Herbert 4
Simon at the Graduate Schonl of Industrizl Administeation eemplified wit growing fame
Hhurana andSpender, 2012, Thomas and Wikson, 201 1; Nodoushani, 2000

Hestwert Simimn is perhapes the best known of those autos who not only embraced bt
gk promoted logic] positiviem as an approgriate epistemology to conduet resesrch in
nunagement and organisation studies For example, after acknowledging positivisnts
infiuemce on his thinking, Simon (1997, pp 55-57) insisted that the development of a seience
of administration requires 3 valefres langusge to describe organisationa] phedom e
More recently, Rousseau and MoCarthy 2007) argued that good management scholarship
amd practice start from facts, proceed inductively and incorporate the et recent scientific
findings. Such a view & not Imited to adweates of evidencebased mans gement scholars
swch == Bousssau and MoCarthy. Indesd, it i embraced, esplicifly or implicifly, knowingy
or unknoawingly, by most mana gement and organiss fion scholars snd attests to positiviam’s
arch-dominance of the discipline (Joullié and Gould, 2021; Joullié and Spilane, X21; Johnson
amd Trbeer]eny, 20000

Prohlens associated with positiviem as a philsophy of science have been exensively
diocumented (Popper, 208, butan exploration of these matters expands beyond thescopeof
the present argument. Diffi culties concerning theapplication of positivien's epistenokgy to
nunagement research have alko been extensively dizcused (Joullié and Spillane, 2021,
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P 122-130 Johnson and Duberley, 2000, pp. 11-61; Burrell and Morgan, 1979 Amongst
these difficulties iz the requirement that researchess provide unambiguous definitions of the
phenomena thay et out to stwdy. These dafinitions are cucial for they determine what
reseachers obsarve and what they do not, the ambit of the fheones they infer inductively
fromm their oheerva tions and the ways in which their thenries canbe tested.

Behavousizn

Tiovthe extent that it can be considered a unified novement, behaviourism & an appooach to
peychal ogy which emphesizes the external observable sspects of hunen 1ife and dism gses
appedlk o (umobservahle mental processes a5 cases of behaviour [ 1] Although some of its
comcepal roots date bade to physiologist Ivan Pavlov's study of the salivation of dogs,
hehaviourism & a distinet besmch of peydwlogy i lrgely the creation of Joln B. Waton,
who coined the name. In his menifesto, Watson (1913) wged peychologists (o shandon
intmapection as a scientific method and consciousness as a subject of investigation and
study irstesd what they can cbesrve and messure, namely, behaviour For Wakon,
peychalogy is an objective naturs] seence, the goal of which is the prediction and ot of
behaviour though the spplication of causal principles inferred from experimental
olservation (e seientific thearies] This approech to human existence ksves no room for
deliberation, mtention, rationality or cognitive intelligence. As Watson (1913 p. 158 put it,
“the belaviourist, in his efforts to get 2 unitery scheme of anine) response, FecogLizES o
dividing line batween nanand bowte ™

Although his mefwdology lhnded him firmly in the behaviourist camp, Edwand C.
Taolman (1938 smght to presarve the notions of “action™ and “rognition” in developing a
“purposive behaorioumism”™. On his view, the ability of hosmtory rats to solve problems and
lesrn mmzEs was samehow stored in thelr genetic material and thus pessed from one
generation to the next. This approach led Tolman to regard animald and hunan beings”
intentionality (which he took &5 an undentable fact) a5 originating from their hiokygy. For
example, Tolman poetulaed the existence of hickgical "cognitive neps”, which in his view
allowe rats and people to navigate their envirmnment pumpoesfully. Further, Tolmsn (1998
argued that a rat’s choice to go right or left in & maz is (causally) determined by
envimnmental varishles As his use of the term “choice”™ shows, Tolman was undsunted by
the tension between self- and externaldetermination. If he is now hailed &= a precursor of
hehavioursl genetics, his attempits to reconcile freedom of the will with physiology did not
prove popular with his scentifically orientated peers, Indesd attributing teleology fthus
ultinmtely, for ingance by way of “inglligent design”, a divine or at least supematral
qqueality) to non-thinking agranic material i bound to sttt vigorows criticism Spillane and
Martin, 2018, pp. 141128,

BF. Skinner 014 [1953]) pushed Waton's recom mendations further. He ahalished a1
references to peychological, nevmlogical or physiological concepts, arguing (ke Waton
befiore him) that they point tounchesrvahle, therefore, scientifically irrdevant, inner causes.
In Skinnesr’s view, behaviour s areflex and conditioned reflex, that iz, inmate or 3 response
tir ftheat i caused by) past and present stinuli. Inhis wonds Skinner, 204 p 6 T we areto
use the methods of scence in the field of hunran affairs, we pust sssume that behavior is
laweful and determined ™ Afterwands, in the same work, Skinner ingisted @004, p. 446): "The
hypothesis that man & not free is essential to the appication of scientific method o the
study of human hehavior” On Skinner’s view, what appears as (willed) action & in fact
reaction becsuse when stimulated the body moves automstically, mionaly and
irrespnnsibly, a5 a hiokgical mbaot would Choice rewsrd, intentions and freedom of the will
are iMusions, to be eoognised 32 st 2nd banned from scentific psychologics] Bngnage 4
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human being isa machine, conyplex perhapes, but that & not 2 defea ting fnding: “Human
hehavior is at lesst a= difficult a subject natter & the chemistry of onganic materials or the
structume of the atom. [. . ] If we ame to further our understnding of humsn behavior and to
improse our practices of control, we must be prepared for the kind of rigorous thinking
which sciene requires” Skinmer, 2014, p. 43

Faithful to the concligions of Pavlov's study of salivating dogs, behaviourists from
Watsmn to Skinner thus oonsider, with varying emphssis, people &5 reactive organisns,
predictahly becaure uncontrallably, responding to stinwli Under 3 behaviourists pan, the
expression “human natre” B understood lerally; the omstruct underping complex
mathenatical equations purparting © capture and predict animal or human behaviow.
Hence, for behaviourists, the languesge of mathematics and nateral seience i applicable to
penple but that of inner experience, self-consciowmess and ethics (e g, propositions relying
o such constructs sz T, gelf, choice, rewands, objectives, ressone, good and evil) i not. In
other words, behaviourism iz psychology approached from the perspedive of the sdentist,
like the physicis, who & only interested in the jprganic) matter in motion. As swch, if by
“permon” is mesnt “an individua] endowed with 3 degree of rationality and capshle of
choice™, persons are non-persons for behaviouriats, mere vehicles of their genes Lest
resders think that such an analysis & a srawman view of behaviourizm Indeed, Skinner
{1983, pp. 412-413), in his autchiograply, reflected: *Tf [am right shout hunen behavior, T
heave written the sutobiography of & nonperson[. . ] . T am right about human behavior,
an individualis ondy the way in which a species and a culture produce more of species and
culture.”

In management and onganisation stwdies, the influence of behaviourist peychology is
notably visible n eindmoement motivation theory. Somewhat paradoxically, but in line
with behaviourism’s proecription of references o unobservable mentsl entities,
reinforcement nutivation theory does not hold that {internal) nwdtivation drives: behaviour.
Rather, for the promoters: of the thenry, behaviour i nmotivated s osed) by environmentsl
contingencies (Finder, 2014, p 428 Altough reinforcement moti vation theory i attractive
mmwﬂmh@mmmmmmmmwwmm
performence, it & mof invulnershle to ethical and logical eriticiem (Spillane and Martin,
AN H. For example, if employes behaviour is determined by envimnmental factors, then so
i the behaviour of their managers @nd that of the industrial pewholegizts who counsel
them), opening thereby an infinite regress and doing away with personal responsibility at
vk and elsewhere.

The melationship, even the zllance between logics]l positiviem and behaviousist
peychology has ong received scholarly attention Smith, 1986, These debates meed not e
emftered here but i aliance there i, it iz intuitive. For example, logical poeitivists and
behaviourits ejedt appesk to umobsarvahle constructs (nvisible causes for pogitivists,
mental processes for belaviounists) and require enpincal dats & bases for investigation.
Further, logical positivism and behaviourism appeaned at about the same time (in the 19205)
and achieved dominance in their respective disciplines in the 1930 and 1%(s, periods
diring which they were presented sz revolutionsry. Suwch parallel do not imply that
hehaviourism i logical positivist peycholgy or that logical positivism can ondy conceive of
paychology on belaviounst lines Indeed, esrly logical positivists such as Frege were keen
to dissociate epistemalogy from peydwlogy and behaviorits like Skinner insizted that
their work was free of philesophical preconceptions Smith, 1996). Besides, whilst logical
pesitivists rely on chesrvation sttements derived from sense data, radical behaviourists
like Skimer escew sense data in favowr of realism which wses behavioural language.
Mewertheless, the affinifies between posifiviem and behawiourizm are patent and it is
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unsurprizing that organisation scholars sought to locate their work under the suspices of
bethe

March: positiviat and behaviourist
As mentioned, Simon (1997) was an avowed (if at times critical) logical positivist Given the
acknowledged, deep and pervasive influence of Simon’s work on March's, one could expect
that March was equally ransparent shout the positivist lineage of his thought However,
March &d not cie peiiviem & underpinning his work. For instance, the ndewes of A
Behavioral Thavry of the Fem (Cyert and March, 1992), Owrosiaations (March and Simon,
1993 anad An Betroduction fo Modek & the Social Sdences (Lave and March, 1975) do mot list
“positivism” as an entry Sinon's A desn ifrafve Belaodor dioes) Furthemore, neither book
proposss & discussion on the philosophy of sciene generslly nor on epistemology
spa:ﬁ:a]]g’ Although the suwthors (Lave and Manch, 1975, p. vill) of An Fatrodudion fo
MMMIHSMSW:MMMkaim [that can be used] in an
course in methodology™, they (po ) held “superfluoie”™ fhe task of providing a
formzl definifion of 3 model in sodal sciences, preferring instead to adwance 3 series of
exanmpls Nevertheless, Marchls assunption of positiviam when stating hiz methodological
premises and intentions & pronoumced and pervasive. There are several ressons for holding
such & view

Pesitivists helieve that scientific knowladge starts with phenomens mlated == facts,
of obssrved patierns, from which predictions can be extracted, to be ather verified (or maf)
by way of new ohservations. March did not deviate from this genera] approach. Indeed,
waonds such as “fact”, “evidence™, “ohservaton”, “thenry”, “prediction”, “technology™ or
“engineering” papper his works, In the articlke co-authored with Cohen and Olken, which
describes 3 “garbage can”™ model of decision-making Colen ef af, 1972), the expression
“energy kad™ recurs thoughou, indics ting the authors” desire to use nominalist ngqege
Similarly, A Behadoral Theory of the Férm offers pages containing mathemea tics] equations
that would not be out of place in physices or elactrical engineering tewthooks (e, for
exanple, Cyert and March, 192 pp. 23-26 and pp 15-146; see also March and Simon,
1993, pp. 6369 As March (Lawe and March, 1975 p. vil) noted, "A central festure of
muodern thinking in the socizl and behavioral sdences i the use of formal model, normally
inmathematical form” Tt & noteworthy that scientists advameing mathens tical equations to
express thenries about the phenomena they study commit themsehves, if mplicitly, to
positivisn’s epistemalogy (Berg, 2001, p. 10 Meriam, 1998 p. 4.

In addition to s recurrent use of empinicist language, March embraced the hypothetoo
deductive method of positivist science. In an early artice on influence, he wrtee “Cinece
w&mwwﬁdmﬁn&nu&]ymmd]mﬂmnwﬂ]b&pmb]emwmdmﬂn
major task of [..] theory and mesesrche the Dmmulsfion of 2 structure of propositions,
diefining the mechanizms of influence in an empinically-testable form™ Manch, 1956, p 451).
Swch a task is required because “asa general rule [ deveoping & theary requires] looking for
testable predictions™ (LaveandManch, 1975, p. 27) True to this principle, in the Postsoript to
the second edition of Osgrasiastions, March and Smon (1993, p. 234) insisted that “testing
empirically the propositions shaout organizs tional behavior that are st forth[in fe book]
was of one their constant concems. Similarly, Mach elkewhere announced: *The theary of
the firm [ . ] describes how indvidual beines fime make decisions in & market sysem.
[...] the adequacy of the therry iz determined by comparing the predictions of the theary
with obeervations on individus] firme™ (Cyert and March, 1992 p. 177). The priority March
assigned tothe empincal verification of theories i ako vigible in his chiding of onganizstion
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theorizt for neglecting the “problems of verification”™ (March and Simon, 1993, pp. 64-66;
s akopo S51-63).

If March's embrace of peifivist epitennlogy & susmined o unecknowledged, his
commitment to bdhaviowem is equally pevasive but ackowledged It & for example,
immediatel y apperent in the title of the ook he co-aufhored with Cyert, A Bafugwoml
Theory of the Frm, which stresses that the workls focusis what firns (and their memberdo,
irmespetive of what they think or say they do To alleviate any doubt shouwt their prefermed
peychology, in Orgasiarfion s, March and Simon (193, p. 2 cited Tolman's (1932) work as
underpinning their study. Both authors appear to take Tolmen's theories as establizhed
beayomd question. Indeed, they did ot bedieve it necessany to refer their readers o criticiams
that had been by then aleady levelled at such theories (MacComuodale and Meehl, 1954),
oy mentioning works that acept them Marnch's later publica tions: do not provide evidences
that he rejecid or even questioned hehaviourist premises The opposite is in fact the case
For excamiple, in the esrly 19808, summ arizing s views on onganisations] decision-making,
March disparaged @ kb Wason and Srinner) human dwice s “faith™ (March, 1982 p 39
and “nuyth™ (March, 1991a, p. 110) Elsewhere, he (March, 1981 p 568) relied on typical
Slinnerian expressions like “positive™ and “negative reinforcement ™

Az noted the application of positivian and behaviourizm to the study of nons genent
amd crganisa tions i vulnerahle to criticism. In adopting the lngusge snd scientific method
promoted by poeitivists and n espowsing behaviounst lines, March's work is vulnems ble to
guch eviticism Such demmciation & often encapaulated in the expression “plysics emy™,
from which managenment and onganisation scholars sre said to sufler (Thomas and Wilson,
AN Y Ghoshal, 2005). Mﬂu:ﬁpﬂhm&ﬂuf&hﬂmmnﬂmﬂuﬁrm
March’s books and arides the problems his epieterolbgical and peychological
underpinnings led him to exenplify. Rather, the objective iz to ecognize B=uwes that are
qmﬂmﬂmﬂ’sapﬁmﬂmnfﬂmmmdmmm to highlight
problens that stem from March's incomplete atention i the mplied strichres. Tt is worth
stressing that not ackmowledging the positivist fumdations of one’s work is no defence
against the charge that one mimmderstood their mpli@tions and sssodated profoook.
Indeesd, oo cannot claim, even mplicithy, the benefits delrered by a philsophy of scence
without accepting that oe’s work & osessed againet the standards of that sane

phiksophy. This principle applies, to & greater degree, to Mamch's espousal of behaviourist
peychalogy, for in this case the eanbrme izacdknowledged.

March in the positivist and behawiourist mirroe

March's emglnwees

Inthe opening pages of Orgrrirations, March and Simon (1993, pp. 7-8) wnote:
The esac iden that humans make choies and fhat these choices are miormed by assesmg
alemafives in ferm of ther onsequenes mderhes much of omemporany soonl scence, not to
mention ‘commeon sense”. [. . .| Alfough those who oiticize oisession with miombty will find
meny more temping targets them oor book, 1t is prokebl y fairr to plce it 0 fhe ‘tiom] " saction of
the rary. For fhe met mert, we porfray behavior 2 resolfing from, and orgenied aromnd,
choies. And we mispretchmoesas dependmg on an evalmtion of ther comsequences m term of
preferenes. In fhioe senses at leest, fhis book s about etonality. [ .| The people who inhait
fthis book are mmagined to teve reeson s for what they do. Those reasons i nfonm both thear choices
and ther pmfification [.. ] of ther choiees Thos, they provide 2 besi for prediding bokh
belovior and explnations of behavior. [The book| & balt heanvily on the 2somption thet thee
are conser)uenti] repsons for achor thet we can pradid béhavior m and by orgameatons by
EneEng the expected sigective vahe of altemative cumses of acion. Ths gmeral frame 5
e o exammane awide vanety of deceaons.

92

Physics envy



March and Sinwn's opening statement & intemally noonsisent Indeed, thee is a
contradiction hetween amepting that huran haviar & struchred aong choices the
consequences of which are mtionally evahested hefore decirions are made and wanting to
predict that same behaviowr (zm Watson, Tolman and Skinner tried to do)l This
contradiction arses from the fad that f ressons justify behaviour, they ae o s causes,
and thus canmot be used predictively. To have a resson to act in a particular way inplies
that ather actions were possible bt not pussued because they were desmiad to lead to less
desirshle outcomes. Conversely, to e capsed (foroed) to do something mesns to have mo
resmnn for doing it

I vther woeds, reasms @5 March and Simon pointed ouf) mply objectives, purposes and
choices, that i, decizion-making. Swh mplications rule ouwt the posibiity of offering
precie predictions as demandad by fe natural scences becage ndividuals are free to
reevaluste their objectives and ressons until the fime they decide on 2 particulsr action,
even if mo new information has been mede avaisble to tem. By contrast, &5 Wakon,
Taolmen and Skinner insisted in their own ways, predictions reguire stable caues] prooesses
that force the entity under analysis to bdhave in 3 specified way. This specified way is not
an action but & reaction. Actins can be said to be ethical or unethical, masmable or
memmwemwmﬂhmmm
lahe] ling iz irrelevant to reactions. For exanple, when in good hes th people move ther legs
uncontrallably when hit gently on the patells no noral evaleation can be assigned to that
(predicable) physological resction. Reactions @md the processes that acmunt for themn) are
part of the natrsl onder and are what positivist scientists seek to disoover amd describe by
way of theories

Organisms and objects resct to what is domne to them and thus escape the attribution of
judgenments of responsibility and acommtshility. The crudal difference betwesn people and
their organizm i ilustrated by the trivial cbeervation that brains are not put on trizl for
murder. Only persons are brought to court for an asesament of their ressons, motives and
kmowledge of cireumsmntial elements, ultimately toascertain their degres of responsibility.
Blurring the distinction between action and readtion thus amounts to evelling people to
their irresponsible reactive organism. As noted, Watson and Skinner did not hesitate openly
tiy aibliter= e the delines tinnbetwesn parsms and their physiclogical makeup; s for Tolman,
hiz aftenwpits to owercome it through attvibufing purposiveness fo inert genetic material
reveived vigorous rebattal smd hes remained without legacy.

March's writings do not make sslient the distinctin between persons and their
organisms and the parallel one hetwesn action and reaction. Rather, March typically glossed
owver these neatters. For excanple, in the *"peychologics] postulstes” which “underlie the entire
analy=s" (arch and Simon, 193, p 28) deveoped in Orgosizations, Mardh and Simon
explained that humen beings are reducible to thar organism Epecifically the central
nervous systen). Further, fhe authors held that human beha viour is anshrsable inoterms of
stinul and sterentyped responsss and that analysis can be captured thmough equations as
fin Tl ooz

The betnviar of 2n organim through a short inenval & to be acomied for by (1) s nem]

staie at the begmmng af the mierval, and (F) is envinmment at fie begmmng of the mierval, [ ]

This i a familer description of an orgenism [.. ] which & compatible with the ordimry

mathemmtical descripfion of d ynamic systerms” (March and Simon, 1998, p 281
Such a characteriztically behaviourist objective, groumded on behaviourists tenets, did not
prevent March and Simon (199, p. 30) from summeaising their vision of humsan namre in
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vays that contradict (because they call on the construct of choice) both their tenets and
chijective asfollows:

This, then, nt:pu:]pm:ufﬂ:hmmﬂntw:wﬂ]m:h-n]y:

orgen imtimal behavior. [t is a pictore of dhomsing, decsionmaking, problemesolving orgamsm
[+« - W shall see thet these parfmber charadensics of the Inenan ongamsm arebase tosome of

the salient charactensthics of lnman behawvior in ongenizations.

Tensins btween premizes and onchsions are not limited to the “psychologicsl
pretulates” of Orgrsizatsons Bather, such contradictions are detectsble throughowt Manch's
body of work. One example i Manch's (1955) theory of infuence In this oontribution,
stating first that influence & a5 esential © undestanding decizion-neking & forme i to
understnding motion, Mardh (1955, p. 833 proposed, ohliviows that cawes] processss rule
ot decision-making (chosingt A definition of nfluence 25 3 cavsal relation is formmlated.
Oy the: basiz of this definition, & formal node] of & decision-naking organism i presented ™
Muddying the wakers further, March (1955 p 439 also explained that the beain is "3
derizionrraking instrument” without specifying who uses it, the person or its organism
Ekewhere, March (1963 compared business fimes to trees and their members to leaves.
As justification for these botamical analogies, March (1952, p. 667) held that they alow
sdwlars to advane thepries showt sud notions 22 “choice™ and “goa k™ bacanse they make
predictions ahout behaviour possible. Like Tolvan before him, March, thus believed it was
presible to attribute abjectives and other teleokgica] features to such arganic naterial as

In smimery, March was Janes-faced shout the natere of the “people who inhahbit™ his
vk In some pages, these people are freechoosing, goal-developing and decision-making
individek: endowed with resson In others, they are remctive, and thus unreasonahle
crganins, behaving in ways which are predictshle hecsuse amenshle to mathersticsl
equations. Although advocating the existence and central role of the former kind in the
intmductions and conchesions of his works, March proposed portrayals of the lather in the
pages in hetwesn.

Maseh's o g srfions
The term “organisstion™ is interpretable in myriad ways Depending on the oontext
considened, it refers to firme, charities and their whntesrs, sports clubs and their fans,
religivnes movemants and ther fock, families, ete. The suthoes of Ospamizations were sware
of the difficulty. Repesating the appraach that Lave and March (1975) foll owed about modes
in the socisl seiences, March and Simon (199, p. 20) noted that it & easier, and probakly
nure wseful, to give examples of formal organizstions than define the term™ They then
procesded to provide 2 few exemplars Guch = the 15 Stee] Corporation, the Fed Croes or
the local grocery store), but added the following caveat “For present purposes we need not
trouhle ourselves shout the precise boundsries to be drawn aroumd @n “organizstion”™ amwd
“nonprganizstion” We are desling with empirical phenonena and the word has an
unpondiortable way of not permitting itself to be fitted into cleanclassifications™ (March and
SEmon 190G p. 0. - . . o
Admitting that the notion of organdsation does not admit an unambiguous definiton iz a
surprising move from authors of 2 book dedicated to analysing them. Whatever the case it
& self-contradictory to assert that “organisstion”™ refers toan empirical phenomenon and to
argrue that the precise definition of swhh & phenomennn is an irelvant conern. Indesd, one
of two situstions is poessible. If “organisations” are worthy of empirica] cbeervation, thena
definition must beat kast inplicitly available for obrervation to take place Conversely, ifno
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precie definition of “organisation” i at hand, then messardhers do ot know what to
observe In this case, ingtead of “obeervation”, sdwolas are condemned to speculation. &
worthy endes vour perhaps, but nota scentific one

Despite their caveat, March and Sinwn realized that the shesnce of 3 definition of
“organisa tion” undermined their book. Indesd, they provided not one but several definitions.
In the Introduction to the sscond edition, ey March and Simon, 199, po 3 wotes
“Drganimtions are sysems of oocrdinated action among indviduals and groups whose
preferences, infmmation, interests, of knowledge differ ™ Shortly after, they explained that
“organizmtions are collations of roles snd identities, ssemblages of mles by which
apprriate behavior is paied with recognizd situations™ (Mardh and Sinon, 1993, p 13,
However, a few pages ks, the same authors held that “organizafions are assemblages of

interseting human baings™ MWMarch and Simon, 1993, po 29). To complicate matters, furfher,
March and Sinvn added a fourth definition when they noted, in pessing, that an
ofganisEtion & 2 sinplk medanien” March and Simon, 1993, p 53). & is kely that the
bk offers additional (if oblique) definitions of “organiaton”™ that the present authors did
ot idendtify.

It & unclesr if March and Simon’s third and fourth defindtions: of *organisation” are to be
received 25 elborations of the fist two (35 the ardier of presentafion suggests) or if these
definitions should be received in the reverse omder. This ambigety aniss becmse the first
twn definitions, heing offered in 3 saction specific to the second adition of the baok, are
additions to the others, which were present in the first version of the book March and
Simon, 1%5& 4 and 3, respectivay). Whatever the case, if two of these definitions dennte
ohservahle entities @etions for first groups of individuals for the thind), and thus conply
with thefirst requirement of positivist epistenol ogy, such compliance is ot achieved by the
secnnd (mles, rules and identities are shatactions; the aates of the fourth definition iz
umcertain becmse March and Simon did not specify to what sort of mechanism they were
referring]

Furthermuore, March and Sinmon’s definitions of “organization” sre ncongpatible. Indeed,
either arganisations are groups of people or they are what thess people do or they are
colledtions of mles and rules To belshaour the point: i organisations sre groups of people,
they are ot actions and they s not groups of roles o rules (and vice-versa) Besides, whilst
the first definition allvws swch phrase a5 “organizationa] beha viour™ @an expression that is
recusrent thmughout Orgosizations and which forms the fitk of its first chaptes),
*organiztiona] acion” and “people in organizstions” (March and Simon, 1993, pp. 12-13),
the seommd and third definitions do not. Specifically, wheress expressions like “heha viorsal
action” and “actionable action” {if this & what i meant by “organizational behaviouwr™ and
“nrgani=tions] action”™) ane redundant at best, phesses e “people in action”™ (in the senes of
“people inside action”) sre meaningless. Altemativey, f organisations are groups of mles
and rules, then spesking of “organisational behaviow™ & maningless becase fom a
positivist perspective, mlks and rulks do not “behave”™ in any mesningful way or do
anything in and of themselves (ondy peopladal
Mswkmmmmﬁﬁmdmmﬂp.lﬁﬂ "We assume that
the coslition represented in an orgrnizstion is & coalition of members having different
goals” Such omception anvamts to dfining organisations as groups of people. However,
later in the book, in 3 sub-saction entitled “organization description”, the same suthors
explained {Cyert and Marmch, 1992 p 202F “We omceive the ofganization as a
cormcEtion system and describe it in terms of some dmension of conmumication[. . )
Or, we view the systan in terms of sociomaric choices and describe it &= 8 socometric
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mawork ™ These htter comments owline two definitions of “organization”, inconpatible
batween them and with the fist {f an organisation & a group of people, it & not &
cormum cation system and f an organisafion isa comnumication system it is not 2 network
af chaices]. In Cyert and Manch's book, then, three inconpa ible definitions of organisstions
are wsed. The reader is not told which & the oorrect one o indessd i there iz such a thing aza
oorrect definition of “nrganisation™.

In an essay about decision-naling, Manch (1991a p 102) explained: “organizations are
ot individusls, but collections of indviduals". Az noted, this conception, which is 2 naturs]
e to adopt for & positivist author, & oompatible with, ndeed supports, such phrasss as
“penple in organizations", “orgami zational choice™ or “organiza tions | hiessrchy™. However, a
few pages biter in the same arficle March (199a p 108 advanced the wiew that
crganisations are hetter viewed & “networks of relationsT, to be studisd 3 “orgs niestions]
nawarks”. However, if organisations are networks of melations, then the expression
mesammmﬂhﬂ,ammtimhmmbe
sanid o bee: exquivalent to 2 group of people witout elaboration and qualification which Manch
did mot provide.

March has been called 3 scholar of ambiguity (ing and Lin, 2008 becnse he devoted 3
Large part of his work to studying the 2 nobd guities abowt dbjectives and the mesns to pursue
them that devdop in firms. However, as the preceding anslysis of his use of the term
“prganization” indcates, March deserves the tifle of “scholar of ambiguity”™ for another
reszsnq. Tudeed, theoughout his body of work, March, working alone or ino ool b tion: with
Cyert or Simon, used “organisation” indfferently to refer to a “system of ooordinated
action”, “goup of peopke”, “goup of rulkes or mles”, “sinple mechanism”™ or “network of
reltione” & f these opressions selfevidently referred to the same iden or were
sitvmi ghiforwardly amenshle toa coherent definition. Mowhere did March explicitly settle on
3 definifive mesning for the term_ Furthemmiore in one article, March united the mnstroct
wa th theat of “anarchy™ to form the aormomnic expression “organised anarchy”™ Cohen efal,
1973 [2] The result of swch omstant equiwcation and ambigeity i that resders of Manch’s
writings, which are purportedly dedicated to organisations and their behaviour, are kft
uncertain about what these worksame about.

March's theories

In Chapiter 1 of Chgamiactions, March and Simon (1998, pp. 2628 wamed their readers of
the peculisr style they have adopted throughout the book. Their abjectiveis to state testahle
propositions which describe how organisa tions operate. To that end, they have identified,
fir each of them, the dependent and independent varishles, to make apparent the “cawsal
arrow of the “mechaniam™ (March and Simon, 1998, po 27) which the proposiions emdwed.
This affort is consizent with the authors” overal | intention, fypical of positivist esesrchers,
o ciffier theories in the firm of synthetic frerifiabie) propositions.

Altheoegrh he did not use the labe] “synthetic”™, Marchls ooncem for advancing theoretical
propositions that qual ify as such is apparent. Forexample, "the lower the satisfaction of the
organism, the greater the amount of search it will undertake™ March and Simon, 19983, p.26)
i a synthetic stafement, provided that the expressions “satifaction of te organisn”™ and
“amvamt of seanch™ asre separately quantifinble Similsrly, "incresses in the balwce of
inducement wtilities over omtribution utiliies (41) decesses the propensity of the
individieal participant tolesve (42) the organizstion” Wanch and Simon, 193, p. 112) i, as
Weick (2019, p. 1529) observed, trivial {incressing employess” enficements over and abaove
their contributions ineresses ther inclinafion to remain employess) but nometheless
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synthetic berause testahle (amsuming that the phrases Sinduwement wtilities”, “contribution
utilifies” are “nrganteation” ane provided wmambi gunes mesning).

When researchers advance theonies containing terms which do mot mefer to tangible
mtmwphurmﬂn,ﬂqﬂmﬂrnﬂkciuﬁamgmmﬂntmﬂmﬂnmmﬂ
risk & ewacerhated when ther propoeitions nchde or mely on refications, that is,
abstractions which have no tangible o phenomensl referent bat are treasted &= f they had
one This & typically the mse when suthors write of "organistional culhure”, “straegy”,
“processes” and “organiations” as f these nofions had an awtonomous concrete existenos
agide from that of the human bEngs who form and aninete them Furthemwre, when
authaors write “organisstion” to mean “group of peope™ without staring who these people
are and azcribe facultes or powers to that group, they propes staement that canmot be
tested, and which are, therefore, not synthetic Even attempis to consider “culture”,
“strategy” of “rganisation” as derivative phenamens exigting as ageregate activifies of
individualk: are unjustified. Indeed, from a positivist viewpoint, what is thee to observe is
ot aggrerated activity but rather individuals who are doing sonething indepandently or in
cooperation with ofers. For anyone ke March working within the strictures of the
positivist epistamalogy, powers, physical qualities or concrete properties are assignahle to
tangible entifies but not abstract ones. A positivist resesrdher waiting for an organisation
(== distinct from its members) to do someting will not know what o observe More
generally, it i notewnrthy that to date there i mo consensus about the meanings of such
intzngibleconstructsas “onganisation”, “work culiure™ or “strategy” (Gray efal, 2007).

March was sware of the dangers of reffications. When discussing nirs-ongamsstionsl
codearm cation, he reminded his readess, in characteristic positivist fashion, that

“The workd tends to be perceived by the organmtion memiiers m ferms of #he parbion b concegis:

that are reflecied m the orgemmbion’s vombubry. The mrticobr otegories and schemes of

chea headion 1 employs e rethed, 2and beoome for members of the ogenoadion atirbotes of the

work rather thom mere comventions” { March and Simon, 1996 p_ 1861

Himrever, despite his waming, & Weick (A9, pp. 1532-1533) observed, March constantly
relied on reffications when fommulating hiz theories The following is fypical: “Hoth
exploration and exploitation are essential for organizations, bt they compeate for scarce
resources. As a result, organizations make explicit and implicit choices between the two™
(Mardy, 1991k, p. 71} Mowhere in the artick did March spedfy the individek who were
dining “exploration” and “exploitation” (hoand members, exerutives, managers or front-line
employess), and thie making the choices he mentioned Weick™s obeervatin about the
prevalknce of reifications in Mardi's work amounts to 2 swesning and da nning eriticism of
a scholar=hip developed onpositivist epistemal ogy.

When positivist researchers offer propositions which are not amenable to logical
demmnstration or empirical venfication (e propoeeitions which are neither synthetic nor
analyiic) nor sre inernally nomsisent, they advance senseless sentences. March was not
inmuocent of this scholardysin. For instamce, he wrote:

“In the human ongam sm meed of the miemal stete & contamed mwihat we call fie memory. The

mermory inchdes [ . ] all sorts of perta] and modifed remonds of gest experience and programs:

for respond ing to emarnommenial strmb™ (Manch and Samen, 1998 p 25).

Within a positivist cutline, these sentences amoumnt 1o nnsense hecause no tangible entity
(like the human organizm) canbe said (o posses an shatract ides like “memory”, in which it
wiould be possible to store recorde or, for that matter, anything elee. Indieed, people do not
“have” memory i the way in which they have 2 brain or 3 hearnt; rather, they are able, or
unahle, o emember infomation or experience. “Remembes”™ is a verty “menery” iz an
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ahatract noun. When on the same page Manch and Sinon elaborated on their proposition by
advancing the view that “the hunen memory content can usaRly be viewed & divided ini
twn parts”, they ventured further away from their positivist epistemology and desper inin
sl ecmneses; heecanse it is inpoesible to divide, in a testable way, an ahetract construct 1ike
‘memiry” or tos=y that ishas a “oontent™.

Uncertzinty about meaning shrouds Ovronscdoes. Indeed, to & substantial degres, the
ook is ahowt employes motivation. The construct is wsed throughost the book 25 the
foumedation of most of the theones which are presented in its pages [t appesrs saliently as
“motivation to produce” in Chaper 3 and as “motivation to participate™ in Chapter 4.
Surprizingly, however, March and Simon did not provide 2 general definifion of mofi vation.
They only offered a definition of *nodvation to produwee”™ by wayof & theory. In their wonds:
“Wlotivation to produce 3.38) iz a function of the character of the evoked set of altematives
339, the perceived comsequences of evoked altematives (13400, and the ndividueal goals
141) in terms of which afematives areevalusted”™ (Marchand Simon, 1968, p 73,

Exracting definitive mesming from March and Simon's theory of “motivation to
produce™ iz a difficult endeavwur. The difficulty exists becawe, by “motivation to
prodwce™, they meant “decizion or choie) to produce”, then their theory is acceptahle bt
trivial. Indeed, the concept of “decision™ (ie choice between altematives) entails that the
decizion to pmduce depends on alematives availshle, evalmfed n terms on their

for other oljectives. As March and Simon (1993, po 104) noted abaourt another
e of their thexries, the proposition “verges on the tautological™. It i certainly applicable to
any sort of deciion and not only of that to produce. Besides, so stated, the testability of the
theory i elsive, becmpse the propoeifion amoamts more to 3 Gomewhat omnval uted)
definition than toa testahle statement

Alemnatively, if by “motivation to produce™ March and Simon meant, in beha viourist
fashion, “cause for foree) of production”, then their theory & oeoymomnic. Indesd ! beha vioer
{production in this case) cannot be caused (or forced) and chosen at the same time Either
emplnyess are cased o produce, owing o 2ome ntemal or evvimnments] forces, or they
chocee to dio 2o after evaheation of altermatives, it they cannot dio both at the sane fime
Yet, this bgical inpossbility & precisely what March and Sinon offered if, through their
thenry, they implied that “the cawse of enmployes production is 3 funciion of alema tives
evaheted interms of their

hmmyhpmﬂaﬂﬂmmmmﬂrtﬂmm;afmﬂﬂmmmﬂ
dubicus. As noded by Weick (A9, their fomulation typically invokes reifications and this
fesiture invalidaes their synthetic status. Fusthes, Marchls theories, such a5 that about the
i vation to produce which plays a entral mk in Osgosiasiiees, are often either trivial or
e ngleszs:, depending on how the terms that compose their eopression are received.

March's comdiesions
When cloging his anticles and book chapters a5 well 35 elewhere), March regularly offared
the following phresenlogy (o other fornmuls tins of similsr mesning) &= fiol kerse
“These comsaderations [. .. ] imply same of e direcfions: m which mfleence feory md reseanch
might frustfully procesd” (March, 1955, . 451).

“The five fooinoies 0 ongenmtonal chenge [ .. | may heve some mphcabons for ongen metional
lezdemship and for research on adaptafion n organsations” (Manch, 1981, p 5741

“At best, the modds presented here siggest some of the comsaderations mvolved 1n thmkmg
athout choices hetwesn exploraion and esxploitation” (Mandh, 19912, p 585
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“(or anahysi suggests thot nfluene over the mofi vation o produce & 2 fundion of . ..~ (Manch
and Samom, 199G, p 1001

“We have suggested sme exersionsof the genem] modd for employes parficpaton. . " (Mamh
and Simon, 1995, p 1300

“Wehave mggesied that thereare serious problemsin ming the ey of fiefirm. ..~ (Cyert and
March, 1992, . 27).

“We lnve Hed to suggest some posshle mplictions of recent work on a beluyiorral theary of
the firm” (Cyertand Manch, 1992 p 2111

“We heheve the concepis of a hehavioral theory of the firm mey have some poeninl relevance”

{Cyert and March, 1992 p_ 2110

March’s commrentary on his own work is renerkshle onoat east twoacommts. Fisstly, from
a pesitivist standpoint like Mardh's, any senfence that relies on the modal verb “may”™ or
“might” i& a taunlkgy, and thus trivially true. Indesd, anything “may™ do (maly, procesd,
have, eic ) something d=e, 3 the opposite of what is propeeed & alko possible ("may” eniils
“meay not”) Each timeMarch closed an article or a book chapter with a conment to the effect
that his theories “may” (variant: might) have practical or theoretical relevance, he, therefore,
implied that it i ako posihle tat they have nosuch rdevance. Tn so doing, March not only
diztanced himeself from his own work but aleo carved i out of any empanical significance it
maEy {oragain we y mot) have had

Secondly, 3 posifiviet and behaviounist scholar ke March can only use the verh
“suggest with great caution. As attested by the 2002 ediion of the Shorier Oaford Englich
Diictiomary and the Mersion-Webser online dctiomary, to “suggest” is to “introduce to the
mind,” to “cal] to mind by associstion,” to “evoke,” to “give the impression,” to “Rerveasa
muotive of inspiration” o to “inply & possibility or hypothesiz™ To write, as March so often
did, that a theory “suggests a particulsr cutcome iz, thus o nsimste that 3 subjedive
process has played out nothe fomuulation of the theony. Within the strictures of positivism,
such & festure i not nherenthy 3 problem because poeitivists draw a distineion betwesn
ohservation and inference fzauch, A0E) However, when such a distinction 5 not explicit]y
addressad (25 & typically the case in March's books and anticles) and & combined with an
overall behaviourist stance which proscribes @lls to unobservable enfities or mental
processes, the formulation bemmes ambiguous athest Tt signals omee again that Marchwas
distamcing himsel from his own conclugims o sought to obfiescate their implication.

Given the prevalence of the expression “suggest” in March wnitings, 3 possible rejoinder
it the change that such wording is nadeqeate & to hold that March used “suggest™ insead
of “infer”™, “mpy”, “show™ or “demonstrate ™ This defence establishes the verh “suggest as
a nmtter of comvention, even when embracing positivism. However, inductive ressoning
requires the application of stafistical principles assoctated with moving from conclusions
about samples to ones about populations, nvoking the distinetion between obeervation and
mﬁaﬁreﬁuﬂand}mlﬁ,ﬂﬂlﬂﬂymﬂﬂﬁmmpﬂmcchmtﬁdmﬂ]
suggesting hecanse anything can be said o sugeest anything elke Thig, from the
perspective of readers acoanting posifivist epistenwlogy, the use of the verh “suggest™

(and others of similar mesning) amounts to casting asgpersions on what B pooposed.
Further, behavioursts such zz March can only reect calk to suggestive pmoeses becapse

they are subjactive and unobservable, and thae do not make possible the esmblishment of
umzEmhigous links between stimmli and responsss. That March relied on the verh “suggest™
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when Dmulsfing his conchesions ndimtes that either he did not fully aporeciate the
implicafion of his prefered pochology o he sought to distane himsdf from the
comuchesions to which that peyrhology leads

In the same wein, Manch regulady affered propositions which combine nmodalks such as
may”, ‘might”, “man” o “could”, verhe such as “appesr™ or “seem”, adwerhe such as
“poentialy”, “pes=ibly”, Tkely™ or *often” [ in “this ssene likely to produce pressres by
individiak”™ (March, 1913, p. 81 This pheaseology, which adds further layes of
distancing and ohfuscation, is prevalent in his wntings. For example inan 11-page artide
ahout organisations]l choie and deciionmaking theories, Manch (1999 used “can”™ fr
“pould”) 54 times, “may” for “might”™) 31 times, “possible” (or “possibility™) 27 times, “often™
23 times, “seem” (or “seemingly”) 22 fimes, “aprear” 13 times, “suggest™ 8 tines, “likely™ 9
times and “potential 5 times. From a positivist standpoint, the omtent of such an anticle an
kegitimate] v he questionsd. ) ]

In sumarery, there sre reasms to believe that March was aware of the unertain content
of his theories Specifically, the way he regqulbidy concheded his articles, books and ook
chapters amounts o earsystenatic, f subtle, self-digancing from and ohfuscation of his
v

Conclusion: relmventing a

March (A7) argued that resesech in management and organisations stdies & typically
comducted akmng either of two lines, the *traditiom T or positivist one and the post-nodem o
“eritical” one (a theme picked up in Joullé and Gould, 2021; Rabeting ef al, 2000 Joullié,
AN & Shephend and Shephend, 21 3). Considering his inplicit epistenological sssunptions,
March's scholarship isan exemplar of the production of the positivist .

Az March @007) noded, most nemagement and organisation scholars looking for an
alternative to posifivist eseardh have embraced a “oritical” or post-modem sppooach to
their disdpline Such coneption of ergandsation and nemas gement studies came to existenos
nly towands the end of Marchz career, principally follvwing the publication of Alvesson
and Willmotfs {1999 edted collection of essays, Critin] Masgrement Stude. With varying
eqpphases, critical suthorstypically hold againet positivist resssachers that tey prommlgate
nenagerializ msunrptions and neclibera] ideclogies under the guise of newral scientific
kowledge, common emmamic sase and good managerisl practice (Grey and Willmuott,
A Alveseon and Willnoodt, 2003, Although there are grounds for suwch a line of oriticism,
critical mansgement scholarship has achieved litthe by way of practical implications and
thenretical develpment

The mse for the difficulties fared by criticm] ransgenent and organisation resesrchars
when they want to propose practical snd theoretica] conclsions hes heen prosecuted
ekewhere (Joullié and Gould, 2021; Joullié and Spillane, A2 Bowden, 3018; Donsldon,
A03J). Rather than rehesmsing such criticiem here, another argument is worth exposing.
Mamely, despite their demmeiation of positivist ressardh, critica] authors 26l embrae its
cenfral ohjective a5 follows: theary develpment and testing. Indeed, as Alvesson and
Willmott 2003, p 1) moted, crifical researchers advance “insights dmwn from traditions of
cxitical sodal science [ . ] to rethink and develop the thenry and practice of mansgenent ™
Thet is despite their ariticiem of positivist management resesrch, orifical scholarms seek to
contribage to mansgement scholarship by proposing testsble theory Spicer of al, 2009,
Aller ef al, X7 As Parker and Parker (2017, p. 1367) oheerved, in crifical organisation and
meana gement studies, “critique has always ben in tension with a desire for influence ™ This
tengion has recently inensified and rereing unresol ved to this day (Fing and Land, 2018
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Organization and management scholars wary of positivist research  but
unconvineed by coritical studies have at kesst one option keft Indeed rather than
puUrsLing an an fi-positivist position, they can pursue a non-positivist e For example,
toobtain insights nto human behaviour and society and o share these insights with
their students, rather than espousing o rejecting positivist science  blindly,
organisation reseamhers can embrace 3 well-established discipline: philosophy. It iz
wirth remembering that from Plato until about the middle of the twentieth century,
that is, until the implementat on of the recommendations of the 1959 Ford Foundation
report, scholarship and education for business and commumity kadership inch ded the
stwdy of philoeophy (Bloom, 2002, pp 367-371). It is also the case that for more than
2000 years, the foundations for citizenship and community policy mak ing were souwght
in the sfudia kaomanifafss, that is, on a critical engagement with the body of knowled ge
through which people dorument and come to terns with their existence and their
envimnment_ Such a scholarship provided — and stil] provides — analytical and eritical
methods of inquiry rooted in an appreciation of diverse human values Joullié and
Spillane @021} and Spillane and Joullié (2015), are sustaned explorations of this
theme

The current article did not discuss the content and egacy of Marchs scholarship
Rather, the focus has been on March’s epistemological and peychalogical
underpinnings and on whether Marchs portayals of enployess, definifions of
mgmmtam,ﬁwmﬂaum of thensies and wording of conclusion s were consistent with

hese underpinnings. This anticle’s conclusion is that such a oitical evaluation
estahhs]:ﬁ: that March’s work falk short of the epistenwlogical standards and
paychological models he espoused and advocated The substance of Mamh's
scholarship is ambiguows 3t best In its own ways, it ilustrates, indesd epitomizses,
GhoshaTs (2005 p. 77) charge agsinst the “pretense of knowledge™ of positivist
managenent and organisation reseanhe s

Taohiscredit, in addtionto the way with which March frequent]y distanced hinwelf from
the conclusions his poeitivist agends produced, he embarked, 35 3 retired academic, on a
path modelled on that of the studa kemasitas Indeed, in 1ate contributions, March (2003)
advocated a retum to the great worls of Western literature and philosophy &= soures of
inspirmtions for organisation scholers. March (X007 ako mild against the “myth of
organization studies™ as these developedin Morth America sinee the 1950 {that is, positivist
organisstion studies) and the “medioority™ (2007, p. 18) of the resesrdh they have
If for anything, March should be remembered for his belated coming to terms with the
gterility of his erstwhile sppooach.

MNotes

1. The ferm “befmvioursan” avers thres separate dodrnes. Fisfly, metaphysicl beloviomisn
halds that there: & no such thing = corsc omnes:; fhere are only beloying onganems. Seaondly,
methodological beleviowrsm mamtams thet 2 webd soentthe uychology @n only sidy
pubilicly olservahle helovionr and shonld not, theredore, be vohed wi g mirspedion. Thindly,
logica] for analytical) behand ourism argues that psychological omegts cn be anahyse] without
leem of meaning m exchisvely beloviowral termes; fhat s, febngoage of mind and mental events
cn be temdaed mito 2 beloviowal language (Moore, 2001). The concemn here is with
beloniowrst paychology or methodol ogical belonyiomrsm.

2 The two terms omiradict eech other, 2 the notion of anarchy precisly mphies 2 bok of
omgen Eertion, rrespective of how thet biter erm s ondensinod
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Language of Dependent Means t-Test

Interpretations
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Of the three kind= of two-mean companisons which judge a test statistic agamnst a critical
value taken from a Student -distnbubhon, one — the repeated measwres or dependent-means
application — is dishinctive because it 15 meant to assess the value of a parameter which 15
not part of the natural crder. This absence forces a choice between two interpretations of a
sigmificant test result and the meaning of the test hypothesiz The parallel wniverss view
advances a condrhonal, backward-locking conclumon. The more pracheal proven future
interprefation 15 a non-conditional proposibion about what will happen if an infervention is
({pow) applied to each populabion element. Proven fiture conclusions are subject to the
comupting influence of time-displacement, which include the effects of learmng,
development, and story. These two inferpretations are explored. and a proposal for new
conceptual categories and nomenclature is given to distingmish them applicable to other
repeated measures procedures denived from the general linear model including AMNOVA

Eeywords: t-test, parameter, dependent-means, language

Introduction

In the social sciences, whether knowledge is a socially constructed discourse or
refers to a stable and given reahity that is objectively accessible at least m principle
is a question that has attracted contmbutions for decades. Statistical amalysis,
traditionally advanced as a means to measure reality, has not been spared criticism.
It has been compared to storytelling and thus viewed as a form of conventional
discourse (Ainsworth & Hardy, 2012). Although not taking a side in this debate,
this articles illustrates the difficulty resulting from the belief the notion of a natural
order refers to a given something that can be objectively known. Indesd, when
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making statistical inferences it 1s sometimes difficult to specify a parameter and to
fornmlate an aceurate linguistic deseniption of what a result actually means.

There are two types of reasons why this is so: The first arises fiom contextual
elements conceming the problem or research question itself (Lewin & Scmekh
2011; Tayfel & Fraser, 1986). In practice, this kind of concern manifests when a
population is difficult to discern. The second — that wiich is the foeus of this arficle
— occurs because in some circumstances parameters literally do not exist becanse
they are merely conceptual a-priori and post-hoc to an analysis. For example,
assummg no control group (elements acting as their own controls) in early dmg
tnal sitnations, a sample of rats may show tumor rednetion following treatment with
a putative anti-cancer agent In such a case. becanse the treatment has been applied
only to the sample, the parameter does not exist in the population at the moment
the statistic is caleulated Other examples exist in diverse research paradigms,
mcluding: counselling intervention research organizational development research,
and where economic inferventions are being assessed. The absence of parameter
seems paradoxical, becanse parameter estimation is the raison d étre of parametric
statistics.

There 15 a distinction between dependent means i-tests and other mean-related
t-test applications. Parameters for dependent means f-tests literally do not exist. The
problem is not that certain parameters are theoretical in the sense that the samplimg
disimbution of means, Student f-distnbutions and the central hmit theorem are
abstract natural phenomena that conveniently support the logic of an analysis and
canas such be sinmlated Bather, the point is that dependent means f-test parameters
are simply not out there to be discovered.

There are two possible interpretations of this non-existence and therefore two
ways to interpret a significant dependent means f-test result One of these is
conceptually and techmically sound but somewhat impractical; it is referred to here
as the “parallel universe’ view, becanse it invites whoever reads about research
results to imagine an alternative reality in which an entire population has heen
subjected to an infervention rather than just a subset of elements The other
mterpretation 1s less theoretically defensible but more practical; it 1s called here the
‘proven fiture’ view, because it corrals consumers of research to accept the
proposition that the fishure is solely and exclusively deternuned by the past such
that, if the intervention is applied to all subsequent cases, it would yield an outcome
comparable to the sample-based result.

One-sample, dependent means, and mdependent means i-tests are intended to
identify an actual state of reality, albeit one that it is not easily discoverable and
therefore mmst be inferred from observations of samples (or more precisely sample
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statistics). However, of the vanous two-mean compansons avallable, one in
particular — the repeated measures procedure — requures that a disinction be made
about which of two possible interpretations should accompany a decision to reject
the mll hypothesis. The literature addressmg the mechanics of two-mean
comparizons as well as that discussing advanced repeated measures procedures
which use the general linear model (e.g ANOVA-based analyses) mostly either
overlooks or does not well elucidate this point. This is unfortunate, because there
are methodological and concepiual advantages that flow from giving a more
muanced understanding of the consequence of a missing parameter. Such benefits
concern, from an  applied perspective, inferprefation; and, flom a
teachmg/explanatory perspective, a deepening of understanding. Whatever the case,
the existence of two possible interpretations of a dependent means #-test result has
implications for experimental control which mostly have not received emough
attention. They are sufficienfly important to necessitate the creation of a new
nomenclature and a new way of distingmshing between population frequency
distributions.

Three Research Designs Necessitating a Two-Mean
Comparison: The Dependent Means Case as Special

There are so-called parametric data analysis siuations where population parameters
literally do not exist. This is not to say that their values are impractical to calculate,
nor does it imply that an understanding of therr nature is not as important as it
always was. Rather, some parameters do not exist in the sense that they cannot, in
theory or practice, be caleulated. Hence, when speaking of a parameter, for example
in a dependent means f-test, it is especially important to be clear about the meaning
ofa significant test statistic and the associated decision fo reject the null hypothesis.
Textbooks as well as many studies that use a dependent means protocol for data
analysis typically give this matter only cursory consideration (e.g. Mason, Lind &
Marchal, 1999; Gravetter & Wallnan, 1993; Wnght, 1997; Baillargeon, 2012;
Salkind, 2011). Such superficial or dismissive treatment leads to inadequate control
of time-dependent and potentially confundmg vanables. and as a consequence, to
Imprecise of eroneous conclusions.

In the quest to produce statistically significant results, data analysts frequently
advocate dependent means designs to reduce a samphing distnbution’s variation and
to create a greater f-vahie, arguing that fewer degrees of freedom is a price worth
paying for a smaller test statistic denominator (e.g. Gravetter & Wallnau, 1995).
However, those who are less concerned with statistical significance and more
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inferested in contextual and ethnographic elements of a problem often favor
between- over within-subjects designs (e.g. Lewin & Somekh 2011; Adams, Khan,
Eaeside, & White, 2007). For these latter theorists, camry-over effects and other,
more general concerns about expernimental control are especially important. Such
researchers are mostly satisfied that, in lien of a control group, a matched-pair
design where subjects act as their own controls is practical despite being potentially
a theoretically compromised solution (Lewin & Somekh 2011; Alasuutan,
Bickman, & Brannen 2009).

Bepeated measures procedures are sometimes viewed as being plagued by the
problem of time-related confoundng influences (e.g. Counsinean, 2009). This
concermn 15 more frmtfully analyzed as the manifestation of an mexistent parameter.
Such a perspective makes clear that two options for interpreting a sigmficant result
are possible. To understand what is meant by an inexistent parameter, three
representations of typical two-mean comparison situations are presented in the first
row of Figure 1. Beside each representation is a depiction of the population
distnibution, the sampling distnbution of the mean, and formmlae for caleulating a
test result (to be compared with an appropriate cotical value drawn from a Student
t-dismbution when testing hypotheses). To improve clanty and concision,
confidence interval formmlae are not presented m Figure 1, only hypothesis testing
and rejection of the mull hypothesis are discussed. The conclusions and insights
offered are equally relevant to confidence interval applications. Furthermore, such
findings can be extended to more advanced applications of the general linear model
such as ANOVA-based procedures.

Inrow 1.1 of Figure 1, the one-sample case, a statistic (mean) is calculated
and indirectly compared to a parameter which actually exists but which is ‘hidden’,
difficult or impractical to discover. (The statistic is compared indirectly becanse it
15 compared with the mean for the sampling dismbution of the mean that is equal
to but not the same as the population mean ) The fact that the parameter is hiding
n such situations can be appreciated with a thought expenment. Imagine that, at
the same time that a statistic is being calculated using the formula in the last cell of
row 1.1, another person is caleulating the actual population parameter (). In such
a case, the aim would be to see how close an obtained statistic falls from the
calculated specified population value. Now also imagine that an analyst substituted
the parameter (mean) for the population (u) for the parameter (mean) of its
sampling distribution of the mean (). This manipulation would allow an obtained
statistic (M) to be compared with a parameter value of interest () rather than with
its proxy value, the mean for the sampling distribution of the mean (pa.). If this
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Figure 1. Key elements of three kinds of two-mean comparison ftest applications

Mote: * as nommal athough, due to the Central Limit Theorem, a noanally distributed population
frequency Is not essential for applying a ttest procedure. *Depicted as nonmal becawse | Is assumed that
samples used to creabs the sampling distribulon of the mean are of a size N> 12 and i < 30 (Cenral Limit
Theorem)

were to ocour, {= (M — ) / 6y would become ¢ = (M— u) / &y, Like the orthodox
technigue, this mampulation would yield the correct result. However, it would be
bizame because it would be standardizing a score () from a non-related distribution,
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the population distribution, with two elements (M and &) from the sampling
distmbution of the mean. Aside from being conceptually unsound, this change in
formmla adds an arduous and unrealistic additional step to the procedure.
However, parameter substitufion could be done and could be synchromzed to
comcide with caleulation of the test statistic (fobmimd). In such a case, the analyst
would make the rejection’non rejection decision at the same moment that they
became aware of the real population mean They would have used a procedure
which bypasses the step which relies on the central limit theorem to prove that
p = pias (Gravetter & Wallnau, 1995; Wright, 1997; Baillargeon, 2012). One-sample
t-test sitnations of the kind just described (and depicted in row 1.1 of Figure 1) are
somewhat rare but nonetheless occasionally important. For example, to measure
the temperature of bath water, it is possible to put a thermometer in the bath itself
or to take a cupfil of water as a representative sample of the liquid and plunge a
thermometer therein to record a reading. In this latter case, the researcher would
subsequently make an inference about the bath temperature fiom the cup

Row 1.2 of Figure 1 is a depiction of an independent means application of a
t-test. This technique has some conceptual sinmlanty with the one-sample t-test case
discussed above; for example, the parameter of interest here (1 — p2) exists to be
discovered before, during, and after the calculation of a test statistic. Once agam,
n a sense, the parameter may be thought of as hiding, but nonetheless part of the
natural order. Another thought experiment makes this clear. Imagine that there was
a binary independent variable, say gender, taking two possible values, male or
female in this instance. Imagine that an inferval-scaled dependent vanable was
height; the hypothesis for testing (H) was that males are taller than females in the
population; and the null hypothesis (Hy) was that males are not taller than females
m the population. The characteristics of this problem require analysis using an
independent means f-test. Specifically, a test f-value (f-statistic) could be calculated
to be compared with a critical value drawn from a Student f-distribution (with
m +nz— 2 degrees of freedom). In such a case, the statistic (Mu— MF) is tangible.
Further. at the instant of its calculation, there also exists a real, equally tangible
population mean for height for males (ux) and a real, equally tangible population
mean for height for females (ug). Although these two population values and their
difference (um— pr) may be diffionlt or impractical to caleulate, they are a real part
of the natural order that is perhaps hidden but nonetheless there at the moment that
2 fobmined Value is being compared to a fokse value.

When it comes to the dependent means f-test — a protocol which mostly aims
to assess the consequence of an Infervention — the parameter does not exist at the
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moment a statistic is caleulated It is not part of reality becanse each element ofthe
population is not yet present in the post-intervention state. Hence, in such a case, a
tobmined cannot be calculated through substitating s for yagmeam. The broken-line
depictions i the first cell of row 1.3 of Figure 1, where the distributions of (u2) and
{u4) are stylized portrayals of the population in the post-intervention state, mdicate
this state of affairs. As such, together they represent one member of a family of
future scenanios. Textbook authors are typically unclear about this point, with
disparate recommendations offered for drawing a conclusion (e.g. Adams et al.,
2011; Cousinean, 2009; Mason et al , 1999; Gravetter & Wallnau, 1995; Wnght,
1997; Baillargeon, 2012; Salkind 2011). In fact, scholars are inchined to offer one
of either two antithetical ways of addressing this missing parameter and its
associated missing sampling distnbution. The first of these is techmically and
conceptually correct but impossible to operationalize (e.g. Gravetter & Wallnan,
1993; Wright, 1997; Levin & Fox, 2000); it will henceforth be refemed to as the
‘parallel universe’ view.

For example, Gravetter and Wallnau (1995, in commenting on a signficant
result for a matched-pair imtervention procedure aimed at controlling asthma
symptoms using relaxation, concluded, “Relaxation training resulted in a decrease
m the mumber of doses of medication needed to control asthma symptoms. This
reduction was statistically significant. #4) =-3.72, p=0.05, two-tailed” (p. 256).
Simmlarly, Wright (1997) interpreted the result of a significant dependent-means #-
test by saying “an effect was detected”™ (p. 33). Furthermore, Levin and Fox (2000),
in drawing a conclusion about a significant dependent-means f-statistic concerning
the efficacy of a remedial math intervention, stated, “The remedial math program
has produced a statistically significant improvement in math ability”™ (p. 227). In
each of these cases, past tense conditional verb conjugation was used Hence, in
rejecting the mull-hypothesis, a backward-looking conditional inferemce was
imvoked with the linguistic structure: If each element of the population had been
subjected to the same intervention that was applied to the sample, there would have
been a difference in the pre- and post-intervention population means.

The second way of dealing with the missing parameter commdmm is to assert
or assume tacitly that an intervention on the population of the kind that was applied
to the sample will affect the population as 1t affected the sample (e g Mason et al |
1999; Levin & Pubin, 1998; Elliott & Woodward, 2007). Such conclusions are
often parsed in the present or firture tense. For example. Mason et al. (1999), wrote
“1s a difference” (p. 369) to descnibe the state of a population following a significant
dependent-means {-test result. This conclusion has a prospective focus. Similarly,
Levin and Bubin (1998}, in commenting on significantly improved typing speeds
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for secretaries using new word-processing software in a pre-test/post-test desgn,
conchided “The difference in typing speed can be attnibuted to the different word
processors” (p. 473). A similar conclusion was offered by Elliott and Woodward
(2007) who, in interpreting the effectiveness of a weight-loss regime following a
significant dependent means f-test resnlt stated, “We reject Hy and conclude that
the diet is effective; #{14) = 2.567. one-tailed, p=0.001" (p. 73).

These interpretations of a dependent-means protocol make a claim about the
fuhwe. Owing to control-related confounding mfluences ansng from tme-
displacement, such “proven firure’ inferences are techmically and conceptually
more spurious than those concerning a parallel umiverse. However, proven firture
interpretations are atiractive because they are mclined to be practical. They are, in
a sense, the raison défre for a repeated measures protocol (Fortin, Céte, & Filion,
2006).

These examples were extracted ffom data analysis textbooks. Textbook
authors typically do not give a clear rationale for the way their conclusions are
formmlated, which makes them appear arbitrary. It is therefore not surprising to find
that the applied literature perpetuates this lack of clarty. However, this literature
also reveals some pattems. For example, medical research tends to favor a proven
firture interpretation. Thus, Kutcher. Wei, and Morgan (2015) concluded their study
by noting that “these results [ie., those obtained from their ntervention] suggest a
simple but effective approach to improving MHL [mental health literacy] in young
people” (p. 380). Comparable inferences are found in studies imvestigating
educational-type mterventions. According to Baykara, Demir, and Yaman (2015),
“ethics education given to students emables them to distinguish ethical viclations™
(p. 661); Ararbarzin Malekian, and Taleghami (2015) mfered “supportive-
educative programs can enhance some aspects of quality of hfe™ (p. 377).
Additional examples are Lau, Li, Mak, and Chung (2004}, Scott and Graham (2015},
Garst and Ozier (2013), or again, Pritchard. Hansen, Scarboro, and Melme (2013).
This dominance of the proven firture interpretation is understandable because
medical or educational interventions are intended to be therapeutic amdfor
remedying. In such circumstances, incentives often exist strongly to push the case
for a putative treatment.

Compared with proven future interpretations, parallel universe mferences are
less commonly found in the applied literature, although they do exist. For example,
Fee, Gray, and Lu (2013), In commenting on Improvement in cross-cultural
awareness following a stint in a foreign country, reported “expatriates’ level of
cognitive complexity increased significantly during the 12-month stady period”™ (p.
299).
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Two Interpretations of a Significant Dependent-Means t-
Test Result: Parallel Universe versus Proven Future

The parallel wniverse mterpretation of a sigmificant dependent-means f-test result
uses past-tense conditional verb conjugation to describe what would have happened
if each member of a population had been subjected to the intervention which was
applied to the sample. This emphasis is on an imagined altemative reality in which
each element of a population is subjected to a treatment protocol at the same
moment that elements of the sample were so subjected Femembering that such an
mterpretation 15 offered following the finding of a sigmficant #-test result, it can
only be hypothetical because it is not possible to go back in ime. In this sense,
analysts who rely onit offer a conclusion that has limited practical utility.

Alternatively, a significant dependent means f-test result may be used to reject
the null hypothesis with the conclusion that, if an intervention is applied to all
members ofa population, the post-hoc mean would be different to the a-prion mean.
This proven fitture statement has implications for practice. However, it is less ikely
than the parallel universe view to reflect reality, becanseit is vulnerable to a source
of controlrelated error, namely time-displacement effects. Time-displacement is
an umbrella term covenng at least three circumscribed classes of phencomena:
development/maturation. non-treatment-related leaming, and historical events
(Fortin et al.. 2006). Each of these has imphications for interpretation of a significant
dependent means #-test findng that deserve firther diseussion

Development/maturation 1s a relatively permanent change in behavior, values,
of cognition that cannot be accounted for by experience or a health-related event
such as illness or injury (Demetricn, 1998; Upton, 2011). For example, normally
developing babies do not learn to walk (Upton, 2011); rather, regardless of whether
they have been trained or otherwise instructed, babies typically take their first steps
at between 11 to 15 menths of age with a normal distnbufion of habitual infant
bipedalism centered on a mean of 13 months (Upton, 2011). Suppose there were
theoretical grounds for challenging the maturational perspective of the emergence
of upright walking behavior in healthy human beings and that it was possible to
train babies to walk earlier than they otherwise would Further, suppose that there
was 2 misconception about when infants generally walk upright and that it was
believed that they mostly crawl until they are at least 18 months old. In snch a case,
it would be worthwhile to take a sample of 11 to 12-month old babies, measure
their propensity towards bipedalism on a suitable scale, subject them to “mobility-
training’. and then re-measure them on the same instrument in a matched-pair one-
tailed hypothesis-test design.

208

113



GOULD & JOULLIE

If this analysis did not yield a significant dependent means #-test result, it
would have if the three phases of the study (pre-test measurement, intervention, and
post-test measurement) had been instituted over a longer period. What this suggests
15 that a sigmficant test result can be cansed by a third maturation-related vanable
and thus have nothing to do with the intervention. However, it is also possible for
a particular cohort of babies (“late walkers™), a treatment intervention decreases the
mean age of bipedalism from 14 months to 13 months. To demonstrate such an
effect through a repeated measures protocol, the delay between each phase of the
study nmist be kept mimmal; the longer the delay, the less informative would be the
assessed post-intervention state. Hence, when there are two population frequency
distributions depicted on a single axis with values representing points in time as
levels of an independent vaniable (prior to walking traiming and following walking
training in this example), a proven-firhure interpretation of a significant test statistic
is likely to be misleading. Hence, claims about what will ocour remain at best
ambiguous and at worst spunous when maturation is an alternative explanation for
change on the dependent vanable. A key problem here is that the existence of such
a competing explanation is not necessarily known

Leamning is a relatively permanent change in behavior, value, or cognition that
ocours as a consequence of experience and not as a result of either maturation or a
traumatic health-related event (Schacter, Gilbert, & Wegner, 2011). For example,
school distnict officials may implement a stranger-danger mitiative to discourage
children from accepting lifts with adults who they do not know. The creators of
such an imtative want to determine if their intervention changes behavior. They
institute a pre-testpost-test repeated measures assessment protocol (before and
after the stranger-danger intervention using a sample) and establish a switable mdex
of childhood propensity to accept ndes flom strangers as a dependent variable.

In a case like this, the mull hypothesis is typically that the stranger-danger
intervention does not influence children to be less inclined to accept a nde ffom
people they do not know and the one-tailed test hypothesis is that the stranger-
danger intervention makes children less inclined to accept a nde from people they
do not know. Suppose that a significant i-test value for this analysis is not obtained
at the orthodox Type-1 emor rate of @ =001, and therefore the mll hypothesis
cannot be rejected However, the researchers notice that if they make the test
slightly less conservative, say by adjusting the Type-1 emor rate to a = 0.03, they
obtain a significant result and can therefore reject the mill hypothesis. Further,
assume that, on the night of the mtervention, there is a lead news story about the
abduction and murder of a child who accepted a nide from a stranger.
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This story 15 followed up over the ensumg days. In such a case, the iming of
the three elements of the study, once again, becomes important. From a practical
standpoint, it is likely that the almost significant ¢-test result would underestimate
the effect of the intervention if it were — in the firare — camed out on all members
of the population. Hence, In this example, a f-test that was non-significant on one
day may be significant on the following day (i.e., after the mghtly news). This
phenomenon, once again, highlights the mportance of keeping the amount of time
between pre-measurement, intervention, and post-measurement to a miniomm
although it 15 unclear how small that mimnmmm should be. What is generally trueis
that, the more protracted this delay, the more the subjects (or sample elements) are
exposed to stinmli which can elicit leaming of an unplanned and uncontrolled, but
nonetheless systematic, nature.

An histerical occumence is a time-displacement effect that can be viewed as
a special case of learning; special in the sense that it is not cyclical or typical.
{Certain events are rare of one-off in nature; they are not amenable to measurement
even if they can be said to create a “new normal.” The assassination of President
Eennedy is a case In pomnt: it was an unprecedented event in twentieth-century
American history and created new and endunng anxieties about the welfare of
polifical leaders. Conversely, child abduchions and mmwrders are unfortumately
Tecurning events in large societies; new cases regularly appear and their ocoumrence
can be quantified in probabilistic terms where a numerator 1s non-zero and is all
instances where an event could have occurred.)

For example, suppose that on September 10, 2001, there is a study taking
place in New York City that aims to determine if a particular intervention intended
to help those who are anxious about flying in an amplane overcome their fear.
Following a pre-test/post-test pairing protocol, a dependent means f-test is used to
analyze data I a one-tailed improvement versus no-improvement hypothesis. A
significant test result is obtained, the mll hypothesis is rejected and the researcher
concludes that the intervention is efficacions. As noted however, two
interpretations are possible. The first (the parallel universe view) says, all things
bemng equal and if all members of the population of imterest had received the
itervention at the time the study was being camed out, there would have been a
mean improvement on the dependent vanable (fear of flying) Such an
interpretation, although not especially useful becanse it is purely hypothetical,
controls best for potential histoncal influences; indeed, its linguistic formulation
makes it mvulnerable to competing explanations anising from time-displacement.

The alternative interpretation (the proven fiture inference) is
misrepresentative in the case described. On September 11, 2001, there were high-
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predictor of the firture in the same sense that gravity, for example, can always be
relied upon to occur. It is therefore in the social sciences where the choice between
the two interpretations of a within-subjects finding becomes especially relevant

Irrespective of their field of stady, researchers, because of the nature of what
they do (in particular when engaging in fimded research where significant results
are typically those that are rewarded), are inclined to favor the proven fiture
mterpretation of sigmficant dependent-mean f-test results. Two posaible factors
influence this phenomenon. First (the focus here), not enough consideration is given
to the protocol of interpretation. The second 15 more psychological and anises from
researchers’ desires to be consequential in their endeavors. Where parallel universe
interpretations exst m the hterature, they tend to be made mphcitly as if
researchers lacked confidence to make an inference about their population of
interest.

Whatever the case, it is noteworthy that the choice between a parallel universe
and a proven firture interpretation represents a trade-off the former is less prone to
confounding influences but is less practical (no one can go back in time), the latter
15 more practical but more prone to uunfmmdingmﬂnemes from time displacement
effects. In reporting results, this compromise should be acknowledged and its
consequences with respect to the research problem emphasized When explamng
procedures and depicting the elements of an analysis in diagrammatic form the
trade-off perspective can be highlighted through using broken-lmes to mdicate
those frequency distibutions which can only occur in the future. Sucha convention
could be used to signal that certain distnbutions exist only 1n a partieular firture,
one which is contingent on the ubiquitous presence of the second level of the
independent vanable (Le. the post-intervention state)). Two such contingent within-
subjects firlure distributions (which could be depicted with broken lines) would be
the population distribution after all elements of the population have received an
intervention (s; #2) and the difference between each element of a population before
and after an intervention (ug; 4). Use of such a nomenclature would flag the
distinctiveness of the repeated measures procedure and serve as a reminder that
certain parameters (e.g. y; ¢3; Mg, Ga) are missing for the moment and contingent
on a forthcoming population-wide intervention
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Conclusion
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sciences. In these kinds of situations, “proven future’ views are often easier to
justify; mfuitively this seems reasonable because the past is always the best
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Introduction

Appropriate presentation of ressarch findings & a conundrum fced by both
qualitative and quantitative investigators. Insofar a it is endemic to the
write-up phase of a project, the callenge of making results intelligible,
transparent and subject to the critical scmtiny of a broad readership is not
new, Indead, the problem has been wrestled with since at least the time of
Florenoe Mightingale who, faced with daunting practical commumnication
challenges, made pioncering advances in these domains, However, the
urgency of the dilemma has beon growing over the last two decades. For
example, in 2012, a sudy reporied that the worl dwide presence of data and
databaszes is at an all-time high (Digital Universe 20012), The same study
stressed that, for the potential of this compus to be realized, inmo vation was
neoded in methods of display and interpretation, At that time, there wene
2 B trllion gigabytes of stored data in the word. Since then, global capacity
hais increased, with authors such as Petrov (2001%) estimating that the world-
wide stockpile will exceed 40 trilion gigabytes (40 zettabytes) af some
stage in 2020,

In paralle] with data proliferation during the digital age, there has boon a
risze of increasingly sophisticatod analwic softwamne (e.g., Strafgraphics, Loo-
ker, MATLAR) and an expanding amay of approaches concermod with
fomulaic-basod metheds of ransfomaton (e.g., recwsive partitioning).
This iz especially tree in the secial sciences where by the 1960 and [970s
the content scope of and readership for sociokgy literature wene unambigu-
ously broader than for disciplines such as political science, peychology, or
economics (Healy and Moody 2014; Paschier et al. 2017). Insofar a5 non-
technical considerations are concemed, a growing pressure for publicly-
fimded resparch to be subjoct to broad scruting, particulardy in the social
sciences, has formed muech of the context for scholarly enteprise and created
new sources of angst for those engaged in such endeavour (e.g., “Europssan
Countrics™ 2018, Eisenberg and Melson 2002), Hemoe, the overall soonario
crgated from the confluence of influences perining to echnical advamce
and the dissemination imperative place modorn secial scienos rescanchens in
an increasingly stressful itustion, On the one heand, tey have more data o
work with (and justify using or excluding) and are expected to invoke
cutting-edpe, but invarishly alienating, methods of analysis. On the other
heand and paradoxically, they are under pressure i bring into the fold the lay
public,

When it comes to commumnicating rescarch findings to reading andiences
who lack analytic training and sophistication, modem scholars—be they
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working in the qualittive or quantitative tradition—often face a compro-
mise., Specifically, they must trade-of T extrac ting maximum meaning from
dats with retaining comprehensibility. Making this judgment call is unduly
thommy because, for many, it is becoming difficult to appreciate the potential
and limits of individual techniques. Some years ago, Hellems, Gurka and
Hayden (2007:1083) summed-up the sibation when they noted that it is
“increasingly unrealistic to expect readers fully to understand the statistical
analyses used in joumal articles™ Indeed, just in te quantitative domain,
growing complexity has beon associated with the emergence of “statistics
anxiety™ {Chew and Dillon 2014; Onwweghuzie 200d; Paschter etal. 2017).
The literature addressing this malaise i somewhat incomplete but mome the-
less revealing. For example, approximately B0 percent of ULS, university
gradate shudents experience siress-related symptoms sssociated with having
te master quantitative mefhods (Onweeghuzie 2004), with compounding
consequences on their course achievement (Chew and Dillon 2014; Fitzger-
ald, Jurs and Hudson 1996; Paechier et al. 2017)." In very recent times, new
and more disquieting findings conceming this phenomenon have come to
light with researchers such as Siew, MeCarmey and Vievitch (2019) con-
cluding that skittishmes about research methosds generally and avoidance of
courses in this domain, in panticular, is akey contributor to student a thrition at
university. It i noteworthy also that it is not just in relation to quantitative
mcthods that people struggle. In fact, as Vitevitch (2016) motes, lack of
confidence about undertaking and interpreting output from gqualitative
approaches makes the statistics aniety syndrome seem unduly namow in
its focus, The proeliferation of theoretical perspectives amd discipline-
spocific terminology has created a broadar phenomenon, which Worman
{1989 originally called “information anxiety™ and others more rocently
have labeled “infobesity™ (Rogers, Puryearand Root, 2013), “infocication™
{Chamomo-Premuzic, 2014) and “information explosion syndrome™
(Buckland 20 17).

Analytic complexity does not just concem researchers or those charged
with making a point shout data, It ako affects journal publishers and others
ineresed in communication of rescarch findings, including, uwlimately, the
meader, The reason for this is simply smted; the results sections of modem
scholarly articles have become increasingly complex and sophisticated. The
case of a high-gquality joumal with a practitioner focus is illustrative: in 1983,
meaders of The New England Joernal of Medicine with an understanding of
only basic descriptive statistics could comprehend 59 percent of its articles,
I 200, the equivalent figure was just & percent (Strasak et al. 2007). The
caze of The Mew Englond Jowrmal of Medicine iz not unique, Indeed, the
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problem reaches its zenith in spciology journals. For example, publications
such as the dmerican Sociological Review and the Amedcan Joiwrnal of
Socinlogy moutinely present many thles, fow figures with a degree of ops-
queness concerning how awtors moved from dats to conclusions (Healy and
Mondy 2014). By contrast in journals such as Sefence, Mraowe and the
Nasional Academy of Selence, articles are typically asociatod with omne {or
spmetimes several) graphical displays as their centerpioce and in this sense
offer conclusions which are more auditable (Healy and Moody 2004,

While the wse of analytic methods for data indenpretation has bocome mons
complex and alienating, deployment of relatively simple displays has fallen by
the wayside. For example, Healy and Moody {2014) make the somewhat
counterintuitive point tat, comparned with nabral sciences, there has boon a
pancity of innovation of data viswalization echnigues in the spcial sciences
generally and sociolegy in particular | Pauwels 20000, More recendy, McFar-
lamd, Lewis and Goldberg (2016) made a similar point. On the same topic but
twenty years earlier, Cheng and Simon (1995) noied that in leading social
science joumals, dats analysis involving algoritms and foromilae as a princi-
peal means of making a point is wp tothres time s maore commen than viswal data
presenttion. Anccedet] observation of cument literature doos ot sugeest a
change in this proportien Indeed, rocently scholars such as Healy and Mogsdy
(2014 106 herve poinded oo that “viswalisation mosthy remains an aftertwoughit
in spciolegy.” These authors are wmclear about why this domain-specific
neglect has arisen in te twenty-first century, After all, it was te social
sciences that, several docades earlier, revealed the potential of viswal display
tochniques, Spocifically, Anscombse (1973) dramatically showed that two data
sots with near identical statistical progse rties—notably their bivanate regression
lines—can manifes as starkly difforent when presenied on aset of scatterplots
{the scatiemplots in fact are more revealing), Moreover, authors such as Jack-
s {19000 wheo, in eocamni ning wober- turmowt boha vior as a function of income
inaquality, exposed the walloping influence of puther data points in small data
sats, Such revelation would ot have boon possible withowt resont to we of
graphical displays more spocifically, without making a contrast betweon
vismlly based and formulaic technigues, More recently, Chatterjoe and Firat
{XEIT) reached a similar conc lusion

Thiz article briefly canvasses the histry of the technigues used for the
graphical expostion of rescarch findings and examines their thooretical amd
methodological limitations, Based principally on an analysis of these defi-
ciencies and inspired by what Edward Tufte (1983, 1990, 1997, 2007)
describad as the most compelling visual image conveying data that has ever
been produced, it proposes a new general approach, called cliwsrerad
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{eonography, By way of summary, this technigque revives and improves the
tradition of graphic illsration. It heralds a retum 0 a largely forgotten
mpvement that flowrished a contury ago, the aim of which was to increase
data accessibility throwgh picture-based displays. These early efforts fiscused
moatly on presenting quantitative resuls and typically entailed representing
numerically encoded findings in & raw or summative fom { Onweeghuzie
and Dhickinson 2008,

It is noieworthy that the approach presented in the present article is
sufficiently versatile to showease results derived using gualitative methodol-
ogics, Indoed, for practitioners and in particular consumers of meseanch,
graphical tochnigues help make findings casior o understand and foster
hetter engapement with data, be it quantitative or qualitative, For escarchers,
such newly minted techniques, especially the one presenied in this article,
offer increased transparency of resulis and te ability to include rather than
eliminate unusua] cases from analyzis, For reasons that will be made eoplicit,
clustered iconography is largely blind to gualitative versus quantitative dif-
ferences but instead embraces what Goering and Streiner (2003 described as
“rocondcilable difforences™ betwoen each kind of approsach, The technigue to
be defended albo builds on Pauwels's (2000:545) “Integrated Framework™
(presented in Socilogpioal Marthods & Resaprch) nsofar as it at least partly
“connects and transcends™ the srengths of the visual display modes and
toc hnigues currently available,

This article argwes that clustered iconography is well suited i tee impera-
tives of modern research in general and o those of seciclogical reseanch in
particular, Thiz & the case bocause, in overcoming some of the limits of
traditional graphical approaches, the technigue offers an alternative to com-
plex data ransformation. While the me thod makes no claim to replace either
curnent text-heavy methodologies for presenting qualitative data or naember,
table and charnt-based methods of depicting quantitative findings, it provides
mpre summative power than the former, as well as greaier transparency amd
ability to handle outlicrs than te latber. These advantages build on 2ome
recognized bonefits of visual display technigues, In this vein, as Langley
{1999) argued, picure-based data presentation stinulates the enieraining
of hypotheses by readors,

A Short History of Methods for Displaying
Research Findings

The development of visual display tochnigues prodates writien languages,
nat to mention modearn statistics, One kas just i consider, for example,
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prehistorical evidence showing that earfy hunters used notches or oter
marks & keep track of their kill rates (Cartmill 200%). However, the objective
of this section is not to offer a comprehensive chronolegical survey of gra-
phical representation methods. More modestly, the inention i to highlight
salient aspect of immediake antecedents to the proposed techmigee.

Az a process-related point, for exposition pumposes a historical perspective
of graphical methods is chosen to showcase precursor techniques for two
reasens, First, such an approach organically reveals how methods emerged
mosthy i response i circumscribed practical problems. Indeed, wsing chon-
ology a5 opposed i, =3y, 3 cross-sectional conceptual Exonemy (2 & done
in Pauwels 2000) to describe techniques starkly reveals that although each
approach was inended o address a need, each also embodied something of a
trade-off. Specifically, te resolution of one problem was associated with the
beginning of another. The second reason a historical approach is used o
present graphical technigues concems fhe fact that much cary innovation
in visual displays comes from sociologist and was a response to seciolegical
conient matter. Indeed, early sociology joumnal articles are often replete with
bar charts (Hart 1896), line graphs (Mamro 1899), parametric density plots
and dot plots with standard errors (Chapin 1924), scatterplots (Sletto 1939)
and social network diagrams (Lundberg and Steele 1938). However, despite
such an suspicious initial contribution to the development of visual tech-
nigques, somewhere along the way, academic sociologists have mostly ceased
to b inmpvative in this area. More precisely, in key respects, they have lost
ground, simultaneously becoming vanilla in their tastes and wnambitiows
with their sehitions, A case for the proposed technique emerges from such
neglect and & inspired by the aristry embodied in an image created during
the nincteenth century, As such, the method at the heart of this article
addresses long-identified inadequacies, largely breaks free from the trade-
off paradigm and reinvigorates e discipline of sociology as having some-
thing important & say ahout data presentation.

By way of preamble, of the four techniques surveyed (graphs, visual
languages, concept mapping and clesterad representations such s Chernoff =
faces]), the technigue to which clusiered iconography leans onto the greaiest
degree, Chemoff's faces, is also that which has almost compleiely fallen into
disuse,

Graphs

In 1637, French philosopher and mathematician Fené Descartes was the fist
to link Euclidean goometry with algebra through two- and three-dimensional
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Figure |. A graph, showing exponts and imports from England to Morth Amenc
(Playfir | 784).

{mow called Cartesian) co-ordinates along x, v and £ axes, Inothe carly nine-
toenth contury, as satistics as a methed of sysematic commmumication of
research findings developed, te need also to create ways for visually pre-
senting data and patterns in data emerged. A seminal figure pushing this
latter agenda was Scottish engineer William Playfair. For the first time, in
1786, Playfair produced techniques for showing how parts relate to wholes
(Beninger and Robyn 1978, Spence 2005). Somewhat inspired by the prob-
lems oocasioned by small data sets and missing data, he relied on Cartesian
opordinates to develop sirategies uch a5 the line graph (soe Figure 1), the bar
chart, the pie chart and the circle graph (Beninger and Robyn 1978, Spence
2005). Flayfair's depiction of Scottish imports and exponts to and from 17
countries in 1781 has been landed as the firg “pure™ selution to the problen
of discreet quantitative comparizon (Tufie 2007). Previeusly, data had typi-
cally only been located spatially (ie., uwing coordinats or with ahles) or
through creating time lines, a technique developed two decades eardier by
Joseph Priestly as a means of comparing life spans.

Playfair's efforts found multiple applications. For example, they were not
lost on Florence Mightingale who, worling as a nurse during the Crinnean
War, reformed nine teenth -century public healt administration and argushly
inventing the discipline when she transformed wnwicldy numbers-based
tables indy graphical formas to convey key points to the British govemment
(Cohen 1984), During this pericd and later during when she became inter-
ested in developing a solution to India's sanitation problem, Nightingale
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hybridized certain of Flayfair's descriptions to develop the “polar area dis-
gram™ (sometimes known as the Nightingale-Rose Diagram), These images
resemble a circular histogram and wene originally wsed i illustrate seasomna)
sounces of hospital pationt mortality, Inotheir review of poe-twenti eth-c eavtury
data dizplay techniques, Miles and Huberman {1984 identify other methods
indehted to Digscartes and Playfair. These include context charts (chants that
show variahles that are asswmned to ineract), growth gradients (zimilar to line
graphs], portfolio matrices, scattenplots and stte-flow chars (focusing on
salient events during & given time period). Similar, possibly less connpre hen-
sive, reviews of graphical iechnigues in the tradition of Descartes and Play-
fair have been done mocenty (e.g., Inselberg 20090, Such approaches an
known to today"s rescarchers; indoed, they am incorporated as standand
output options of common sttistical sofitware, such as clowd functions in
R and S48 Depictions cnested using these computer-based methads resemible
scatterplots but present & three-dimensional display that, in some cases, ane
ratatable.

Visual Languages

Mightingale was not the only person to wse problems oocasionoed by war as an
impetus to develop better data-communication technigues. Indeed,
twentieth-century military conflicts nspired other theorists, For example,
the first World Esperanin Congress teok place in 1905 to promote a wniversal
language to foster world peace and intemational wnderstanding. In some
respects, this initatve had objectives similar to those pursued by Playtair,
theat is, “to allow for the transfer of knowledge and insight botwoen aneas
even if imperfoctly™ ( Rzhetsky and Evans 200 1:3). The same period saw the
development of purely visual intemational systems of communication, This
effort culminated in Australian theorist E. K. Bliss's (1%635)
“Semantography,™ a language of over 10, symbols. Mid-twentieth-
contury universal lngwsses had dwir own dictionaries, grammear (Baonsiope
1965) and linguiss (e.g., Bertin 1983). However, the system movement, a5 it
bocame known, only ok oot in the field of tansportation where today,
regardiess of cultural context or geographical location, intermatiomlly oon-
sizient symbols enable motorists o ¢omprehe nd rapidly basic driving advios
and regulations,

The most influential of the twentieth-century efforts to systematize viswal
ropresentation of data is the Wiener Methods der Bildsieristik {Vienns
Method of Fictorial Statistics), the brainchild of Oto Neurath of the Mew
College of Commerce, Wienns and founder-director of the city's Musewm of
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Society and Econonmy, Meurath was an influential member of the Yienna
Circle, a group of philesophers of science and philosophically literate scien-
tists active from 1924 to 1936, Afler World War 1, these thinkers sowght to
help poople consider rationally social and oconomic problems and spot nea-
soning amos in ideological fanaticism They are mostly remembered for
developing a philosophical movement known as logical positivism, which
imtheir view was an improvement on Awguste Comie”s “classic™ positivism,
From Comte, they remined a belief in verifiable (empirical) facts, the affir-
mation of the fact-value distinction, the conviction that all sciences must
follow a unique method and 2 general confidence in the ahility of science to
guide social progress (Joullié and Spillane 2005:121-124; Kolakowski
19 169206,

The Vienna Method of Pictorial Statistics was faithful to the Vienna
Circle"s agenda, It sucopaded in its central pumsose to make scientific statis-
tics (as opposed o data) accessible to lay audences. At its hoart was Inter-
national Sysiem of TY pegraphic Ficwre Education (ISOTYFE). ISOTY FE
involed a set of hundreds of sandardized piciorial symbols (such as those
appearing on todlet doors or street signs) to represent soc il and technical data
with guidelines on how to combine them wsing serial repetition, These sym-
baols, mostly designed in 1936 by Rudolf Modley, Mewrath's assistant, were
abstracted but nonetheless natural or quasi-nateral {Bresnahan 201 1:9; Mod-
ley 1938). Matural signs, often refared to as “icons” embody an infuitive
(“matural™) relation toa signified entity (Mth 2001, For example, mon-text-
based mad sgns are tfypically natural symbols, whereas abstracted signs,
such as national flags, are pure symbols that exent their communicative
power by agreement

Meurath's view was that symbsols, either natural or shstracted, have to be
sl f-evident in their meaning. His objective was “a sysiem of optical ropre-
sentation [ ... ] that would be universal, immediate and memorable [ensur-
ing] that even passers-by [...] acquaint themselves with the latest
sociological and economical facts at a glance™ (Neurath, quoted in Cant-
wright ot al. 1996:65; soe also Meurath 20010, 1936:32-33). Improving gra-
phical effectiveness was only pant of the point, however, Neourath was an
carly exponent of the view that quantity, or scale, should be represented by
symbol frequency: for example, a collection of cight “man™ icons repre-
sented 8 or 80 or 800 poople, while four represents half that number (see
Figure ). In Meurath's view, adjustable-sizod picipgrams are ambigwous,
When looking at them it is unclear, for example, whether the height or the
area of the icon portrays differences in the scale of the represented entity or in
it mumbser,
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Figure 2. Intematioral System of TY pographic Ricture Education chart from
Neurath’s (1939) Modern Man in the Making.

Aside from using frequency rather than scale to represent relative magni-
tude, ISOTYPE adopted other conventions. For example, displays had to
read like a book, from top keft to bottom right (Uebel 1991227). When
representing geosocial distributions, icons had © be arranged in ways that
suggest, or be compatible with, a map (Neurath 2010:81-82). Neuwrath also
insisted that complex facts be transformed into pictures that told a ‘story” ina
holistic and intuitive manner. However, somewhat like storytelling in the
literature-based sense of the term, he argued that where diagrams are
deployed, they should disclose only one overarching narrative or theme. The
influence of logical positiviam’s taken-for-granted existence of observable,
verifiable facts and of its Viennese advocates’ overall desire to improve
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society through the objectification of social and economic problems is man-
ifisst in ISOTYPE" s conventions,

One of Meurath's legacies has been increasingly sophisticated graphics
(Holmes 1984, 1993), Suprisingly, however, his influence on the scientific
and nonscientific presentation of dat and statistics has remained largely
unrecognized. This is presumsbly because most of his work on the Vienna
Method of Pictorial Sttistics remaimed uniranslated into English, even if
oeocasional commentary shout the technigue has appeared in scholary liter-
ature (Kinross 1981 Meuwrath and Kineoss 20007, The recent transtation of
Meurath's {2010) “vizual autobiography™ assists o remedy this neglect (Cat
amd Tuboly 2019).

Concept Mapping

Concept mapping a2 a formal echnique of representation was developed at
Cornell University by a team headed by physical scientist Joseph MNovak
(190 and paycholegis William Trochim | 1989, Movak and Trochim's
guiding principle was that pictures or maps should be used to represent
relationships between ideas. Initially meant to help capture the evolving
science-related knowlodge of joumeyman students, concept mapping has
spread into fields as dizparate as social peychology (Lord et al. 1994), envi-
ronmental science (Bamey, Mintzes and Yen 2005), business maana gement
(2.2., Kolb and Shepherd 1997) and sociology (Trepagnier D000,

Concept mapping has its theoretical origing in constructivism (Mowvak
2MrY). As opposed to positivist epizemolegy, constructivist episemology
hplds that (scientific) knowledoe is socially construcied, that is, emerges
from a bedy of conventions, rules, paradigms and values themselves
cmbedded in (and contingent on) social and historical contexts, In the con-
structivig view, meaning & self-reforent bocause it is recursively creatod by
individuale drawing on their experience (Novak 2009 In this sense, concept
mapping has a “family resemblance™ (to resse Bosch and Mervis's [1973]
expression;, see alse Medin, Wattenmaker and Hampson [1987) with *“visual
thinking," the methodology pioneered by Stanford [niversity's Robert
McKim {1972, 19800, According to McKim, visual thinking & effective a
a reflective problem-sol ving tool rater tan a pure representation techmnigue.

Concept mapping offers a semistructured viswal representation of find-
ings, albeit one less constrained than the traditional graph or whle. A defining
difference between e graph and the concept map is that, rather than mernely
representing abstracted findings delimited by two-dimensions, concept maps
are not primarily meant to be as reflective of nature a2 graphs. Rather, they

130



12 Sockobpical Methods & Reseanch XXX}

offer the flexibility to depict, or speculate about, dissimilar kinds of variahle
aspociations (e.g., causation, comelation, mediated relationships; Kinchin,
Hay and Adams 20 Movak 2009, In preparing concopt maps, ideas have
oy bt e rated smd the e lationships between them articulated, 3 process that
has been compared to the conceptual stage of structeral equation modeling
{ Trochim 1989:1].

Concept maps invariably go beyond being merely representative of a data
sat in either complete (such as columns of numbers) or summanzed form {zuch
as means or standsnd deviations; Movale 20000, Hence, unlike ISOTYPE pre-
sentations, they are not purely and only ways of displaying research findings,
Rather, concept mapping is a resgarch echnigue as much as, if not more than,
it is an approach to display, Indoed, Davies (200 1) concheded that they are a
means of crystallizing or representing idess as opposed 0 merely presenting
dats to make point (Finchin, Mallits and Reiska 20019),

Insofar as prosducing concept maps is concemed, in the early stages of
analysis (prior to the we of softwane), the process often leverages srowp
creativity and lay or expert interpretation. However, studies have questioned
whether comncapt maps can be intuitively intempreted by anpone other than
those invelved in their creation (Brumby 1983, Kolb and Shepherd 1997,
Turng, Atman and Adsms 2. Thoorists such as Trochim (1989) have
taken wp this point when arguing that, if concopt mapping wene a credible
scientific procedurne {2 opposed o 4 proces designed to eoplone and nepre-
sent kpwledge], it would have ndtisted theomretical advances. However, such
an imovation has yet to materialize, Moreowver, at least insofar a5 a srictly
positivist understanding of the scientific metwd is concemed {Le., observa-
tipns, hypotheses, predictions, experiments, verifications, etc)), the free-
wheoeling process of creating maps cannot be easily recomciled with the
prescriptive and iterative sequence that is integral to the hypothetico-
deductive approach (Kalleberg 2016). Consequently, once again at least from
anamoexly positivist perspective, concept mapping is endemically at risk of
it embsedying charmcteristics that are often assoeciated with te “doing of
science™ such as being replicable, venifiable (or at least falsifiable), based
solely on amassed empinical (sense-based) data and subjoct to peer review .

In spite of its shomtcomings, conoept mapping has ey advantages For
example, it has potential to attemeate the problem of “meandering” from
observation to inference (Kinchin, Méllis and Reiska 2019, Novak 2009,
This is 50 bocause as noted, at least in group contexts, the: echnique draws o
the inherent stistical stability of multple perspoctives emerging from the
same set of under ying data, Tn this latber sense, it is more easily classfied as
an instantiation of science and scientific protocels in that it & reconcilable
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Figure 3. An sample of Chemoffs dustered icons (foes)

with the Ansteielian classical model that embraces elementary forms of
reasoning a5 well a8 compound forms (such as reasoning by analogy, the
elements of which have parallels to concapt mapping).

Oustered Representations

Clustering of data indy more or less similar visual objects is typically used in
data mining scenarios nvoelving management and work-relaied phenomens
(Barkhin 2006). The technigue has boen deployed most notably by Chernoff
(1973} and more recendy Die Seete (1986), who each used a rich preexisting
schemata | the human face ) to showease variables. For example, it is possible
to package staie crime rates in & single human face depiction, with the overall
height representing murnder rate and the widih of the oyes mepresnting the
relative rate of agoravated sseault (see Figure 3), The Socte {19806:549) armwes
that faces offer viewers a package where “ phenomena that would be noticed
less essily when the data were prosentod in tabulsr form [and] serve as
mnemanic deviee [as well as] a straighiforward means for communicating
results o others™ The technigue sssumes that parslle] delivery of data in an
casy-to-comprehend format facilitates wsers emembering a st of resulis, Tt
also secks i empower viewers to conduct their own informal and sponds-
nops calculations,

Chemoff never claimed to break new ground in development of clsterad
representation echnigques Rather, mone modestly, be sscortod that “insesd
of using machines to discriminate between human faces by moduc ing them to
numbers, [T] discriminate betwoen numbers by using the machine to do the
brute labor of drawing faces and leave [ ... ] the inkelligence to humans, wheo
are [...] more flexible and clever” (ChemofT 1973: 18-19). In modem par-
lance, Chemoff wanted the viewer to engage in sense-making {Langley
1900 Raciborski 2009, Such reader involvement in dats- processing exiss
alsy with descriptive matrices, Indoed, swch matrices dsplay row dats thet
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“Iepth force and suppornt analysis™ where “lecal contexts are seen holistically,
et loest imy dispersed narrative”™ (Miles and Huberman 198426,

Rescarch addressing the efficacy of Chemadt s faces has mostly failed to
confirm his hypotheses concoming intwitive and spontaneous sl tameons
viewsr intemprotive inegration of multiple data ses and infuitive viewer
interrpgation of data (Raciborski 2009, Rather, there is evidence that
humans are less adapted i appreciating the multiple vanables contained in
a face than Chernofl hoped would be the case, For example, Mormis, Ebert
amnd B heingans (200) have shown that features of Chernad & faces were mot
- attentive™: that is, they did not lend themselves to the sepposed rapid
delivery of multiple varables offeed by data packaged in suwch an image.
Motwithstanding swch findings, derivatives of the Chemoff echmigue which
depart from the face idea and rely on gtars, circles, stick features, or glyphs
are more easily and obvipusy decipherable (Wand, Paterson and Sifonis
2004, When they are sucoessful, these approaches have in common an
infuifive relationship between characienstics of underlying variables and the
ropresentod image. Hence, Chemaffs faces echnigues ane likely i be useful
in & restricted range of contex®, spocifically those which present dats from a
chster of variables assecisted with human physiognoemy.

Limitations of Visual Display Techniques

Multivariate visual displays are widely regarded as being in their relative
infancy (Hurley 2004:; MacKay and Villameal 1987). Assuch, they ame often
relegaied to being an wneophisticated illustrative cousin to “real™ analysis
{ Tufte 1907, 2007, Viswal displays are however, even at this stape, sophis-
ticaied enough for theme o be a2 measure of consensus concerning how they
shaould be deployed optimally. On this matter, Edward Tufte, the modern
father of visual displays and suthor of The Fisual Display of Cuendtarive
Informadon (1983, 1990, 1907, 2040, captured the middle ground. In
Tufie"s (1983:51) words:

iraphical excellence 15 a matter of suhsance, of statishos and of design. It
conssk of complex idea commumicated with chimty, precigon and effi-
ciency. It 15 that which gives (o the viewer the gresied mumber aof adeas in
the shontesit time with the least ink in the shorest space [ ... ). It is nearly
always multvanaie | . .. | And graphical e xoellence requires telling the truth
ahout the daia
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Laterin the zame seminal work, Tufie lamentad the deficiencies of visual
display tochnigues Indeod, he gave a summary of their generic limitations,
a3 indubitable as his subsequent critigues (e.g., 1900, 1907 and 200T) and a8
melevant in 2019 as it was in 1983, Tufte (1983:177) & worth guoting once
ACAIN

They {maphcal displays) can be desorbed and admired but there are no
compoediml principles on how 0 oreate that one wonderful graphic in a
milhzn. [The] bes one can do for meore routne workday designs 15 sugrpe=t
somme guklelines such 2% have a properly chosen format and desgn; use wands
mumber and drawmgs together; disply an accemible complexity of detadl and
anvoyid comdend-free decoration and chami-junk.

In thiz section, three of the more ohstinate shorcomings of graphical
digplay techniguwes are ecamined: the limitod-number-of-vanables problom,
the mavtwre- of-the -relationship problem and the problem of representing the
significance of a relationship or effoct size.

The Limited Mumber of Variobles Problem

With thee exoeption of concopt maps and charts that illustrate interac tions | for
ingance moderating or mediating effects) but which do wot present data,
vimea] devices have typically strogolod to poesent nelationships be tw oo n more
than two varables, Although it & possible to find examples of graphic
tochnigques which wiestle with theee fowr or even five variables, inswch cases,
the displays are often not easily decipherable. A case in point is the
Canesian-based douhle-Y, ¥ graph. This sratery depicts three vanables, two
of which are mwinely established as indopendent and one 35 dependonit.
Owing o their enhanced complexity when compared with te 3=F plane,
such graphics are typically difficult to read, can be wsod to mislead, or are
ambiguows (Wainer 2000, Wheelan 2013).

Like Canesian displays, ISOTYPE presentations are mostly unable to
daopict multiple varables or, more echnically, lose their poiEncy in expo-
nential propoertion to te number of dimensions added (Lupion 1986). This
limitation is prosent in Figure 2, which graphically configures four variables
(1) year of peoduction, (2) pounds of peoduction (measwed in batches of
S0 million), (3) number of homebased weavers (with each black man nep-
resenting 10,00 and {4) number of faciory-based weavers (with each gray
maan representing 10N, The image is mederately sucoessful in conveying
iEs message because the last two variables are dosely related concepiually.
Hence, it s possible to appreciate readily the two main points the author is
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making. First, there is a phasing out of home-hasod weaving throughout the
nincteenth century. Second, there is an uptick in weaving output over the
same time frame, However, consider the hypothetical case where home-
based prodwction was not ieplaced by faciory workers but by machines, Such
& state would necessitate that the gray men be exchanged with images of
{say) stylized steam engines There would still be four variables being pre-
sentod in the image, but there would also be mome concepreal distance
betwoen the last two and it would be slightly more difficolt i “se™ ik key
points. A further degradation in inteligibility would enaee if a fifth variable
was added. Consider, for example, the case where each “year-row-set™ was
nivt associatod only with measunes of owiput and “weaver lecation™ variables
but alzo stylized images of hamburgers, cach of which was intendad
portray total caloric intake for the weaving workforce for the years in ques-
tigm. If this wene to be done, it would tale s reader longer to appreciate each
of the diagram's cendral messages, This kind of thowght ¢ xperiment unearths
& trade-off te more points made, the grester processing time and mespurces
required. In practice, processing becomes near impossible beyond a limited
numbser of variables, s generic prooccupation of information processing the-
orists (Siew, MeCanmey and Vitewitch 2019).

Related to the problem of limitations in variable numbser is & simnilar
challenge, wellembodied in literature {2.g., Whoelan 2013) conceming value
labse ]z, Thee case of one moming] variable, the most basic descriptive soenarnio,
illustrates this dilemma Suppoese a esearcher wanted to illustra®e using a
graphic device the relative frequencies of different kinds of fruit that are
grown commercially i the State of Florida, A pie chart does this job farly
well, however, according to some (o.g., Wainer 2000, a histogram would
suit the purpose even better. The task is manageable if there are five, six, or
seven fruit in the universe (Florida) of items i be represenied, Atfsome point,
however, the numbser of varable valee labels in a set imposes a burdensome
strain on the graphical technique. This difficulty does not necessanly affect
the spatial capacity of the approach i handle the case load but doss diminish
the echnique’s utility, Put more simply, visual display devices are often
perfectly capable of accommodating a larpe number of value labels; how-
ewvier, boyond a cortain limit, they coase to do teirreal job, which isto makea
point ahbout what neads attendion,

Insofar as concopt maps are concernod, a5 notod, it is debatable whether
such technigues really count s examples of approaches to data digplay.
Regandless, a5 is evident in Figure 3, although concept maps ane effective
at handling several variables from an end-user perspective, they remain
liable to being ambiguous.
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The Nature of the Relationship Problem

With the exception of concept maps, visual techniques do not easily repre-
sent the nature of a relatonship between te varishles tey depict. Indoed,
they do mot necessanly even have face validity inthe sense that tey do mot
intwitively show how focal varisbles are connoctod. This shomcoming is
usually overcome using convention, For example, when doing research in
the soecial sciences, analysts will normally have a hypothesis about caese and
effect {Dumez 2013) and design a study (for instance a field or nabural
cxpseriment]) to st their suspicion about the natwral order, Tn presenting their
data pictorially, tey often uwse a graph i plot the cause (indeopendent vari-
ahle) on the r-axis and the effect (dependent variable) on the p-axis, The
American Peycholegical Asspciation’s | 1994:56) guidelines ane prescriptive
on this point: “Use the X-axis to plot value labels for the inde pendent vari-
able, Use the F-axis to plot value labels for the dependent variable. Place
headings on each axis accordinghy,™ This counsel, offeed without rationale,
iz & thinly veiled admision that there is nothing inherent in Cartesian tech-
niques requiring, for reasons of legic, that axes be used in the way that has
hsoc e drthesdbone,

Although to a lesser extent than Cartesian techniques, ISOTYPE displays
mely on convention to imply causation or, at least, sugoest a temporal or
spatial ordering of events, Figure 2 indicates how such convention typically
operates, In relation to this graphic, one may ask: is the year “capsally prioe™
to putput levels or weaving locations? The figure implies that it iz I the
graphic had put output where each year s depicted and a horizontal bar
representing reference year where output dats are cuwrently presented, it
would have conveyed a different (and somewhat bizarre) message * The
change would come about bocause convention prescribes that, ina simuation
where there is one putative causal variable and several putative effocts varni-
ahles, the causal element be separated from its effocts,

Concopt maps are adapted to showing relationships betweon variables as
peroeived by the researcher and to stimulating the viewer in imagining new
el tiomeships | Davies 2001 1; Movak 20090, Tn this sense, they ane unlike most
oither wisual display methods and perhaps do not really count a5 ecamples of
data presentation technigques {or, as discussed, an instantiation of science and
scientific protocols when seon from a namow pospective). Furthermaore, lilke
thee istheer approa chees considened and ow ing largely to the number of variables
dilemma, concept maps sometimes become overwhelming visually which
limits their third-party/end-user consumption (Davies 20017,
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The Significance of the Relationship/Size of Effect Problem

Wisual display technigues are poordy adapted to demonsirating statistical
significance. It is of course possible to augment elements of an image to
show statistical significance. Indeed, this is rootinely domne throwgh wsing, for
cxample, agterisks besides bars (walee labels often depicting freguencics) on
Cariesian-based portrayals { Wamer 2000; Whozlan 2013). Such augments-
tipns rest (and muwst rest) on independent statistical analysis, the output of
which iz teen combined with the graphical device. In this sense, the visual
presentation is not a substituie for statistical manipulation but rather supple-
mental in nature, wsed to make & point, Besides, although this possibiity is
rarely embraced, visual displays such as Chemaffs faces amays provide
opportunity & show an effect zize but are peordy adapted for demonstrating
statistical significance. However, thoe ame eacoptions. For cxample, using
spocified conventions—perhaps a cmss-oyed effect and 0 on—a difference
that iz statistically significant but of negligible magnitude can e made
apparent in such displays,

Clustered lconography

According to Tufte (1983, 1900, 1997, 2007), the most compelling viswal
display ever produced was a representation of Mapoleon's march on and
retreat from Moscow, endered in 1869 by Charles Joseph Minard {nepro-
duced in Figure 4). This depiction reconciles six variables: amy size, army
loscation on two-dimensions, trajoctory of amy movement and daily tem-
porature during the retreat The image is read and absorbod effortlessly.
Perhaps thizs & mosily =0 because there is something of de guintessential
picture about Minard's rendlering. As such, it (at least partially) concretizes
the abstract wnder the influence of privately understood, but nonstheless
genenc, prnciples, For present purposes, the image appears to resolve
unselfeonsciously te aforementioned three problems of graphical display
while handling dimensions that are neither intitively sssociated or within
the average viewer's realm of daily experience.

In hiz own ways, Minand was an artist, Unfortunately, he left no instroc-
tigas comcerning how to produce similar graphics for other phonomens. Asa
rosult, the viewer i left both in awe and frostrated at not being able to bomow
the patent, The beguiling questions ane, how did Minard decide what varni-
ables are consequential? Did he have apaor principles for juxtaposing
these? I a0, what were teey? How did they beoome the principles? (ie.,
what meta principles were in play?). Although answers are elusive, it is
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npneconiroversial to conclude that the work iself & a very different kind of
rendering to that which typically gets used by conemporary sociokgists to
ropresent multivariate results Indeod, Twfbe (1983, 1900, 1997, 2007, in
marveling at Minard® s handiwork, bemoaned such a paucity of adventurism,
metime theat the musdem spcial scientist ranely gets beyond scatbenplots or bar
plots, often prodwcing an image that takes 100 long i process while deliver-
ing underwhelming substance,

The approach to be presented in the cument article for displaying wisua)
knovwledge—clustered iconegraphy—is inspired by a hand and detailod look
atMinard's image. As such it represents an attempt to pin-down those ¢ usive
principles that guided Minard"s design, From a more technical perspective,
the proposed approach offors a partial remedy to several of the probloms
aseociated with established techniques, summarized earlier as boiling down
tos thee generic problems. In making progress with each of these, the new
methad also breaks froe from the aforementioned trade-of T dilemma that was
described in the historical survey of graphical technigues (ie., that removal
of onz problem is associated with emergence of another). Indeed, clustersd
ioonegraphy incorporates the notion that viswal data display act as a trigoer
for ideas and facilitate an understanding of relationships between variables Tt
abo conveys te (gatistical) significance of tose elationships, Mome spe-
cifically, te new approach addresses 3 key wealmess of Chemoff's con-
strwct, his overdy optimistic assumption that hemans undertake “natural™
analysis of dats when it s encoded in a face (Raciborsa 206070, With respoct
tor this hypotesis, Chemoff failed to embrace a key edict of the Vienna
methad: Crraphical depictions must hawve an intwitive relationship with wheat
they ropresent if they ane i be effective. This principle is at the heart of
clusterad icomeraphy.

In addition i draw ing on aspoects of Chornoff s approach and conventions
borrowad from the V¥ ienma Method, clestered iconography relics on orthaosdosx
Cariesian goometry and matematical principles. What emerges 5 a data
presentation technigue deploying four key doctrines, three of which derive
from its prodocessors in the field of visual statistics, Tt i to these doctrines
theat the discussion now tums,

Natural Signs

Unlike traditional concept mapping and espocially Charnodl s faces, clus-
tered iconegraphy makes wse of ‘natural sons” wherever possible. Thet is,
clstensd iconpgraphy relics on visusl represenations when these ane inwi-
tively asspcisted with the represented ¢onstract. This feature is indebted to
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the ISOTYPE lexicon of symbols that were established to enable rapid
uptake of a key message, An emphasis on the ropresentative value of an
image puts clusiered iconegraphy somewhat close i the Vienna Method and
a8 such a solwtion toone of the key problems of the ChermafT concoptualizs-
tion, However, unlike ISOTYPE, clustered iconography does mot demamnd
thet the symbol and the symbolized be associaied in 2 manmer that & imme-
diately sppanent. Rather, the clustened iconeeraphic desioner should balamnee
symibol fidelity with pragmatism in achieving inielligible clusters.

Oustering

To facilitate groupng, clustered iconegraphy does not adhere strictly to Twe
ionnic representation. More particulady, the new approsch violates the firs
rule of ISOTYPE, which states that variation in scale (e.g., frequency or size)
should ke represented by repeated pictograms rather than proportionally
larger or small images. As mentioned, Mewrath considered use of scale to
represent quantittive differences as poientially creating ambiguity bocause
it leaves readers unsue whether i chose icon height or surface area as an
inedicator of relative magnitwde, A b ndoning this principle, owever franght
or valid, creates a key difference between clustered iconography and its
predecessor techniques. Specifically, it permits the new approach i depict
multiple variables, Chstered iconegraphy aims to display ot one or two (a5
imthe case of ISOTYPE and concept mapping, if to a lesser extent) or three
(Cariesian geometry) but multiple varables inoa single combined pictogram.
Tt alzo allows for the illustration of several relationships at once, althowgh ina
less direct manner tan, say, Cantesian gopmatry,

A central principle of TSOTYTPE displays was the presentation of a single
theme, even though many of Meurath's diagrams inhered more than one
variahle, In & clustered iconography display, each chstered icon represents
one data souree, whether a single identifiable growp such a3 an organization
of family, or an individual (see, eg, Figure 5). In adding vanablks to a
clusterad icon, the desioner balances the risk of exacerbating viewer confi-
sion with that of foregoing one of the key advantages of clustered iconogra-
phy, empowering at the same time the reader to take an active mle in data
i et ation in & manner not dissimilar to that of concept maps, However, in
addition i its ahility to handle wariable case load, clstered iconography
disengages from the constructivist philosophy of concept mapping which
Ses maps o pictures to enable a rescarcher to speculate about reality {Movak
200, Rather, the new method allows grester and more disciplined
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Figure 5. Familly units presented ina dustered iconography format, with each cirdle
“containing” a chuster of varables (Muurink and Isam 2010)

engagement with raw data. Unlike concept mapping, it establishes the audi-
ence, as opposed © the creators, as the central interpretive actor.

When handling data obtained using ratio-measure scales (i.e., those witha
zero-point), current standards oblige social science researchers to reveal ata
minimum, descriptive sample statistics (e.g., American Psychological Asso-
ciation 1994). Clustered iconography is compatible with such disclosure but
places emphasis on the display of vanables grouped on a case-by-case basis.
For example, a corporation, a number of employees or a management struc-
ture appears as a single, compact semiotic cluster.

Figure 5 presents a clustered iconographic format to represent 60 urban
(Dhaka) and rural (Barguna) Bangladeshi families (Muurlink and Islam
2010). In this graphic, several houschold characteristics are summarized in
a single iconic cluster: (1) house size (represented by the size of the enclosing
circle), (2) family income (represented by the thickness of the circle circum-
ference), (3) child numbers (represented by the number of human icons
within the circle), (4) child physical and mental health and (5) matemal life
satisfaction. The study explores the consequences of displacement of
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Ranked managerial stress

)
@ ® & ©®

Ranked farmality

Figure 6. A dustered iconographic chart representing the relationship between
mamgerid stress and policy adherence in a group of five companies on two axes The
icons smultaneously epress the size of company {refiected by the sze of cirdes) and
core mamgement team fthe thickness of the “de™ around which the companies
pivot), profitability (the thickness of the crounference) and growth (the size of the
spurs, Muurdink et al 2012).

populations from coastal regions such as Barguna to the dums of Dhaka.
Using the figure's simultancous presentation of massed data images rather
than summary statistics, the viewer is encouraged to conduct proto-statistical
procedures. The key points are relatively easy to appreciate: Dhaka house-
holds are smaller, richer and have more satisfied matriarchs than Barguna
houscholds.

Spatial Distribution of Icons

Clustered iconography reintroduces axes of the Cartesian graph or other
forms of spatial distribution of clusters. By restoring a plain-based coordinate
sysem to visual statistical representations (as in Figure 6), two concepts out
of three or more are foregrounded in a familiar two-dimensional depiction.
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Thiz advantage is achieved bocawse a Canesian grid enables clusiered icons
to e positioned along two dimensions, with distances representod propsor-
tipnally (this Caresian display is optional and contingent on sctual data;
other systems of spatial distribution of clusterod icons are possible). Such
familiar geographical ‘maps” are infuitive and lend themse boes naturally to
resgarch amploying global positioning system or gosgraphic information
system technology, Presenting clustered icons on maps allows the telling
of rescarch sories inoa way that using statistics derived from the gencral
linzsar masde] canmdt achieve. It aleo allows for the simultane ous showcasing
of vanables from dissmilar scales of measure inclhding nominal, ondinal,
interval and ratie, In this latter respoct, it is sufficiently versatile to hamdle
multimethod derived mesulis and thus respond senatively to Goerng and
Streiner’s {201 3) aforementioned qualitative/'quantitative “reconcilable
differences™ dilemma,

Ranking

While eliminating the rule of proportionality in presenting [S0OTYPE sym-
bols, clustered iconegraply, notwithstanding its versatility, is better adapted
for categorical, ranked, or ordinal reltionships than it is for interval or ratio
relationships.? By combining ranked and categorical variables, the new
mzthaed preserves the reflective nature of concept mapping. However, it alsp
allows intemrater agreement to CONVer ge, even in gualitative reseanch. Fedue-
ing ambiguity in this way forms part of a strategy described by Guibman
(1944) a5 the “quantification™ of qualitative data (see also Van de Ven and
Foole 1900). Using ranking to structure data does not require stringent
assumptions ahout 8 data set aside from the presupposition that ¢lements ane
ordinal | Guttman 1944 Siegel 1957).

Ranking partially assuages Mewrsth's (1936) conoem abouwt tee amligu-
ok nature of scaled icons. Specifically, the clustered iconsgraphic approach
makes fewer assumptions about absolute valwes and more about relative
vahwes, with absolute values being sacrificed to allow mone compact depic-
tion of multiple varables However, where researchers have access to qusan-
titative matie o invereal data, they can chiose i use clusiered iems that
preserve proportionality in deeir expression (a8 is done in Figure 5, wheno
inepome and howse size wene conoeived of and operationalised a5 a continwous
variahle and represenied proportionally).

Figure & presents an example of a clusiered iconegraphic chart depicting
management-relaied dats using ranking based on interval or ratic-scaled
varighles (Muurlink et al. 20012), The project drew on five case shudies of
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companies, with alisses Cueentech, Bourke, Airpower, Orange and Egual,
Absoluie rather than ranked dats wene available for the size of the firms, with
swch sizes being measured through employoe number {exprossed in area of
the circle) to represent proportionally the gze of the firms in the sdy, The
absolute aze of the mana gement team is indicated by the size of the pivot of
cach circleficon, Lastly, the axes ropresent the two fecal vanables, manage-
nal stress and degroe of policy formality,

Figure 5 bears resemblance to portfolio matnces that bocame popular in
the 1980s je.g., Hambrick, MacMillan and Diay 1982, Marrus 1984), in that it
features iconic and coniextualized summaries of firme. However, unlike
portfnlio matrices, clustered iconooraphy is able to depict multple varisbles
of 3 single firm captured in one cluster, with the possibility of an open-cndod
miumnber of ¢ husters to show inbenor eaniza tiona] trends 2= well 25 unigue intra-
oreanizationsl characterisgics

While the Muurlink et al. {2012) reseanch adhered to the conventions of a
qualitative case study (e.g., Yin 2000, the wse of clustered icons allows
queantitative and gualitative elements to be integrated indo a single graphical
mepresentation. For example, the representation shown in Figune 5 suppess a
e lationship between formality and stress, a finding that animaies e article's
central message, The graphic allows for other putative causal relationships to
b largely discounted. If such diagrams are presented as a series, with vani-
ables addod one or two at a time, it is possible o build ilhstrations thet
represent a olistc pichere of the entity {in tis case a firm) without betraying
the identity of tee mndividual entity. A forther advantage of clustered icono-
graphic chars evealed in this example is that they allvw for fine-grainod
presentation of dats while preserving the anonymity of individesl cases

Design Guidelines and Advantages; Limitations of

Clustered lconography

Omne way to assess the value of clusiered iconoegraphy is to examine wheteer
the method {a) reprosents progress in the guest to esolve twe three key
problems presented carlier® and () does nent come with limita tions that of fet
it bemefits.

Design Guide lines

With or witeout the help of a sofware, te thomiest challenge when using
clustered iconography remains the creation of the chart, A handful of general
principles will help simplify the task, These principles, prosended in T able 1,
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Tahle |. Generic Frindples for Creating Chetered loonographic Chants_

Principle

i} With small dat set=, researchers =zemble the variables they wish to highlight
into a grid wing, for example, standard spreadsheet software. Aspects of the
cses concephnlized ax rankdngs are convented at this ey stoge.

i) Choosevarable (f any) to be foregrounded in the chanting proce= and dedide
whether (2s in Rigure 4) to divide the dhus bened Soons o two or more groups o
iuztrate differences. The variable chosen to endose or dhster icons should be
focal n malang such a pudgment

i} Chamoteristsos of the oo should be dhosen bazed on an apparent intuitive
mebtionship that they have with a referent (in Fgure 4, growthis represented by
purs or amows). As i Rgures 5 and &, their soe should comespond oo the
mebitive sive of the mpresented entity. By grouping the icons i dusters, it i
possible mxily to shift them on the edground (wihe ther awes or groupings ) at a
fnal sioge o dhetate difflerent aspecs of the resuls_

v} Wyith brger dam seis, dustered iconography desgners cn choose firom among
several ways to reduce the dota to manageahle proportons; for example, they
oould use 3 rEndomiy sdeobed subset, group summany daa, or use ioons from
extreme and mean e

are mt asseciated rigidly with a comectorder (linear sequence) and hence ot
numberad.

Advantoges

Ineofar s isswe (3) is concarmnad, clustered iconseraphy partially resolves the
mone pesisient problems of traditional visuwal display echnigues. Tt offers
resgarchers a means of showeasing multiple varables in a single two-
dimensional representation, making use of relationships that are citer inwi-
tively familiar {through the wse of icons) or familiar by virwe of widcspread
OVt OaL.

In contrast to some of its predecessors, clustered iconegrapley is mot for-
mulaic, Bather, like concept mapping, it prescribes no “right™ way for chan
creation and indeed cannot do 20 on the grounds of legcal entailment Insiead,
it offers guiding principles, summarizod in Table 1. These include wsing icons
with chamaciensics inwitively Inked i what is being reprosentod; established
chusters to represent single organdams, oroanizstions, oF groups; and optionally
using ranking and spatial amangement i enhance either the nember of vari-
ables representod or the relationship between what clusiers epresent
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Anpther area where clustered iconography represents an advance over
traditional graphical display technigues is that it facilitales transparency in
results presenttion. For example, it allows the reader to drill into individus]
cages and penerate alternate hypotheses while enabling the authors to retain
conitrol of the points they are making, The methed is also well aligned with
the philosophy that underpins the open-data, open-science, open-
knowlodoe movements (eg., “Eumopean Countries™ 20018 Thaner, Schinoss-
der and Hanwell 2004 Molloy 201 1) because it encouwrages publication of
raw, of neary raw, data in 8 meaningful way rather than following statis-
tical transformation. This advantase has spocial import in the contempo-
rary Western public policy context whene theme is an emerging imporative
to open-up publicly funded research to broader scrutiny (Eisenberg and
Melson 20802 “European Coundries™ 2018). It is also notew orthy that, at
least in the United Kingdom, the sswe of accessibility impacts gramt
ey allocation decizions | Suber 2002).

Publishing dats, in “raw™ rather than “processed™ form wsing ¢hsterad
icomp graphy allows inclusion of outliers in 2 manner that docs not bias
analyss. As Langley (1990:707) put it in commenting on the importance
of enabling a with/without analysis of entities, “varety contributes to
richness ™ In practice, an ouwtlier in a graphic display can be cither incluwdad
inor eliminated from interpretation. Clhistered iconegraphy allows extremes
to be compared, removing, for ccample, an exclusive focus on onthodox
measgres of contral tendency. In this, the method allows the ropresentation
of both patterns and exceptions from these patbems,

By prosenting structured chars of massed clustered data, the clustered
icompgraphic chan viewer is encouraged to conduct simple statistical prooe-
dures. Hence, the technique makes progress in the quest o devise a visual
device that allows some nsight into Bsues of statistical significance and
effeet size. Tufte (2007 127T) argued that pictorial displays should daw
attention to comparsons only “if they (such comparisons) are to assist
thinking.™ In that regard, the wse, inclugtered iconography, of axes or other
forms of spatial srangement to cstablish two or mone varisbles & focal i
visually suggestive of causation, Indeed, becanse clustered iconography
draws on one of te sirengths of concept mapping (the notion that maps
should act as a trigger for ideas), the method epresents the best that tradi-
tional viswal echniques have to offer in showing variable asociation

Inspfar as e aforementioned isswe (b) is conecerned—whether limitations
overwhelm the advantages of a technique—the problems associated with
clustered iconpgraphy do not s much epresent new dilemmas but rater
scaled-down versions of old ones, For example, aside from technical
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difficulties associated with creating a clusiered iconographic charnt, those
prosdec ing swch illustrations nogd to wrestle with too many data clusters to
present on an Ad or Letter page, the format typically wsed. However, the
exient of this limitation shouwld be evalusted ina relative sonse via 3 process
of comparizon with rival viseal technigues. Indeed, all conventional pro-
codures ultimakely reach the point of diminishing retums when variable
numbser, value labels and dats points exceed thresholds, which are in prac-
tice often low,

Limitations

Clustered iconpgraply diagrams have limis on how many data poini they
can handle. As alluded to carlior, these ame largely mposod by the size of a
page. Beyvond a certain threshold, descriptive sample statistics such as means
and standard deviations bocome nocessary, It emains nevertheless the case
that, while the new metsd is ideal for ilustrating smaller data sets, it is also
trug that icons created from ageregated data ame able to handle larger
caseloads

Although clusensd iconsgraphic ilustrations can appear overly bsy” or
burdensome, they do give the researcher an opporiunity to present 2 com-
prehensive overview of data in a zingle, relatively compact illustration,
Whatever the case, it is surprising that te charge of “busyness” is mosthy
leveled at visual technigues. Even though it is rarely done, the same concern
can be mised about, for example, the owtputs from mmltiple regression anal-
yses, These techniques, representing the purist instantistion of the general
lincar maodel, also arese from 3 noed to examine simultaneously several
variables. For myriad reasons they often generate confusing and somewhat
opague results (Wheelan 2003

Organizatons, groups, tribes, clubs and families are dynamic multi-
dimensional entitice, While clustered iconpgraphy addresses the noad for
a comprehensible, systematic and simultaneous representation of multiple
varables, & two-dimensional static graphical representation will inewvita-
bly streggle to represent dynamism. The growth spurs presented on, fior
example, Figure 6's icons partially overcome the problem. With the
adwent of electronic journals, it is also conczivable that computer-aidod
visual data display use clustered iconsgraphy to capture dynamism in
looped animated sequences. At the time of writing, however, no such
software exists®

147



Mururlink: et al Fi

Conclusion

In prese nting and de fending & new vizesl tochnigue, this article has sought to
enhance the comprehensibility of statistical nformation and address infor-
mation anxiety., Clustered iconpgraphy supplements rather than replaces
current rescanch expostion conventions ach as the presentation of means,
standard emors and probability scomes While four factors (namely iconogra-
phy, clustering of variables wse of Canesian dimensions and ranking in
presenting data) characterize chstered conpgraphy charts, only two of tese
{chstering and use of icons) ae fimdamental i te tochnigue, Indeod, the
utility of the metwsd derives in part from an absence of rukes,

Mone of the characienstics of clusiered iconegraphy is unigue to the
tochnigue, with ChemofTs faces and ISOTYPE being the most dinoct pre-
decessors, This lincage means that clustered iconography has s “Tamily
resemblance™ o graphs, concopt maps and viswa] display langusges, How-
aver, despite sharing characienistics with these technigues, the new approach
is w0t & derivative of anexisting representational method,

In common with Chemof's faces, clustersd iconographic displays bumndle
variables in 3 single icon. Howewer, the technigue uses both intwitive amnd
mpnfixed relationships between icons and reforents a5 well as spatial distn-
bution to enhance instinctive interpretation of complex pattems, Like con-
copt maps and Chemaoffs faces, te technigque is mone fan s passive mesns
for presenting ideas. Rather, it acts as a trigger for inempretation by the reader
amd podentially a pathway to inde pendent analysis, As with graphs, chsterod
iconezraphy relies on inluitive spatial detributions butis not 35 imited in the
number of variables it can handle or otherwise restricted by only being able
to present summative variables, Like visual display languases, clusterad
iconegraphy presents massed, miwitive icons, but unlike visual display lan-
guages, it enables multiple varables to be presented. Tt can also present
individius] dats points rather than summary statistics and in 20 doing
encourages exploration of outlier cases a5 well a5 contrasis betweon groups
of cames,

In common with ISOTYPE, clustered iconography aims at presenting a
‘materal” reality that is dosmed to exist ohjoctively. For nstance, the maethod
melics on vivid icons, the meaning of which iz (ideally) transparent bocause
the exisience of what they stand for is not in doubt. In common with concept
maps, however, clusered iconography als enables the visual representation
of relationships botweon variables, ot only a5 the resesrcher identi Fied them
hut also as te end wser of the display can imagine them. A degree of sub-
joctivity is rewined; whatever knowledge is contained in the display, it &
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therefiore neither fxed nor forced wpon the reader. In this sense, ¢lustenad
icongraphy is an attempt i bridee, viswally if not philosophically, positi-
vism and consructivism, The technigue should therefore be espocially
appealing to social science reseanchers,

In fhe final analysis, clusiered iconography provides researchers, partic-
ularly in social sciences, with a new option for illustrating relatonships, be
they range-dependent, nonlinear, or comprized of interactions between qus-
litative and guantitative entiies, Rescarch questions ane rarely simple or able
o e summed wp as & relationship between two varahbles and a handfil of
vahee labels, Reality does not nocessarnily cooperate with the analytic tools at
the researcher’s disposal and invtwitive representation of complexty is an
ongoing challenge, Chstered iconography is neither & panacea for all that
iz wrong with visual displays nor a universal altemative to foemnulaic- based
dat anabysis, Momeover, it is certainly not & uhiguitws and flawless substi-
tute for statistical manipulaton, Rather, clustered iconography i another
woapon in an arsenal of tochnigees,
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2. Biramme smioe the fgure would have implied that ooipat leve) ‘canse” years io pass
and camses weaving to shif from being home-hased i bemg factonehased .

3. Interval or ati vanahles assume that the differencs between twa valuoes 15 com=
parahile to the difference between two other values in the same st or thet come-set
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values can he divided and muoltiplied. Cadegorical variahles, alko called nominal
varishles, can he wed for mubml by enclosve, nonondensd categones (eg, man,
wimman). Fowever, ranled or onthnal variahles mensly sigres thad the onder af
values matier; but not that the magminds of difference betwesn the valies is
meaningful {e.g., big bigger, higge).

d. Revealed in fhis aniicle’s hsoncal analyss s the residim] nmsddressed concems.
ihat arose from the ede-offs of sach sicosss e new approach.

5. The advent of graphical software has I porl sparked an explosion of mierest in
graphical deplay of multvaraie findmgs (De Sose 19656) and oreated more
aptions for presentng ressasch fndings (Lehel 1991). For example, pacisges
doens in oreste Chemaolt™s faces; m partioular, a fimchon of & software expedaies
face production.
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Having Nothing to Say but Saying It Anyway: Language and Practical

Relevance in Management Research!

Jean-Etienne Joullié and Anthony M. Gould

Abstract

This article investizates why management research which ostensibly embraces scientific
protocols and 1s reported to be practically relevant is often not so. The implications for practice
sections of elite management journals were reviewed and analysed as the basis for the stody.
The analytc-synthetic distinction, central to logical positivism and crucial to the reporting of
the findings of science, but rarely applied within management academia reveals that
management researchers who commit to science, as logical positivists conceive of it, typically
use language in a way that is not especially helpful for managers. Reasons explaming this state

of affairs are explored and commective measures proposed.

Since its inception in 2002, the Academy of Management Learning and Education (AMLE) and
other leading management jounals have devoted substantial and regular attention to the
question of whether management research and instruction generate insights that are relevant to
workplace practice (e.g., Bajwa, Komig & Hamson, 2016; Pearce & Huang, 2012; Baldwn et
al, 2011; Bartunek & Rymes, 2010; Goshal, 2003; Lloyd, Eem & Thompson, 2005). There are

compelling reasons for this emphasis. Indeed, there is a problem which can be

! The authors extend sincere thanks to Associate Editor William M. Foster for his pumdance and
generous feedback on early versions of thas article.
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straightforwardly expressed: m management scholarship, what are presented as practical
recommendations (Le., proposals for improved workplace practice) are often not as purported.

Concem about management researchers being poor at producing workplace ready findings
15 traceable to the seminal contnbution of Porter and McEibbin (1988: 30). These authors, now
over three decades ago, stated point-blank that research produced in business schools “was
mostly not relevant to practice.”™ A few years later, Hambrick (1994: 11) was simularly
forthright in his demmciation. describing “a closed incestuous loop™ existing within the
academy, whereby producers of research are also its primary consumers. In making his case,
he (Hambrick) stressed that the 1ssue of practice and what managers should do in the workplace
in hight of a research finding or theory being advanced was often left imaddressed or dealt with
dismgemuously (1.e., through inchuding mmplications for practice sections m articles without
really being committed to presenting substantive content therein). Later in the 1990s, others
for example, Aldag (1997) and Beyer (1997), voiced essentially the same unease. To address
the problem of making research output more actionable, the Academy of Managsment
Journal's editor hosted a forum in 2007 (Rynes, 2007). The wnite-up of this exercise indicates
that its insights were underwhelming. Moreover, empirical perspectives on the commdrum are
similarly disheartening. For example, an especially disquieting finding comes from the pages
of AMLE where Bartunek and Bynes (2010) presented data indicating that a mere 8% of the
purported practical recommendations of management articles where actally helpful to
managers. More recently, Pearce and Huang (2012) raised the spectre that the problem of
producing actionable research had worsened. These authors indicated that the deteriorating
situation 15 detectable on two dimensions. First, the number of actual recommendations for
practice has declined Second, authors are increasingly presenting conclnsions as actionable

when in fact they are not.

159



[T=J0 - - BN = LRV T A FU R R

RN IS e A B R YR YN E RN

Academy of Management Learning & Education

If a case can be made that the implications for practice sections of scholarly management
journals do not deliver the goods, a second-order consideration is whether such malaise nses
to the level of being a damning indictment of academia. Indeed, some have argued that the
situation exists but is not as bad as 1t seems. For example, Martin (2012) asserts that there is
value in research for research’s sake and that partial practical relevance is better that none at
all. He proposes that deemphasising actionable benefits leads to a desirable emphasis on
consequential theoretical concemns. In the same vein, other commentators (e.g., Aldag, 2012),
have questioned previous conclusions about the nsing prevalence of unimplementable research
output on methodological grounds, mostly arguing that the problem has been over-reported and
musstated However, despite such sanguine contnbutions, articles which either mininmise the
magnitude of the problem or seek to reframe it as not a dilemma wnmambiguously form the
mnority portion of relevant literature. Whatever the case concerming prevalence, most
commentators view the mere presence of unactionable recommendations as objectionable and
as a blight on management academia with alarm-raising commentaries tending to dominate the
pages of AMLE in particular (e.g. Pearce & Huang, 2012). Indeed, in the 21 century within
the management research commumity, it 15 near mamstream crthodoxy that production of
findings relevant to practice forms the principal basis for researcher professional legitimacy,
especially when scholarship is plainly trumpeted as solution-omientated (van Aken 2004;
Eaiser, ef al, 2015). Some authors are especially candid about the matter. For example,
Mintzberg (2004), Bazerman (2005), Bartmek and Rynes (2010) and Khurana and Spender
(2012) point cut (each in their own way) that if a research paper has within its pages an
implications for practice section and the content of that section is not practically relevant,
readers are justified in doubting an author’s competence and even their integrity.

To summarise, literature casting aspersions on the quality of implications for practice
sections in management journals indicates that the presence of such sections is evidence of the
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mere paymng of lip-service to the imperative that research be practically relevant. This concern,
the lip-service problem, is the principal motivation for the cumment piece of research and its
associated recommendations. Since this motivation 1s rooted in literature-bazed confroversies,
ipse facte such controversies will lessen if there 1s indication that researchers improve how
they commmmicate about practical recommendations. Furthermore, if the quality of
implications for practice sections of management joumals is enhanced, working managers are
likely to view those doing research about their profession with greater legitimacy. For them,
working managers, the dilemma has a special import. Consider, for example the crew
supervisor at a busy fast-food outlet faced with the challenge of applying Hackman &
Oldham’s (1976) Job Characteristics Model (a motivation through job design theory) to the
problem of encouraging a surly adolescent employee who wants to do counter work but not
cleaning duty. To help the supervisor in fhis situation would be to supplant Hambncks (1994
aforementioned “incestuous leop™ (le. researchers only wrting for their peers) with a
productive cycle of benefit for a broader range of stakeholders. In a similar vein, it is axiomatic
that making progress with the lip-service problem will provide researchers themselves
additicnal rationale for perceiving what they do as worthwhile. This latter predicament, often
framed as a matter concerning how to boost researcher self-confidence and enhance their
professional self-perception has been raised as a separate and independent concemn in AMLE
and elsewhere (see, for example, Baldwin ef al, 2011; Adler & Harzing, 200%9; Hambrnick, 2007;

Carens, Conttrell & Tayton, 2004).

This article examines an aspect of how the practical utility of management research is
enhanced through precise language use. In taking up the cudgel laid down by Bartunek and
Eymnes (2010), it argues that such a foeus reveals how to make a stody’s findings (as embodied
in its implications for practice section) unambiguous and actionable. It invokes data to create a

portrait of the curent situation. The stady’s research question is: why is management research
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which uses scientific protocols and is reperted to be practical often not so? Here, the notion of
sclentific protocols 15 shorthand for logical positivist epistemology. More will be said about
what it means to have a logical positivist epistemology and the role of such a framework’s
within the full corpus of management research prior to presenting a method for answenng the
question. The method to be presented (and used to generate data for the study) mvokes a
linguistic dichotomy, the analytic-synthetic distinction that, although often overlooked in social

science, is in fact an integral element of logical-positivist epistemology.

Management research, language and the idea empirical content

According to the mission statements on their websites, leading scholarly management journals
mostly have a simalar epistemological emphasis. They also each typically embrace an overt
commitment to publishing research which is relevant to managenal and workplace betterment
(workplace practice). For example, the objective of the dcademy of Management Journal
{(AMT) 15 to publish articles that “test, extend, or bumld theory and contribute to management
practice using a variety of empirical methods.” Similarly, the website of The Jouwrnal of
Managemeni (JoM) reports that the peniodical “is commutted to pubhishing scholarly empinical
and theoretical research articles that have a high impact on the management field as a whole,™
a sphere of concem which includes the practice of management. In these endeavours, AMJT and
JoM do not distingmsh themselves from other leading management journals such as the

European Management Review (EME) and Asia-Pacific Jowrnal of Management (APJoM).

The aforementioned emphasis of management research indicates that editors of leading
journals in the domain mostly seek to mscobe the research they publish within a logical
positivist epistemology or scientific frame of reference as traditionally, if perhaps narrowly,
conceived (Ghoshal, 2005). This focus has not been without its critics (e.g.. Baden & Higgs,

2015). Whatever the case, logical positivism remains largely the orthodoxy for researchers and
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teachers within business schools (Joulhe, 2016).2 Among its charactenistics, such a framework
meludes a co-opting of the reasoning of natural science (mductive and deductive), a
precccupation with expenimental protocols (such as natural or field experiments in hien of their
laboratory equivalent) and the frequent use of quantitative techniques for data analysis (Gauch,
2005). However, as this study demonstrates, to receive the advantages of science, at least as
understood by logical positivists — one of which being practically relevant recommendations —

a crucial element is necessary, namely the comrect use of language.

It is noteworthy that, within management academia, kmowledge and msight are denved
from a spectrum of epistemological crientations. However, within the overall corpus, language
has a particularised role to play for those embracing logical positivism (as noted, dominant
within management research). Indeed, within this tradition. words and phraseclogy codify and
delineate content according to set conventions (Shapira, 2011: 1315). Hence, for the researcher
with such an orientation, prodocing knowledge that managers are able to readily implement
their work requires that it (the knowledge) be represented using language that carmies
unambiguous meaning and circumscribed application. As such ‘implications for practice’
sections of these kinds of scholarly arficles do their job when they contain propositions that, if
implemented, have observable and predictable consequences. In this regard, a deft touch with
language 1s as pressing a pricrity when communicating about research results for such projects
as substantive elements of a message. Expressed differently. the worth of an ‘mplications for
practice’ section for articles which are reporting on studies that have denived their findings
through embrace of the logical positivist epistemology 15 judged against two intertwined

lingwistic critena. First, its language 1s unambiguous. Second. its language conveys a

2 The 1959 Ford Foundation report unambigucusly equated enhanced professionalisation of

management academia with the embrace of scientific protocols.
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prescribed level of certamnty about both the likelihood and magnitude of an effect in specified
circumstances. Thus, within the logical positivist tradiion, effective “implications for practice’
sections express the utility of a research finding using words and phraseology that make the

empinical content of that finding apparent and unequivocal.

The idea of empirical content, msofar as the term is used m this study and associated with
logical positivism, deserves further exposition. However, prior to delving info its meaning, a
caveat is necessary: the construct, although relevant to much management research output, is
not applicable to all projects with scholarly worth. Specifically, it is not especially suitable for
assessing the wthlity and value of research conducted as per interpretivist or post-positivist
epistemologies where language is often used in non-literal ways. Such is the case, for example,
with contributions of authors such as Fnedland (2017) and Hochschild (1979; 1983). Hence,
although it will be defended that the construct itself (empirical content) has value, it will not
be asserted that the remedies cutlined in the wake of this arficle’s analysis are either a universal

panacea of beyond criticism. These matters are addressed i the second part of the article.

The expression ‘empincal content’, first used by Ayer (1971: 104), refers to what a
proposition discloses about the nature of reality (Aver also wrote of “factual comtent™). As
noted, the expression is perhaps easiest to appreciate when reflecting on projects nested in a
logical positivist epistemology which use guantitative analyses and generally embrace
replicable scientific protocols. In such cases, the notion of a dataset's “message’ iz by
convention often parsed, for example, as a result with a confidence inferval (margin of ermor)
or, as a binary set of propositions: the researcher establishes a hypothesis and seeks to reject its
null equivalent. In these circumstances. empirical content mostly boils down to considerations
of effect-size and generalisability, typically comceived of as matters of mcrement-based

measurement. However, the substance of research output generated using qualitative
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technmiques can also be nested n a logical positivist epistemology and thus viewed as empinical,
despite being merely repeatable and not replicable. Indeed, as is the case with quantitative
studies, considerations of message, effect size and generalisability both structure and constrain
the story bemg told, albeit at differing levels of relative importance and with modified
conceptions of what it means to measure. Specifically, the scientifically minded qualitative
researcher, rather than providing truncated conclusions, creates a narrative about these three
elements. In such cases, the conception of measurement is altered. in some ways margimalised,
becanse data is not in mimerical form Moreover, qualitative researchers typically deemphasise
effact size and are comparatively less comservative tham their statistically onentated
counterparts in genetalising a finding. Whatever the case, the task of the qualitative researcher
remains concernsd with amassing and interpreting evidence. As such and as noted, to the extent
that it falls within the logical positivist epistemological tradition, quabitative research 1s held m
check by the same priorities that regulate the quantitative methodologies. These imperatives
are concerned with establishing the presence of a finding and determining that finding’s
magnitude and generalisability (Bhattacherjee, 2012; Dizon-Woods, Agarwal, Jones, Young
& Sutton, 2005; Mays & Pope, 2000).3

3 In making a distinction between quantitative and qualitative methods as able to be embraced
within a logical positivist epistemology, recognition is given to the fact that epistemology 1s a
broader construct than methodology in that it embraces ontological elements. Further, it is
noteworthy that although it is possible to mvoke a qualitative method in the name of doing
science, the expression “gqualitative methoedology” is sometimes also applied within post-
positivist research. In such latter cases, the notion of a qualitative method often has a
different meaning. For further discussion on these matters, see, for example. Friedland

(2017).
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Hence, m summary, owing to the common bond of discovery that unites researchers
mrespective of their methodological onentation (gualitative versus guantitative analytie
protocols, etc), in this study, the expression “empinical content,” is relevant when working in
the logical positivist epistemology. Given this constramt, the requirement that the ‘moplications
for practice’ section of a scholarly article has empirical content emerges as soon as that aricle’s

authors commuit themselves to being relevant to management practice.

Research question

The current study examines the Imgmistic formulation of “implication for practice” sections of
scholarly management articles that embrace a logical positivist epistemology, either through
mveoking quantitative or qualitative methods. This project’s research question is: why is
management research which uses scientific protocols and 1s reported to be practical. often not
so™ The analytic-synthetic distinction, a concept of medieval descent but central to modemn
analytic philosophy and specifically to logical positivism, provides a conceptual framework for
reconciling relevant data. As will be explained, the purpose of this framework is to discriminate
empinical statements from those of other kinds. It will be argued that, given some constraints,
only empirical statements are actionable. To put it another way, the use of empincal
propositions to formulate recommendations is a necessary (but not sufficient) condition for

such recommendations to be relevant to management practice.

Since the present study proposes a lingmistic analysis of management arficles, lmgmstic
considerations have guided its write-up. By way of preamble, what will (not “may,” not ‘can,’

* As noted. within this question, the expression “scienfific protocols’ 1s a proxy (perhaps more
user-friendly) term for logical positivist epistemology, a construet which has been discussed

and placed in relevant context.
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but — for reasons to be provided — “will”) come across to readers as impropriety of tone or lack
of sophistication n penmanship stems from an imperative to be relevant and practical. that 1s,
to avoid the pitfalls the stody highlights. As such, henceforth a guiding axiom of the stylistic
aspect of this article is matter-of-factness (an expression which roughly approximates

‘empirical content™).

THE ANALYTIC-SYNTHETIC DISTINCTION

This study applies the analytic-synthetic distinction for categonsing propositions presented
n the practical implications sections of management research articles that have denved results
using a logical positivist epistemology. In its most elementary formulation, the dichotomy
prescribes that meaningful propositions come in two and only two kinds: analytic and synthetic
{Ayer, 1971). Although of medieval ongm, the distinchion remams a central concept for
contemporary analytic philosophers (Stroll & Donnellan, 2016; Schwartz, 2012). Linguists and
psychologists apply it “happily” (Horwitch, 1992: 95), as a default option because the
objections that have been raised against it are mostly not relevant in those disciplines (see Kant,
1952: 14-19, Ayer, 1971 or Russel, 2014 for more extensive treatment of the analytic-synthetic

Amalytic statements

Amalytic statements (sometimes also called a prior or formal statements) are those that are
true by virtue of the meaning of their terms and the lingmistic mles that apply to them. “All tall
men are men,” “mangles have three sides,” “all bodies are extended.” “my neighbour lives next
door’ or “my father’s brother 1s my uncle’ are straightforward examples. These propositions

are true owing to the meanmg of the words that compose them As such they are essentially
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tautologies, correct imiversally and necessanly because of agreement about word meanings as
well as standardised application of grammatical and syntactic conventions.

The verification of analytic statements rests solely on a logical demonstration. It follows
that their denial inescapably creates a logical contradiction. For example, once 1t 1s known to
what the terms refer, it iz imefutable that “the square root of sixteen is four.” Insofar as
management-related subject matter is concemed, the following affirmation is amalytic:
“chanismatic leaders are influential” (Bartone, 2010: 128). In this example, the word charisma,
according to conventional usage is the ability to influence people.

By their nature, analytic propositions are unfalsifiable. As such, their truth status does not
rest on (and cam therefore be established independently of) expenience. Agam from the
management hiterature, the statement “a poorly managed organization [...] may soar” (Bolman
& Deal, 2008: viu) is analyfic becaunse the verb form “may’ (vanant: might) embraces the
possibility that what is proposed will not materialise and m fact that its antithesis might.
Furthermore, the formal truth of the assertion remains intact even if there were no such a thing
as a poorly managed organisation. Sentences relying on the verb form “cam’ or ‘could” are also
unaveidably analytic because, in a literal sense, they are a delivery means for propositions that
cannot be disconfirmed by expenience. For example, the statement “organizations can improve
the quality of current employees by providing comprehensive tramming and development
activities” (Delaney & Huselid, 1996: 951) is analytic because it implicitly specifies a universe
of two posszible outcome options but offers no substantive predictions (even in qualitative
probabilistic terms through use of modifier adverbs like ‘probably’ or ‘likely”) conceming
which of these will occur. For practical purposes, the reader of such a sentence concludes no
more than comprehensive training will, or will not, improve employee quality. This uncertainty
exists becanse all meoming evidence bearing on the proposition will be compatible with it.
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However, this would not be the case if the statement were i the negative. For mstance, ‘an
organisation canmot improve the quality of employees by providing comprehensive training
and development activities’ is not analytic because one counter-example suffices to establish

1t as false.

Synthetic statements

solely on empimcal venfication; in other words, on evidence that an interested party goes out
and finds. For example, whether “there is a black swan’ or “the cat is on the mat” is only known
following relevant expenience. The truth status of such statements is not ascertained through
obtaining agreement about the terms they contan and checking to see if they respect
grammatical miles. Rather, synthetic statements are judged agaimst external points of reference
as being either true or false. In most circumstances, finding such indicators takes the form of
‘locking to see.” Howewer, for the logical positivist researcher, verification 1s inevitably more
formal and comes by way of some form of experimentation and ensuing data collation It is
noteworthy that synthetic statements do not mamifest an internal logic which becomes
irefutable when there is consensus about word meanings. Rather, such propositions are best
understood as reports on or predictions about sense-based data. Hence, they are not necessanly
troe but only contmgently so and thus, before verified exist as mere possibilifies. Although
synthetic statements are subject to comection and elaboration when new data becomes
available, their antithesis does not entail a logical contradiction. For example, “there is no cat

on the mat” is as intelligible a proposition as one affirming a feline’s presence.
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Consequences of the analytic-synthetic distinction

The first consequence of the analytic-synthetic distinction is that, from analytic statements,
only other analytic statements are generated Indeed as essentially tautologies, such
propositions allow only for a restricted range of other denvative declarations. For example, the
validity of the affirmation *1+1=2" rests upon agreement about the meaning of relevant symbaols
and their associated conventions. Once this agreement is reached. there are a circumsenibed
armay of other statements that can be proclammed (eg., 2=1+1, 2-1=1, etc). Such other
denivative assertions are self revealing and do not require resort to empirical (external) points
of reference (Ayer, 1971). Specifically, “1+1=2" is an mescapable and vniversal truth but has
no relevance to the hypothesis that “there are two people in this room.” The truth of the latter
(synthetic) statement rests on whether there are two people in the rocm, which is an empirical,
not a logical matter (that is, one that requires sensory evidence, in the form of what is often
called data, to be believed). Similarly, from Doris Day’s anabytic tnuth “what will be, will be,”
it does not follow that “personal effort is pointless’ because the latter proposition is synthetic
and hence an assertion about emparical reality or the nature of the world that 15 out there to be
discovered.

Another consequence of embracing the analytic-synthetic distinction is recognition that
there is no a prieri knowledge of empirical reality because no proposition can be both analytic
and synthetic. Indeed, because the principles of logic are true, by definition their applicability
15 ublquitous and cannot be altered by interaction with the world. As such, they are invoked to
disprove alleged explanations and mle out possible phenomena as well as to expand the reach
and scope of observation. In this latter sense_ they allow scienfists to use statements about
samples to make inferences about populations when specified conditions prevail (Gould &

Joullie, 2017).
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A further implication of the analytic-synthetic distinction 1s that to reify that 1s, to consider

an abstraction as a tangible entity, is unjustified becanse it represents an attempt to bnidge the
analytic-synthetic divide. Specifically, powers, physical qualities or concrete properties are
assignable to tangible entities but not abstract cnes. For example, ideas do not have powers,
physical qualities or concrete properties; only those mdividuals who hold them do. To aveid
reification, those committed to the analytic-synthetic distinction sometimes adopt a position
known as nominalism (Gonzalo, 2016). Nominalists expunge their language of expressions
that do not refer to expenience and prefer concrete to absiract nouns. For instance. they do not
believe they have such “things” as memory, feelings, values, thoughts personality or mund for
these terms do not refer to entities that are observable. Instead. nominalists say that they

remember, feel, value, think, behave and mind.

The analytic-synthetic distinction is not relevant to all language use and is restricted in its
application in specific ways. For example, propositions that cannot be designated as either
analytic or synthetic cannot have their logical or empinical status ascertained and hence cannot
convey empirical content. They are, mmsofar as the distinction 1s concemed. “senseless’
statements. This expression, which is perhaps nammow-minded, is Ayer’s (1971), who took his
coe from Wittgenstein (1974 [1921]). Expressions like “metaphysics’ or even ‘poetry’ are
possible alternatives to such dismissive labelling. Indeed, concerving of a proposition as
metaphysical or poetic in the context of being umable to classify it as either analytic or synthetic
draws attenfion to the fact that it comveys a different kind of meaning, for example one
concerning moral, artistic or existential content. ‘T love you,” ‘Now 15 the winter of our
discontent made glonous summer by this sun of Yok’ or “God emsts” are senseless
proposifions as far as the analytie-synthetic distinetion is concemed but are, in vanous ways,
meanmgful Statements that are appropriately classified as either senseless, metaphysical or

poetic inclode terminologically, grammatically or logically incoherent pronouncements,
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accounts refermng to ficional mtangible or umobservable emtities (such as feelings or
psychological events), oxymora, moral norms and judgements, expressions of desire or hope,
etc. In sum, the third category of statement (for want of a better term, referred to here as
‘senseless”) do not ultimately necessitate, as a precursor, either apphication of logic or collation
of expenience. It is axiomatic that nerther an analytic nor synthetic statement can denve from a
nonsensical proposition.

Embracing the analytic-synthetic distinction commits one to using words and phraseclogy
literally and non-equivocally. As such, one assumes a threshold level of agreement between a
commmicator and a message receiver concerning meanmg. When language 13 used
metaphorically, consideration of culture and context typically assist to clarify. For example, to
say ‘that was akiller concert” is, in a technical sense, a synthetic statement. However, decoding
1ts meaming entails reflection on elements other than the analytic-synthetic distinction. Indeed,
in a larger sense, the roles played by context and circumstance in creating understanding is
something of a criticism of logical positivist epistemology in that it draws attention to the fact
that people have capacity to make sense of the world in idiosyneratic and decidedly non-
scientific ways (Friedland, 2017).

Whatever criticisms there are to be made of the analytic-synthetic distinction, provides a
defensible means of response to this study’s research question. Specifically, simee it
differentiates logical from empinical truths, it demands the existence of a stable referent agamst
which the validity of claims about reality can be ascertained In this regard it is somewhat
limited in that it does not make room for the view that knowledge comprises a meaningfil
corpus that has been called subjective, paradigmatic or otherwise socially constructed
(Friedland. 2017; Wittzenstein 1939). However, assuming that journal editors are committed
to publishing studies that derive results from logical positivist research (which, as noted,

according to their websites, they typically are), this limitation 15 not inherently a problem when
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the dichotomy is used to analyse much management research. Indeed, for present purposes,
and given the wording of this study’s research question, the framework is suited to the task at
hand Hence, msofar as empirical content is generated from narrow application of scientific
protocols, commumication of such content requires application of agreed principles; one of

which i1s embrace of the analyhe-synthetic distinetion.

STUDY METHOD

If researchers are to respect the mission statements of the scholarly joumals m which they
publizh (and especially those preferencing a logical positivist research epistemology), they do
their job when they include in their “implication for practice’ sections statements that convey
empirical content. As such, using lanpuage in a specified way is at least as pressing a prionity
as Imperatives concemning a study’s method robustness, sample representativeness and subject
matter topicality.

In this study, to verfy whether “moplication for practice” sections convey empirical
comntent, all articles published in 2015 m AMYT, EMR, JoM and AP.JoM were reviewed, excludng
editorial pieces, commentanies, pidelines, errata, comgenda, addresses, dialogues, interviews,
book reviews and announcements of awards and those that imambignously do not embrace a

logical positivist epistemology’® This is a sample of 198 articles (why this sample is

¥ Arficles were considered to fall within the logical positivist epistemological sphere,
regardless of their methodological cnentation, umless explicitly specified not to be the case.
In other words, a broad enterion for inclusion was used for article selection. This approach is
justified on two bases_ First, that words and expressions such as “data” “evidence,” “facts,’

‘experiment,’ “venfication® and the like index embrace of logical positivism. Second and as
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representative is discussed i the “Study Limitations” section). Many of these offer explicit
claims to managenial practice (that is, include an “implications for practice,” ‘managemal
implications” or similar heading, hereafter referred to as ‘TFP7). When an IFP heading is
present, clamms relevant to practice were sought under it, but not elsewhere. In the absence of

an [FP section identified as such the article was not firther analysed.

As noted, to classify a proposition as analytic, synthetic or nonsensical entails taking that
proposition at face value, in its strict literal sense. Automated analyses relying on key words or
syntactical constructions are incapable of performing the task, for the texts mmst be understood
and their meaning evaluated. Further, IFP sections, when these are present, contain multiple
sentences. Fortunately, however, not all of these needed to be analysed becanse most merely
lead to, support, or elaborate upon the few propositions that are consequential for practiioners.
Other statements are merely rhetorical filler and on this basis, excluded from consideration.

For the purpose of this stody, six principles (presented and defended i the following
paragraphs) have been devised By way of an overview, the first four of these are purely
pragmatic. In pnming IFP sections to their core claims, they (the principles) are concerned
primarily with defining the scope of what is analysed so that maxinmm effort is focused on
answering the study’s research question. The fifth and sixth principles are conceptual in nature,
with the last one (the sixth principle) serving to classify. These latter two principles denve from
the logic of the analytic-synthetic distmetion. They are comprehensively defended elsewhere
(Ayer, 1971: 50£f). In the rest of this section, the six principles are individually presented and
defended.

noted, the mission statements of the journals retained for analysis reflect the epistemological

orientations of research articles published in those articles.

174

Page 18 of 57



Page 19 of 57

[T=J0 - - BN = LRV T A FU R R

RN IS e A B R YR YN E RN

Academy of Management Learning & Education

10

First, only statements that are onginal to the study reported in the article under review need
to be considerad becanse conclusions that are presented as established by previous stadies are
not focal (typical form- “as Author (reference) showed, a smooth CEQ succession is essential
to firm success™). Ilustrations of results of the current study by way of an actual or hypothetical
example (“a manager could therefore decide to...”) need not be considered either, smce they
merely elaborate a finding that has been previously stated. In any case, as the pattern just
mentioned exemplifies, such sentences do not purport to have practical implications in and of
themselves; their role is explanatory.

Second, even when found in the IFP section, statements offering comments that are in fact
overtly relevant to theory or literature (because they mention these terms) are excluded from
consideration. The rationale here is that these propesitions have been musplaced. Indeed, they
should have been included m, for example, “implication for theory’, ‘results’ or ‘general
discussion” sections, respectively, of their articles (but such conventions are not always
followed strictly). This is often the case in qualitative studies where authors tend to shift back

and forth from accounts of what they have observed to conclusions offered as generalisations.

Third, umsupported but nonetheless mainstream propositions (example: ‘managers desire
to be successful”), certain statements using a conditional verb form to convey imprecisely the
1dea that a finding is vaguely relevant elsewhere (example: “there are other cases where the
model would apply”) and infrodnctory or concluding summansing sentences (example: “these
conclusions have implications for practice”) do not require analysis. These kinds of assertions
are excluded because they are not meant to convey findings that have managerial relevance
directly or in and of themselves. Rather, authors use them as rhetonical “filler’ to bong ideas

into a coherent narrative.
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Fourth, statements relyng on the conditional verb form “should’ (vanants: ‘ought to,’
‘mmst,” “well advised to,” ‘need to,” more rarely “would’) do not need to be considered for
further analysis. The rationale here is that, although offered as flowing from a study, such
proposifions are not practical implications but advisory-type recommendations and, as such,
entail value judgments Specifically, their acceptability rests on the normative (widely
embraced) principle that the objectives of managenal effectiveness, efficiency, productivity,
etc. are universally desirable. Hence, on the basis that management authors and their readers
share a set of prnonties, these statements have been treated as redundant and therefore
meonsequential. The alternative (not pursued in the present analysis) was to consider them as
nonsensical propositions since they express neither an analytical fruth nor an empirical finding
but rather convey a particular party’s personal pricrity. The status of these propesitions is
further discussed in the “Limitations’ section of the current study.

Fifth, in line with the principle that no synthetic proposition derives from an analytic cne
{or a nonsensical one), when the opening statement (usually the first or topic sentence) of a
paragraph is analytic or nonsensical, it is recorded, but the rest of the paragraph is excluded
from further analysis. This is a conceptual principle (previously discussed when the distinction
was presented) that flows logically from the dichotomy itself (see, for example, Avyer, 1971,
for a more comprehensive exposition). Hence, m the present case, when the opening statement
of a paragraph is synthetic and what comes after is elaboration or exploration of its
consequences. the entire paragraph is considered as forming one propesition, that which opens
it. When a paragraph contains propositions advanced as logically unrelated, these are analysed
separately.

Sixth when a sentence combines suceessive but logieally (inductively) connected claims

that classify differently (example: “X may cause Y which leads to Z, the elements of which
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classify as analytic and synthetic, respectively), it is categonsed according to its first claim,
that upon which the entire proposition rests. This sixth principle derives from the same logic
as the fifth one, but at the sentence level As such it (like principle 5) 1s conceptual in nature
and a logical outworking of the distinction (once agan, for more on this see, Ayer, 1971). It

does not reduce the number of propositions to analyse but systematises their classification.

Taken together, the aforementioned six pnnciples reduce substantially the volume of
material that needs to be subjected to the analytic-synthetic distinction classificatory analysis.
This study’s authors reviewed selected articles separately; when they disagreed about how a
proposition should be classified, such discrepancy was resolved through deliberation and
consensus. Appendix A provides an example of how the six coding principles apply to an actual
IFP section that was mcluded in the study.

RESULTS

Prior to presenting this study’s results m a form that provides a structured response to the
research question (the Discussion), this section presents central elements of the findings m

aggregated form.

Although the four journals retaimed for the present study aim at practical relevance, only
80 (40.4%) of the 198 articles they published in 2015 (excluding ‘From the Editors,’
comgenda, etc.) include a section explicitly dedicated to this objective. The mumber of articles
reviewed appears in Table 1. together with the type of study they report. Altogether, 69 articles
are based on a quantitative study and 11 on a qualitative study. The six principles presented
earlier filter the IFP sections of these 80 articles to 225 propositions that are candidates for the
analytic-synthetic distinction, 201 of them coming from quantitative stodies and 24 from

qualitative studies (see Table 2 for more details).
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(inzert Tables 1 and 2 about herg)

Owverall results, broken down by journal and by type of study, appear in Table 3. Among
propositions retained for analysis, 34 (15%, n =223) are synthetic, 39 nonsensical (26%) and
132 (39%:) analytic. The pature of the study (quanttative vs. qualitative) from which the
statements come does not substantially affect these proportions. At the arficle level of the 20
that include an IFP section, 25 (31%a) offer one or more synthetic statement(s). When all articles
{i.e., those that do and do not include an IFP sectiom) published in 2015 are considered (198),
this percentage falls to 12.6%. In summary, although resorting to state-of-the-art statistical or
semantic analysis, approximately seven eighth (87.4%) of contmbutions published in 2015 m
the four journals retained for this study either fail to propose at least one explicit practical
mplication or, when they do, formulate it m a way that makes 1t either analytic or nonsensical,

mn either case empimeally omelevant.

{inzert Table 3 about here)

This study’s surveyed articles do contain many synthetic propesitions, m the form of, for
example. charts, tables and reviewed literature. Howewver, because these typically are not within
‘implications for practice’ sections, they are not germane because they have no consequence
for answering this study’s research question. Rather, what does make a piece of research
valuable for present purposes (practice) is the way its results are presenfed as explicithy
empirically actionable propositions. The current study focuses exclusively on such statements,

as found i relevant dedicated sections of sampled journals.

Rather than review each analyhc and senseless statement collected durmg this study’s
review process, what follows 15 a summansed exposition of the findings. For the sake of clanty
and brevity, all examples discussed in the following pages have been slightly adapted from the
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surveyed articles; Tables 4, 5 and 6 provide actual illustrations of analyhic, nonsensical and
(inzert Table 4, Table 5 and Tabls 6 about hers)

Use of ‘suggest’

A salient result of this study is that the verb “to suggest” (or its denivatives) frequently appears
m IFP of management articles. Specifically, it is m 50 (or 22%) of the 225 analysed
proposifions. It is typically found in sentences such as ‘results suggest that . or similar
phraseclogy. The 2002 edition of the Shorter Oxford English Dictionary and the Merriam-
Webster online dictionary accessed on 13-Apmil 2016 propose that to “suggest is to ‘infroduce
to the mind.’ to *call to mind by association” to ‘evoke,” to “give the impression,” to “serve as
a motive or inspiration’ or to “Imply a possibility or hypothesis * In keeping with the spint of
what these usages entail to wrte that a study “suggests” a practical implication is thus to
msimuate that a subjective process has been at work in the collection, reading, descriphion or
mterpretation of the data. Such a formulation leaves open the possibility that different parties
viewing the same results will interpret them differently. This is not inherently a problem as a
feature of logical positivism 1s distinction between observation and inference (Gauch, 2003).
However, when such distinction is not made explicit, the advantages of science are eroded In
this regard. several principles are i play. First, it is fypically appropriate to specify and justify
relevant putative interpretations of a dataset. Second, defence of a chosen interpretation 1s,
according to logical positivist orthodoxy, largely a matter of inference minimization (i.e., to let
the “data do the falking™; Gauch, 2003). To not take accoumt of such axioms when usmg
‘suggest” opens researchers to the charge that they are distancing themselves from a conclnsion
or otherwise engaging in obfuscation Furthermore, by canvassing and eliminating possible

data interpretations (through, for example, application of the Ockham’s razor parsimomy
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principle), use of the word “suggest’ 15 mimmised or even elimmated in favour of words such
as ‘Teveal’, ‘disclose’ or “indicate” Whatever the case, it is of conceptual consequence that
mclusion of a word like “suggest” in a proposition renders that proposition neither analytic nor
synthetic through calling on an unobservable and non-logical process and by default assigns

that proposition to the so-called nonsense (or poetic) category, for want of a better term.

Given the prevalence of the expression “suggest’ in scholarly articles, a possible rejoinder
to the charge that such a form of wording is senseless is to argue that “suggest’ is being used
mstead of “show” or “demonstrate ” This rebuttal establishes the verb form “suggest” as a figure
of speach fashionable in management studies and as such, ultimately, a superficial matter of
convention, even when embracing a logical positivist epistemology. However, from the
reader’s perspective there remains a concern that the word and others of sinilar meaning render
unduly ambiguous the import of what is being proposed. Indeed, sometimes this malaise is
exacerbated; for example, when the verb is used to obscure, as in “these results are suggestive,
but not conclusive™ (Bhaskar-Shninivas, Hamison, Shaffer & Luk, 2003: 272). Moreover, there
are occasions when authors combme the verb with “appear’ or “seem’ as in “findings seem to
suggest that " (eg. Byron & Laurence 2015: 318). In such cases, phraseclogy creates

additional layers of distancing and obfuscation.

Another argument for using the verb “suggest’ 1s to propose that, under the pen of
management authors. it means “inductively mfer * According to such a view, the verb expresses
the idea that a finding conceming a limited mumber of observations is indexing a general
phenomenon. However, if by ‘suggest’ researchers intend to invoke inductive reasoning, then
the reader is best served when this intention is plainly and explicitly stated. Moreover, inductive
Teasoming commits researchers to applying statistical principles associated with moving from

conclusions about samples to ones about populations, once again explicifly imvoking the
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aforementioned distmction between cbservation and inference (Gould & Joulhe, 2017). By
conirast, there are no delimiting principles associated with less precise forms of suggesting in
that something can be said to suggest amything else. Likewise, in the absence of some
consideration of relevant context and caveats, a mere suggestion pre-emptively exonerates
advice-givers from a future accusation that they gave the wrong, or bad, counsel (simular
comments apply if “suggest’ is mistakenly used to mean ‘logically imply”). These criticisms
apply equally to expressions like “appear.” “seem,” "hint at’ or "point to.” Hence, it is here
concluded that, insofar as management research is concerned, use of “suggest’ should not be

the first port of call when selecting a verb to associate a dataset with an actionable message.

Verb forms ‘“may,” “might,” ‘can’ or ‘could”

In this article’s surveyed IFP sections, analyhe propositions are ommipresent The most
frequent kind stem from liberal use of the verb forms “may” or “might” which typically oceur
in sentences like “jobs held by entry-level employees may be redesigned to provide employees
with greater autonomy’ or ‘rewarding helping may be beneficial when an organization is
young.” Eighty, or 35.5%, of all statements analysed for this study offer advice to managers
using wording which conforms to this or a similar semantic stuchuore. As mentioned,
propositions revolving around the verb form “can’ (vanant “could.” “enable.” “help’ or “allow™)
asin ‘staffing can buffer tumover’ or “employees who realize their aspirations can expenience
a sense of fit' are also amalyfic. Such statements represent owver 22.7% (n=223) of those

analysed for this study.

Other formulations are similarly analytic. They include ‘there are potential benefits to
electronic commumication during non-work time” or *performance of agentic behaviors is hkely
to help women overcome gender bias.” These expressions (and others of comparable meaning)

are found in 21 of the 225 propositions analysed for this study. The issue here 15 that amy
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benefit, if it 1s not associated with clear time and trigger event contingencies, 1s ‘latent’: if it
has not yet manifested one presumably has only to wait in anticipation for its matenialisation.
Likewise, any practice has a “potential advantage” or “will ultimately positively affect.” since,
without qualification, ‘potential’ or *ultimate’ refers o an unspecified point in the firture (and
with benefit of an unspecified magmitude). Moreover, a strategy “is hikely to facilitate ” becanse
adverbs such as “likely’, when loosely used, preclude empirical refutation ® This is especially
50 when they are combined with verbs such as “facilitate’ or “help” which are subjective or
convey the idea that mysterious or mercunal mfluences nmst coexist to realise an effect. An
actual example of such a formulation iz “Our findings seem to suggest that performance of
agentic behaviors is likely to help women overcome gender bias at least in the context of self-

managing teams” (Lanaj & Hollenbeck, 2015: 1490).

Lest readers think that amalyhie statements such as the aforementioned exemplars are rare
but regrettable exceptions specific to the journals scrutimised here, Powell (2001, 2002) as well

as Prem and Butler (2001a & 2001b) pointed out that tautologies proliferate in strategic

& A quahfication 1 required here. In practice, most instances of use of the word “likely’
management literature cannot be convineingly subject to falsification. An example is ‘it 1s
likely that employes X will continue to receive good performance appraisals.” For such a
proposifion, there is no specified endpomnt at which an assessment of Likelihood can be made.
However, because the word “likely” literally means “to oceur across multiple occasions with a
frequency greater than 0.5°, there are circumstances where “likely” can be constroed as
meanmgful and propoesitions that use the term can be falsified. One could say, for example,
that a coin is special because it is ‘hikely” that, when flipped, 1t will come up heads the
majority of the time. Conventions of inferential statistics will falsify the statement if the comm

is not special.
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management literature. In their simplest expression, these commentators’ arguments nm as
follows: since elements such as competifive advantage and walnable resources are only
identified within snccessfol firms, they canmot, in and of themselves. explain these firms’
success. Thns, saying that an entity is successful because it has competitive advantage or
valuable resources is equivalent to saymmg it 1s successful becanse 1t is successful. a tautology
and self-evidently of no practical relevance. Expressed in the terms of the present study, when
strategic management scholars claim to have identified a given firm’s competitive advantage
or valuable resources, they do not propose a statement conveyng empincal content (a synthetic

statement) but rather an analytc trath.

Reifications

Four statements of Table 5 have one feature m common: they consider abstract entifies such as
‘companies,” “firms® and “culture’ as if they were tangible and i particolar had independent
agency. That is, these propositions rely on reifications. Twelve of the 25 synthetic propositions
identified by this study share this feature. Authors write of ‘companies,” ‘work culture.’
‘strategy.’ etc. as if these notions had an sutonomous concrete existence aside from that of the
human beings who comprise and create them This view, which is defended in literature (e.g_,
Schein, 2004), implies that such things as culture or crganisations are derivative phenomena
and as such to be wrestled with through examming the aggregate activities of mdividuals.?
However, on closer inspection, what is in fact mostly being observed 1s not aggregated activity
of any kind but rather individuals who are doing something mdependently or communicating
with others. Given such context, a strict application of the analytic-synthetic distinction leads

to a reclassification from the synthetic to the nonsense (or poetic) category of those statements

7 There are other views of “culture’ (see for example, the discussion by Gray et al, 2007).
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which make use of reified concepts as if they were tangible objects with human-like agency.
The 25 synthefic propositions initially identified thus reduce to 13 (out of 225 analysed. ie_ an
overall proportion of 5.8%). coming from 10 different articles (out of 80 with an IFP section,

Le. 12.5%).

Readers resisting the reclassification of reifications as nonsense or poetry are justified in
pomfing-out that terms like “organisation,” ‘culture’ or “strategy” are shorthand for collective
and aggregated behaviour and its implied objectives that management authors use becanse they
are convenient. This lime of defence holds up when explicitly accompanied by the caveat that
the terms refer to ethereal entities. However, in practice (and as noted), the present study’s
results reveal that management scholars often do little to facilitate reader comprehension of
this point. For example, they typically do not remind their andience that firms (in a non-legal
Of non-accoumting sense) do not invest. organisations do not produce anything, eultures do not
reward and strategies do not improve performance because these constructs do not exist m a
way that straightforwardly justifies them having physical attributes or being the bearers of
POWETS.

While it 15 true that mstitutions and business entities often have legal and accounting-related
autonomy and in a sense thus have anthropomorphic charactenistics (e.g., they enter into
contracts and can be sued), it 1s not in this techmical denctation that terms hike “firm " “company”
or ‘orgamisation’ are gemerally used in management journals. However, even more
problematically, constructs such as “culture” and “strategy” are unambiguously not endowed
with what lawyers call a “corporate personality” (Ireland, 1996). Hence, when authors write
‘orgamsation’ to mean ‘business entity” in the legal sense of the expression, they have taken
the first step toward making a synthetic (and umimpeachable) statement. For example, “‘BMW
A G has paid dividends to shareholders’ is a synthetic statement. However, when authors write
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‘orgamisation’ to mean ‘group of people’ without specifying precisely who these people are
and aseribe independent faculties or powers to that group, they reify an abstraction and propose
a statement that is neither analytic nor synthetic. In these latter cases, the practical utility of
proposifions is compromised. In light of such logic, it 1s less than ideal to poriray an
orgamsation as a baby taking its first steps. Sirmlarly, a manager waiting for his organisation
(as distinct from its members) to do something will not know what to observe.

Reifications (and the ascribing of anthropomorphic characteristics or powers to non-human
entities) are pervasive in management literature. Certainly, and to repeat a point previoushy
made, in non-literal ways they have wvalue, a point made by scholars working within an
imferpretivist epistemology and concerned with extracting idiosyneratic meaning from the
output of a research project (Fredland, 2017). However, the fact remams that a mithless
application of the analytic-synthetic distinction results in the dismissal of nuch of that corpus
of organisational scholarship nested in a logical positivist epistemology that uses reifications.
This observation illustrates the importance of circomsenbing and defining precisely what
abstractions mean within a particular study’s context and providing commentary on the entities
that give nse to them when conducting logical positivist research. Without such clanfieation,
the practical implications of much orgamisational research in the domain are rendered trivial,
loose, unduly imprecise and mmevitably problematic to mplement. Adding to the malaise, 1t 1s
also noteworthy that there is no consensus about the precise defimtion of terms such as

‘orgamisation’ or “culture’ (Gray ef al, 2007).

DISCUSSION

This study’s research question 1s: why 15 management research which uses scientific protocols
and is reported to be practical often not so? The response to this question is that, in their

majority, the implications for practice sections of relevant iterature do not contain synthetic
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statements. As such, they are largely bereft of empincal content. Yet it is empinical content that
provides the basis for practice and actionability. To appreciate the seriousness of this finding,
it 1s noteworthy to reflect on the self-evident fact that words and phraseclogy are the medinm
through which something 1s — or is not — disclosed about the nature of reality. To the extent
that a new and novel phenomenon 1s being revealed about the world, that phenomenon can be

acted upon.

To summarise, in creating an argument about the role of language, this project has amassed
data which sheds light on a crucial element of why there has been a long-mmning concermn that
practical recommendations in management literature are often not as advertised In
straightforward terms. when reading an “mmplications for practice’ section of a study which
purportedly (or even moplicitly) embraces allegiance to logical positivist epistemology, it 1s
diffieult to know, in the absence of appropriately focusad synthetic statements. what to do next.
A consequential reason for such ambiguity concemns failure to take head of a central tool of
logical positivist epistemology, the analytic-synthetic distinction.

To illustrate the phenomena unearthed m the current project, it is revealing to interpret
further one of its more controversial findings. Specifically, fifteen percent of propositions
retained for the study, coming from 31% of articles (fewer than 6% of propositions and 12.5%
of articles when reifications are excluded) published m AMT, JoM, EMR and AP.JoM m 2015
claszify as synthetic. Expressed differently, a small minonty of statements appearnng
‘implications for practice’ sections represent, if tue, a genuine contribution to management
practice when judged from a logical-positivist perspective. These results are comparable with
those reported by Bartunek & Rymes (2010) who reviewed 1,738 articles published i five
leading management and management-related journals in 1992 and 1993 and between 2003

and 2007. Barhmek & Bymes (2010: 105) found that, overall, 74% (up to 89% for some

186

Page 30 of 57



Page 31 of 57

[T=J0 - - BN = LRV T A FU R R

RN IS e A B R YR YN E RN

Academy of Management Learning & Education

31

journals, depending on the year considered) of IFP sections used tentative language (built upon
‘may,” ‘speculate’ ‘potentially.” ete). which therefore classifies as either analyhic or
nonsensical.

Inwview of the present study’s findings, one conclusion 1s compelling: managers are justfied
in being sceptical about the implications that flow from the research published in journals such
as those retaimed for the cument study. Indeed when Bartumek and Eymes (2010: 108)
commented that the writing style of IFP sections “probably discourages practitioners from
Imagining ways in which academic findings might be applied.” they were understating the
extent of the malaise. Keeping in mind that fewer than 6% of their propositions are synthetic
when statements relying on reifications are excluded from consideration (and taking account
of the protocols of statistical inference making), closer to the truth is to conclude that the IFP
sections of the articles such as those surveyed for the present study propose little that has

empirical content (as this construct was described in this study’s Introduction).

When research employs a logical positivist epistemology to frame a study, criticism about
language use is not pedantic. Indeed and as argued, to receive the full advantage of the scientific
method as understood by logical positivists, words have a particulanised application. One way
to appreciate this point is to consider other domains, such as advertising or marketing, where
mappropriate language use is often the difference between an acceptable promotional slogan
and a misleading ome, that is, between lawful and unlawful conduct. For example, while
pharmaceutical firms’ executives cammot assert that thewr dmgs are beneficial to patients
without producing evidence that this is the case (obtained notably through rigorous clinical
tmals, etc), claims that food supplements such as vitamms ‘“may mprove blood circulation” or
“can enhance general health® are perhaps hypoeritical, but remain legal and standard practice.
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Eegulators (like those responsible for the US Food and Drug Administration) are sensitive to,

mmdeed ohsessed with, these kinds of Imguistic differences (Calfee, 2002).

STUDY LIMITATIONS

Sample choice and study’s focus

Thus study has methodolegical hmitations. For example, imsofar as journal choice is concerned,
a sampling strategy was used, thus opening the door on the possibility that the content
scrrtinised was not representative. A recoil defence agamst such attack 1s to point out that
extracted data was from periodicals that are widely known and prestigious in their field, as
evidenced for mstance by the presence of two of them (4MT and JoM) on the Financial Times
list of the fifty journals most widely used in business schools. As such whatever problems exist
m the articles of these publication are likely to be present with at least the same frequency in
others. However, not all leading crganisation studies joumals address themselves to the
problem of how managers go about their job. For instance, Administrative Science Quarterly
(A5 was not retained because it focuses not on immediate managenal or policy relevance
but on inculcating theoretical and philosophical understanding of orgamsational life in context
{Davis, 2015: 185). To wit, of the twenty research articles published by 450 m 2013, only one

offers an explicitly identified IFP section.

The present study drew data exclusively from articles published in 2015. In keeping with
the principle that science is self-comecting (e g., Popper, 2002), the decision was made fo select
the most recent year available when the study was started as the basis for forming a stratified
random sample. Moreover, this approach made the content reviewed topical and relevant.
Whatever the case, the cificism that the sampling strategy was not representative is somewhat
weakened by the presence of convergent validity. Specifically, this study’s results — although
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denived through invoking a novel analytic framework — are entirely compatible with those
reported by Bartunek and Rynes (2010) m their review of IFP sections of 1,738 AMJ articles
published between 2003 and 2007.

This study’s analysis of articles was limited to the “mmplications for practice’ sections when
these were present. It is possible that, assuming the study to be properly designed and executed
and its results clearly articulated, readers will be able to extract implications for practice from
the article that report it, even though these have not been explicitly articulated or assigned to a
dedicated section. Certainly, this possibility exists, however if the authors themselves did not
think their work had direct practical implication, forcing ome upon it requires selective or
subjective reading. Such an approach will hikely misrepresent the researchers” work and depart
from their intentions. Indeed, as Bartunek and Fynes (2010: 101) noted, it 15 only in the IFP

sections of scholarly management articles where practifioners are addressed.

Filtering principles and analysis® accuracy

The six principles established before the textual analysis was conducted are mostly utilitanian
and as such do not necessitate extensive theoretical justification. Indeed, four of them are
delimiting in nature in order to focus analytic effort on the study’s research question. As
menticned, the objective of these principles is to reduce IFP sections to their core claims.
Ignonng all advisory propositions (those making use of “should” “ought to,” ‘must’ and other
expressions to the same effect) perhaps appears as an oversight, leaving the articles bereft of
substance or message. This 1s fair criticism because it seems so fimdamental that, in one way
or another, commitment to Improving managerial effectiveness and efficiency 1s the raison
d’éfre of management acaderma. However, a closer mspection i1s revealing In fact,
management authors and their readers do not necessanily have a shared understanding of this

commitment. Indeed. although consensual at first sight a commitment to improving
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managenial performance 1s nterpretable in confliching and sometimes controversial ways. For
mstance, when Jacquart and Antonakis (2013: 1070) write, as a practical implication of their
study. that “leaders [...] should project strong charisma in times of attributional ambiguity, and
also associate or dissociate themselves from performance signals depending on whether the
signals are positive or negative.” one is left wondering whose prospects are enhanced if these
recommendations are heeded. Misaligned interests of parties in commercial endeavour have
long received the attention of agency theonists in the case of the govemance problem (Bosse &
Phllips, 2016; Chen, ILu & Sougmanms, 2011} and mdustnal sociclogists in the case of the
labour relations problem (Braverman 1998; Fox. 1974). Even in disciplines. like medicine,
where parties share objectives that are prima facie universal (preserving life, improving health),
there exist debates about the relative moportance of such objectives because the interests of
nurses, doctors, patients and their families (not to mention foetuses) do not always comeide.
These kinds of mismatched priorities render recommendations to improve management as
ambignous at best. Moreover and as noted, since recommendations rest on a value judgement,
a sirict application of the analytic-synthetic distinction classifies them as nonsensical (use of
the word nonsensical here is in Avyer’s aforementionsd narrow sense; to repeat a point already
made, 1t is certainly not intended to imply that such recommendations are necessanly without
worth).

It 1s also possible that, even though the present authors have dispassionately scrutinised
articles” [FP sections, they have misunderstood, miscoded, selectively read or otherwise
musrepresented some of them Ambignous cases exist; for instance, there are examples of
proposifions contuming analytic, synthetic and nonsensical components. As explamed and
justified, the principle retained in the cumrent study is that the first part of the sentence
determines its entire classification. Certainly, such a measure perhaps does not necessanly

capiure the intended overall meaning of the proposition. To deal with such cnticism, a rejoinder
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from analogy is illuminating: the misplacement of a few trees does not affect the location of
the forest. As such, even if a handful of synthetic statements were not identified, this study’s
conclusion remains robust. Indeed, from the perspective of the scientific enterpnise, the
research results that found their way m 2015 into the four selected joumals’ implication for
practice sections were mostly conveyed in terms that made them unjustifiably difficult to
operationalise because they used words and phraseclogy that are bereft of empincal content.
Hence, notwithstanding the caveats offered when presenting and crtiquing the analytic-
synthetic distnction and in particular the charge that it is a less potent analytic tool when
applied in inferprefivist and post-positivist epistemologies, awaremess of the distmetion
sharpens up the benefits of logical positivist research. Certamly, when sticking within this
corpus of scholarship, it uncompromisingly classifies statements in a way that causes pause for

reflection.

IMPLICATIONS FOR AUTHORS AND RESEARCHERS: PRACTICAL

RELEVANCE THROUGH LINGUISTIC RIGOUR

The debate about the value of scholarly studies to managers has at times been framed as a battle
between relevance and nigour, as if a trade-off existed (e.g. Kieser & Leiner, 2009; Palmer,
Dick & Freiburger, 2009). AMJ Editor George (2014 1) took a different view when he argued
that there are conditions inder which relevance and rigour co-exist. The present authors concur.
When something akin to a logical positivist epistemology is being used to frame a research
project, language use is instrumental to delivering both relevance and ngour. As such, if
researchers committed to doing logical positivist research want to be read by practitioners when
they behieve their work has practical implications (and when their results are indeed practical)
they need to be linguistically rigorous when they formulate these implications. In particular,

the language they use to report the practical import of their projects is at its best when it conveys
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empirical comtent In furtherance of this objective, the following recommendations are
proposed.

First, if practical relevance is their objective, authors do their job when they refrain from
using the verb form ‘may” and “might” when wording practical implications. Sentences using
either of these terms are analyhic propositions; as such, they are unable to be a medium for
delivenng empincally actionable content. This incapacity arises because anything “may” cause,
mfluence, improve, ete. amything else. Similarly, sentences relying on the verb forms “can’ or
‘could” should be avoided when formmlating practical research conclusions. Indeed, unless
probabilities are specified, that *something can lead to something else” is somewhat eviscerated
of meaning. However, knowing that something has a consequence under precise conditions or
mn a specified percentage of cases (or even through use of modifier adverbs such as “likely to.’
‘probably will” ete.) has practical utility. Self-evidently, results based on statistical inference
and application of sampling distributions are uncertain. Nonetheless, it is possible to quantify
such uncertainty, for instance by way of being precise about confidence mtervals or
significance levels associated with hypothesis testimg protocols. Although it is understandable
that researchers are inclined to be prodent when advancing their findings, if a research project
15 to realise its full potential insofar as IFP sections are concemned. such circumspection is best
held in check in the interests of packaging a finding so that 1t has workplace relevance. For
present purposes, this boils down to using language in a specialised way. Specifically. given
the nght epistemological context, use of the words “may,” “might,” “can’ and *should’ in the
‘implications” sections of manuscripts 15 not advisable. Such avoidance will create incentive
for authors to make unambiguous and assertive statements or, if they do not, accompany a
modified approach with rationale.
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Second, and agan if both scientific relevance and clanty are each pressing objectives,
authors should refram from uwsing the words “mmst’ or “should” when wrting-up practical
mplications sections unless (as 1s the case in the current sentence) what their imperative or
recommendation is meant to achieve and its underlying rationale are provided In the same
vein, if they seek to be dispassionate scientists, management scholars are true to their mission
when they content themselves with the objective study and exposition only of phenomena that
fall within their sphere of mquiry. As such, they remain within their domain of expertise when
they leave the translation into recommendations of the results of their investigations to those
responsible and accountable for mmplementation: the managers (which mmplies a value
judgement about a particular cutcome deemed to be desirable). It is noteworthy that not only
is a general commitment to organisational of managerial improvement too ambiguous to be
meaningful but, unless they have a foot In the business world, researchers are not credentialled
as practitioners.

Third, reifications have a himited role to play within management scholarship. Indeed,
although conceptualisation is the precursor to generalisation, the imperative of precision is a
higher-order prionity than universality in the quest for practical relevance. The more often
reifications are used in a text, the greater the nisk that reality is not being faithfully portrayed.
For the struggling workplace manager, ambiguity obtains if abstractions are employed without
clear exposition of what they represent. Here as elsewhere, Ockham’s razor (the parsimomy
principle) is a sound axiom. Although stmnct medieval nominalism, of which Ockham was a
vociferous advocate, 1s a high bar to clear for logical positivist management research, a dose

of his philosophy is desirable (on this theme, see Spillane. 2018).

Fourth, those wrnting-up practical implications sections competently fulfill their mission
when they precisely delimit what they are saying through reference to empirical results,

standard form arguments that are free from logical fallacies and (when required) stipulation of

193



[T=J0 - - BN = LRV T A FU R R

RN IS e A B R YR YN E RN

Academy of Management Learning & Education

3B

the assumptions and comstraints of statistical mference. Logic, mformed by fact-based
evidence, does not “suggest’ but rather supports rejection of a null hypotheses or is able to be
talked about using the language of confidence intervals and other circumsenbed techniques.
While suggestions may stir the mterest or imagmation of researchers and tngger further
mvestigations, the practifioner encounters them as confusing or ambiguous and 1s thus inclined
to disregard them As such, managers seeking to ground what they do (thelr practice) om
research findings do not benefit from the suspicions, suggestions, speculations or hints of
others, even if such missives come from leamed and well-intentioned scholars.

CONCLUSION

It would be presumptuous to require that all management research be practically relevant.
Indeed, for reasons noted i this arbicle’s Introduction, there is value in knowledge for
knowledge’s sake Moreover, In some respects, practical relevance is a serendipitous by-
product of research that is not motivated by a desire to assist managers be better at their jobs
{Martin, 2007). It bears repeating also that not all epistemology is of the logical positivist kind.
When researchers embrace other ontological frameworks, the way they use language departs
m consequential ways from that invoked by those doing and talking about science, as
exemplified in the classical fradition of Descartes, Locke, Comte, etc. In fact, when research
output does not emerge from a logical positivist epistemology, language use often becomes
especially complex. However, notwithstanding these caveats, there 1s still a dilemma. Simply
put and as noted in the Introduction, the lip-service problem exists: the resolt of much
management research, although intended to be so, is not especially relevant to practice. To

repeat a phrase comned earlier, not all researchers ‘practise practice.’

It 15 hard to escape that, omce research is purported to embrace a logical positivist

epistemology, those undertaking it are handcuffed to its double dependence on experience and
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logic. Authors of management research who are commutted to the protocols of such an
epistemology therefore subject themselves to the scrutiny and verdict of the analytic-synthetic
distinction. Once this reasoning is accepted, formulating recommendations for the language of
mplications for practice sections in studies embracing the conventions of such a framework 1s

relatively straightforward.

As AACSB’s and EQUIS’ mission statements insist, management academia does not exist
to serve its own interests. Indeed, in crucial respects, it is there for managers, their workforces,
their employers and (beyond the interests of these actors) ultmately nrymad mdividuals
interacting with workplaces. It has been noted that, if left umaddressed, the practical relevance
question that beleagners management research will transform into a full-blown legitimacy
cnsis (Davis, 2015; McGrath, 2007; Ehurana, 2007: 363-371). The authors of this article have
argued that management scholars will enhance their credibility when they take stock of how
they speak about those of their findings that they propose have practical relevance. This article
focused on the language-use of researchers embracing a logical positivist epistemology. For
these colleagues, the present work’s authors readily concede that Iingmstic ngour will not
deliver practical relevance in and of iself. Indeed, the broader solution (and hence the one that
precedes consideration of language use) is to double-down on a commitment to understanding
—in full — the epistemology m which a research project 1s nested and to embracing — in full -

protocols associated with that epistemology.
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TABLES (5)
Number of Number of articles with TFF section
Journal articles Quantitative | Qualitative
Total
reviewed study study
AMT 76 32 6 38
EMR 15 2 1 3
JoM 67 23 2 25
AFJoM 40 12 2 14
Total 198 69 11 20

Table 1: Number of articles reviewed, per journal and per type of study.

Number of propositions analvsed

Journal Quantitative Qualitative
Total
study study
AMT 102 13 115
EMR 4 1 5
JoM 64 5 69
AFJoM 31 5 36
Total Pl 24 225

Table 2: Number of propositions analysed, per journal and per type of study.
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Number of Number of Number of Total number
Journal analytic svmnthetic nonsensical of statements
statements statements statements analysed
AMT 75 13 27 115
Coming from 10 1 2 13
gualitative
studies
Coming from 63 12 25 102
quantitative
studies
APJoM 21 5 10 36
Coming from 3 1 1 5
qualitative
studies
Coming from 18 4 9 3l
quantitative
studies
EMR 2 3 - 5
Coming from 1 - 1
qualitative
studies
Coming from 2 2 - 4
quantitative
studies
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: ToM 34 13 22 69

L

5 Coming from 4 1 5

7

] qualitative

9

10 studies

11

2 Coming from 30 13 71 &

14

15 guantitative

16

L2 studies

18

;g Grand Total 132 M 50 225

21

n Table 3: Results

FE]

24

5

ﬁ Journal | Author(s) Page(s) | Statement

ﬁ AMT | Firth, Hollenbeck, 228 Exfrapolating from our findings. decisions to
30

31 Miles, Ngen & implement interventions such as frame-of-

iz

:i Barnes, 2015 reference training might benefit from assessing
3: levels of coordination in each component team
Er)

38 type.

L]

40 JoM | Dalal, Meyer, 282 Strong personalities may be preferred when there
4

2‘; Bradshaw, Green, 15 a need to resist strong situations.

44

a5 Relly & Zhu, 2015

45

a7 AFJoM | Monn, Meyer, 739 Ohir findings demonstrate that the implications of
48

g McInemey, Marsh [continnance commitment] might also depend on
51

52 & Ganotice, 2015 the strength of the other mindsets.

53

&4 EME | Pama-Requena, 163 [Managers'] networks can produce a state of
L5

§ Ruiz-Ortega, myopia that can end up producing a negative
o Garcia Villaverde & effect

&0
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Rodngo-Alarcon,

2015

Table 4: Examples of analytic propositions.

Journal | Author(s) Page(s) | Statement
AMT [ Chung, Liao, Jackson, | 1510 | [Ofur results suggest that one effective
Subramonmy, approach is to create a favorable diversity
Colakogh & hang, climate.
2015
JoM | Chadwick & Raver, 980 | [Blelow we speculate on the practical
2015 mplications that may emerge.
AFJoM | Ln & Ma, 2015 1059 | Owr study suggests that it is cotical to

consider the nature of resources in the pursut
of potential synergies between partners’

TEFUITES.

Table 5: Examples of nonsensical propositions.

Journal | Author(s) Page(s) | Statement Reification?
AMT | Godart, Maddux, 215 | Companies produce more creative Yes
Shipilov & mnovations if their leaders have
Galinsky, 2015 professional experiences abroad.
AMT | Hu & Liden, 1122 | When team members are motivated
2015 toward promoting the benefits of others,
they produce higher performance, more
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OCE, and stay in their teams for a

longer period.

AMT | So & Tsang, 1143 | Owr findings show that firms adjusting Yes
2015 their social engagements in accordance
with their product scopes have better
financial performance.
AMT | Wo, Ambrose & 1863 | Our studies demonstrate the mmportance
Schminke, 2015 of supervisors.
JoM | Restubog, 1152 | The current research explicitly Yes
Zagenczyk, demonstrated the delicate interplay
Bordia, Bordia & between self-control and perceived
Chapman_ 2013 aggressive work culture in influencing
whether revenge [...] will actually lead
to aggressive behaviors.
JoM | Ng & Feldman, 922 | The current study demonstrates to
2015 managers that i-deals are related to at
least one important component of
performance.
JoM | Ben-Oz & Greve, | 1848 | Firms that do poorly will invest more. Yes
2015
AFJoM | Ouyang, Lam & 687 | Our findings mdicate that female and
Wang, 2015 male subordinates respond differently to

abusive supervision.
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EMR | Pina e Cunha,

Clegg, Bego &
Gomes, 2013

55

Sensemaking 15 eritically downgraded
by barners to mformation flows, lack of
social inferaction. and a sense of

alienation In one’s orgamization.

Table 6: Examples of synthetic propositions.
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Appendix A: An Example of Coding Principles Applied to an Actual IFP Section of a

Scholarly Management Journal

[T=J0 - - BN = LRV T A FU R R

Below is an actual example of an IFP section (heading included), the analysis of which

:;_ illustrates how this study’s coding principles applied

:i “Practical implications

15

16 The findings suggest that individual affect can be influenced not only by individual
17

:g treatment but also by how the work umit is treated (ie, justice climate) because of
20

emotional contagion. Group affective tone is also related to ustice climate. Organizations
need to ensure fair treatment to groups or departments to avoid the spread of negative
emotions within the group and negative reactions from employees.

In realizing that affect and group affective tone influence mdividual attitudes and
behavior, managers should find ways to arouse positive affect of employees and diffinse
it to others. For example, positive reinforcers (material or psychosocial) should be
provided to employess when they gain some achievement and transmit good news
through different formal and mformal channels. It would also be nseful to orgamize some
social events for employees to share happiness. Although some negative emotions in the
workplace are umavoidable, managers should be sensifive to employees’ negative
emotions and stop their diffosion. Fumoers should be clanfied before they spread.” (Lin
2015: 794)

The first paragraph opens with a sentence that combines, in this order, a nonsensical
statement with an analytic one (the reasoms for these classifications will be provided).
According to the sixth principle, the entre sentence classifies as nomsemsical. Further,
according to the fifth principle, which states that no synthetic proposition can follow from a

non-synthetic one, the rest of the paragraph is ignoted All the sentences of the secomd
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paragraph rely on the verb form *should’; according to the fourth principle, they are therefore
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considered as mconsequential and as such ignored Hence, for present purposes, the arficle’s
entire [FP section, which contains eight sentences forming two paragraphs, reduces to one

nonsensical proposition.
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ARTICLE INFO ABSTRACT
Asmich Ny The purpose of this artide i to provide insight into how leaders obiin their power through lan guage wse. The
it 25 March 2020 ﬂmdﬁ&duﬂuxthﬂ_ﬂehygdp&mmhﬂuﬂqmmﬂﬁclmhm:m
v e S 4 Rovesber 100 |presoribesd ways. This thesis draws on thne sub an Fint, to h ithat kadership is arels
m." 2“’”“21“. amn mdmrﬂgmmidum.ltumapmﬂuﬁmmﬂmhﬂ::dﬂmﬁ,m
Semﬁ.ﬁemyl:mm din¢ it an ines whether socil interactions
[rr— sth comita g sthontarian The view advanced is that noble language charaderises the formes, base lan-
Prarr—— guage the Latter Third and consequently, the power of laders dsvedops from their use of noble bngugs Con-
P trasting examples il luminate this artide’s shesis An agenda for lsdership nsmrch and education is then
Lafepage faraines outhined.
Fover & H1A0 Beevier Inc All ghts reserved.
nirodurtion I e lierwvingg Weber, Russell et something of & premedent That is_x

Max Weber [ 1947 ) defined power i3 the potent al of one person o
impeiese his will on another, i respect veof the other persons desiresand
resistance. Ad such, he believed that pawer entened almost sl social re-
Larionships and was therefore too diffuse 2 construct o be wseful in so-
cial sdence. Thus, &5 an sltemnative, Weber prefered to work with the
miastian af “rule”: the probabili ty that conm ands from 2 person will be
aleyed by a3 pecified group His perspartive becme influentisl ndeed,
it provided impetus forlser writers to concentrate on questions of Tuw
and by whom power i exercised over people and xssocisted matters
conceming dominstion nd subordination (5pllane & Joullid, 2015
203-204).

Bertrand Russel [1938: 9-10) enertxined in even more &noom-
ps:singg understanding of pover than Weber's. He posited that power i
the fundamentsl @nstru in socisl sciende in the dme way hat energy
isfior physical science. In his book however, Russell did not substantiste
his grandiose conception and kel back an Webers view tha power is
the produdtion af intentded effeds by some people over others. Further,
Russell did not distinguish sinuatons where people abey 2 power halkder
invahuntarily from those whee they abey valuntarily.
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noted by Sturm and Antonakis [2015), moest shors who wiote on
power after Weber embraced the ides that power is over people and
s fundamentally & question of dominaton and submission, fresdom
anl restraint. This view had been fof instance sdopled by such well-
known power theorists as French and Raven [1959), Simon [ 1997)
anel Lukes [2005)_1t is neteworthy thet such a perspective is roated in
the subjestivity of these individusls over whem power is sllegedly di-
rected Indesd. it indudes &5 exemplars instances where people claim
[rightly or wrongly) to be dominated or otherwise alfected by someone
ele The mnoeption of power 15 e rdsed over people, imespective of
ithe mesna thaough which itis established has twio notable and inerre-
Luted implications. First, it conflates power and influence. Second_ as is
the cxse for Ruse IMs conception, it does not allow for 2 distinetion be-
tween invehintary snd vel untary obediens

Inreent years, S m and Antonakis [ 2015: 139) have pushed shesd
on understanding the nature of ine rpersonal power. They propased
that it has three subcomponents: sgency, means and shility toenforce
ane's will Among the means through which interpersonsl power i
exercised, they listed charisma, expertise, incentives and punishment.
When apphed to leadership, Sturm and Antonakis’ (2015) analysis
oo ineuiry into the vay s lesders establish, muintsn and exercise
their ability to control what follovwers do while all owing them b retsin
theirown agency [or have theim pression that they do so ). In the case of
charismatic |esders hip, winy 2nd how = folkawers | | wil lingly sueoumb
1o the lesder's influence™ | Antonskis, Bestardor, | soquart, & Shamir,
A6 30d) become ol concems, complicated by the (st that
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aittribvutions of charisma stem from darsctenstics of both |esders and
followiers [Antonskis et sl 2016: Fanelli & Misangyl 2006)

The present artid e focises on how | asders i moke Lingua geto secure
povser over followers. Specifically, the faollowing pages examine hivw
both the @ntent and structure of langusge are 3 means of
dlistinguithing lesdership from other types of relstionships in which
ane party i subordinate [ this term brosdly conceived) to another. The
thesis bo be de fended is that, whenat its best, the lingusgeof lesdership
sctiv st lingui stic functions inspecific ways This thesis is supported by
three rel st subordinate arguments. Fir st to the ex tent that lesdership
82 rel i onship entaili ng volntry obedience, it develops from the xu-
thority that lesders, a3 speakers, seek and that llowers, aslisteners,
moneede. It is through sudh an suthor ation process that lesders obixin
thei r peawer. Second, the way | angusge fundions ane instantisted inoral
A werd hen com mundcation determ ines whether that avmmmenics i on
promotes critical argument. Juthority and responsibility, or if it is
e xpyclisified a5 suthoritarien Foll svwing Wesver (1985 ), the po-
sition sdvanced here is that in their fullest & spression, noble Langu ge
charscterises the former, hide Lingusge the Latter Thind and anse-
quently, 4 leaders power develops from noble linguage, & pradised
Ibetvieen spiring lesders and fllowers, or, 5t lexst, from folkwers” per-
ception that such lingusge it enacted by the lesder. In summary, the
present artide shows that studying the lingusge of lesdership by
analysing its content and structure, x5 these are o-constructed by
leaders and followers, il uminates how esch party builds and uphelds
its rale in the relationship aned recognises that of its counterpart.

Five sections follow the present introdudtion The firstfocuses an the
relationship betwes n the comtruns of lesdership and 1anguege toset
the stuge for the remander of the article. The second sect on delinsses
genersl charsctenistics of lesdership situations 1t examines them
through the prism of suthosity and power relstionships a3 regulated
Iy metsle snd base | angusge. The third daction is a3 more laued exmi-
nabonof the diference betwesn noble and base ling usge and presens
& li g usiatie: ff k o ot this o Thee fonarth dedtian
applies the linguistic framewark to contrasting conversat ond A disos-
giem on the resesreh snd edusstions] implications of the propased
madel ensues. This discussion highlights the methadal ogical advan-
tagess of focusing on the rale of lingusge in lesdership reseand,

Leaderdhip amnd Lan g

Leadershipis o sl rad nowun which denotes a el stionship Hence,
a5 2 paint of me thodalogy, there is o “thing” (tangibie entity ) called
leadership. Rather, when the phenomenon is manikst, there i an iner-
action, anencounter, that takes plse between individuds, which can-
not be serutinised outside of i3 linguistic, cultural and moral @nesxts
Althaigh personsl charsoteristie of lesders and folkawers can be in-
ferred from the way particular cases of lesder ship emer ge and unfald,
such elements cannat be fully explicative (DeRue & Adhlord, 2010:
E2T-628) I they wene o, lesders hip could be explained without refer-
ende o the other partyin the | asder ol lower dyad and consderation af
context. To appredate why this position is uniensble, the analogy of
marriage s instrudive. Indeed, one cannot develop a full understnding
ol this relationship through studying either “wives” or “Tusbonds" s if
these parties existed independently of the affilistion they have with
exth other [an affilistion which defines them a5 wives and hoshands |
what they expea fromitand sthercircumstant alelements. Sudh an ob-
serv aion is an indicment of mudy researchy, insolar a5 it es-
abslis Toess thee peer sonadity of lesders a3 its focal condem.

Although sgresment i rare within the lesdershi pliterature, “tradi-
tional xs well 45 ‘critical authors mostly sceept that lesdership, indud-
ing chariama ¢ | esdership, is 3 co- mtructed relitiomhip (Antonakis
et 2016; Qifvon, 2017; Cunlifle & Eriksen, 2011 ; Fairhurst, 2009;
Faithurst & Uhl-Bien, 20012 ; Towrish, 2014; Tourish & | sclson, 20048).
As such, leadership survives and di sappears. h aomm unication
between lesders and follovers [ DeRue & Ashford, 200 0L Acordingly,
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lesdership scholars have focused mudh of their research effort an
lesders disauries s how thess shape pereption, whether intent on-
ally [eg Cunliffe & Eriksen, 2011; Kotter, 2012) or unintentionally
[Calks & Smircich, 1991; Collingon, 2005; Fanelli, Misangy, & Tesd
2W19). The same researchers alsa typically scknowledge that leaders
munifest themselves through sdion, by ex Actiond, hiwever,
can be estabilished x5 exemplary anly if ey are imbued with meaning.
Furthermare, the notion of shared mesning impliesa priori the s3iva-
tion of 2 com munication process inveking wse of Lingusge (Smincich &
Morgan 1982; Suddaby & Greenwaoaod, 2005, itsell a form ol sction
(Gronn, 1983)_

The stuely of discourse entails analysis of linguage wse, the way cog-
nition (beliefs, idess, e ) & communicsted and the social situations
wihere mmmunicative events uniold, taking sccount of who speaks,
wiy and when (van Dijk, 1997: 2). To the exient that they have
recognised the centralrale of ammun ation in redearchers
have mesdy limited their investigations to the a2t wo element of dis-
omirse analyais [cognition and situstion), a1 the expense of the first
(e mguurge wde) That i€, if4dl ars have analysed what lesders snd fal -
loveers say and wiy they say il in comparative perms, they have
neglected the role of Lingusge (words and phraseslogy) in lasderahip
situations. For example. neither The Ougfbrd Handbook of Leadership and
(Orga nizations, The Oxlrd Handbook af Lo dership, The SAGE Handbe ok
of Leadership nas The Owlord Hand book of Leader-Member Exchange ded-
icates & single chapter [ou of 2 combined total of one hundred and
tweenty-four chapters) i Linguage in

In line with the generally accepted view that leadership is contin-
gent and eoniextual (Oc, 218 L inthe rare cases where scholars have
studied therole of Language, they have typically limied their investiga-
riand to specific situstions. For instance. Lowenhaupt (201 4) explored
henw schoal principals use langusge to enset dhange and van de
Migroap & Schaurr (2014 studied how |asdership | angusgs
performance appraisal interviews. Larsson and Lundhalm [2010)
anslhysed the role of |l angusge in duily |asdershipexchang e in & bank
and Baster [ 2015 examined how leadership langusge differs depend-
ing on the s amposition of teams. Andther and mane recent example
ol linguistic analysesof a panticul ar lesdership situationis by Gerpott,
Lehmann-Willenbroek, Voe lpel, and van Vugt [2019), who investigated
the conditionsin which oral eymmunication produces emergent leader-
ship i n sell-mansged teard. Esch ol these studies implies that the wonds
aml phrasenalogy leaders and followers use is siriol y s nation s pedfic.
Hene, x5 fur &5 Linguage use is mnemed, one could be forgiven for
omctudding that the only thingofc T tha ipsituation
havein common is the shared embr s of, for example, English. As such,
given the entral fole of com mmumication in lesdership St ond, an sb-
sence of any discernille higher order distinguishing partern would
mean that these & in et abide_ If this kind
ol shsence were established, speaking of lesdership 5t tons wouwlkd
e ill- emvnee ved. The slter native is the view that thene exiss 5 fastune
ol languege that i3 common ta lesders hip sitwtion_1tS © the identifi-
cation and analysis of this com mon festire of | esdershi pl anguige that
the present artick i3 dedicted.

Asa particular type of leadership situation, schola rs have al so exam -
ined the Lingusge of dharismatic leadership [ Den Hartog & Verburg,
1997, Fanelli et a1, 2009; Fiol, Har s, & House, 1999 Heracleous &
Klsering, 2014, Shamir, Arthur, & Howse, 1994). Noting that charisma
s rooted in rhetorical mastery, Shamir et sl 1994) ide tifled several
features of charismutic Ling uege Specifically, oo urled that it em-
b sess thee historical b deg roune of tee situstion inwhich lea ders and
foliowers find themselved,inists on the values and moral justification
the parties collective ly embrace and seeks 1o s eng then Tallowers' be-
lief i chesi v b ity o clesli v thee fture owlined by their | ender.

The analysis of Shamir et al [1994) is consistent with the delinition
ol churisima Liter propoded by Antonskis et sl (2006: 304 |, for whom it
i “values-based, symbolic, and emaotion-laden leader signaling ™ Ac-
rdingly, charis matic languige seduces thase to wham it is directed
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Iy eailling onshare d vahies, the foreeal irr It
s noteworthy that the findings of Shamir et al (1954 ) ane slso compat-
e vty the views, in the neley.ant e that the Linguage
ol lesders g by [ anel il i lesders . ) 8 i -
erful & ool to be trusted. Such & perspective establishes 2 leaders lan-
guage xs 3 means of deception wied to misdesd 5 much 25 1o lesd For
exarrple Farhurst and Sarr [ 1996 1) embrace this enception when

aasert that “the exse with which [leade ra] speak causes
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Twia 2alient concliBions derive from the disaission 3o far. First, if
leadershipdoes not exist outside of co-construded com mmmication pro-
censes then lasdershipsitutions cannotbe gras ped ouide of alinguis-
tic analysis of these processes | Alveson & Kirreman, 2000; Heradeois
& Barett, 2001)_ Indesd, il what makes lesdership i stinet ve is vahun-
tary obedience, then lesdership is medisted through the sbility of
lesders and fallowers B communicate in ways that both parties find

gl and As such, the persuasive element inleasder-

to miss the fact that lngusge doaks, sedates, even sedues people
into believing that many of the so-called fets of our world are obyjec-
tively rather than sodally created”

In surnmary, leadership scholars have generally rsumed that
lesdlers, especially charismstic lasders, sre necessarly  Bective lan-
guiage isers but have not focised retexrch effon on deline sting the na-
ture ol e vieen | ang usge and E 1]
this in Lo thase earlier, Bighs
Rabinson (2010), Bigh and Hess [ 2007), Maorrell [ 2006), Cuno [ 23005
Gronn [ 1983) and Pondy [1978 ). However, these con-
trilastions, resesrchers wha have snalysed b ngusges role in leadership
contexts have masthy negleced the bidirectional nanire of interaion
between lesders and foll [ Cre &Cr 20 1) Suchlit-
efature de-emphasises fol wers' agendy. That is, &5 noted in Alveson
and Sveningsson [2003: 1439), researchers have typically xssumed
that lesders do all the talking [ that matters) wheress follvwers do
matof the lisening. As i rypical in snaly ses of charism afic lesders hip,
the twio aforem entioned ssumptions (lesders are good Lingurge users
and are the only ones whoese talk matters ) are frequentdy evident in
schalarship sddressing tramsformational lesdership (s Antonakis
el al, 2016 for 3 distinction betvween charsmatic snd transformationsl
lexdership ). Indesd, there is ligle chance that individuals = stinulste or
inapire |athers o] schieve exraordinary outcomes™ [Bass & Riggio,
2014: 3) if they sre not artiailse snd com pe lling com Municsons to
whase lonce of speach | isteners cn only submit

Linglerde veloped wnderstanding of the role of Lang uge in lesdership
situaions is condequentisl Indeed, if, &8 i proposed by DeRue snd
Ashfond (2010, leadership rests ona prooes whe reby escdh party dy-
namically clxims, establishes and muintxins its respective identity
while g ranting the ather its cwn, then compre hensive analysis of the
e 0 n red i fes consideration of Langua ge e This artide show-
caies such an undertaking and reveals how words and phrasel ogy
shape exch party’s rele and delinestes res pacive mm‘[r]:upuu
Ility. Howewver, before such an end ur is pissibie, 2 d
mmmmmsmm

Leadershin obsed

hority amid moble b nguge

[ead e hip and abeadisnce

Aa a rel stional construe, lea de rship refers o a crudal fscers in the
interadtion between lesders and followers that distinguishes lesder-
shipdrom other relationships suchas rulership or management. Lead-
ership, nulership and mansgerial relationships involve obedience
[aereptance of directions ). Inthe e ses of rul ership and mansgement,
this obedience isvoluntary or . However, insafar x5 lead-
ership is concerned. there is widespresd implicit gree ment 2mong
achal ars that the phenomenon redts exclisively on voluntary obedi-
ence [for an explicit formulation, see Alvesson & Sveningsson, 208:
1436) Such sccommadation on the part of followers derives fram
agreement with their lesders and manifests in subsequent coopera-
tian (Chai & Schnurr, 2014; Holmes, 2007, Kort, 2008 ; Kouzres &
Posner, 2012 ). As such, when a leadership rels tonship exist, fol-
lowers are neither subjects nor subordina tes: they do not obey but
agres and follow. 11 lesders coenced others, the y would not be called
lesders but, depending on the situstion under snalysis, diastors, su-
tocrats, bullies, police offieers, mansgers or other terms xssociated
with those who cn fone others into behaving in certain ways.

ship renders. 2 Tund amentily linguisticlly

medisted rel sionship_ Second, il one obeys aruler but foll ows & lesder,

ananalysis of lesdershipis mipl e without batwesn

power and nthority, an exercise that ﬂ«mmminmw
i 1t s to this deli jon that the di W BT

Penwer and autharity

If pawwer is the shility 1o bring events to pas, suthority i condermed
with rights and duties The twa constriucts | power and sutharity) are
alien present simuitaneously and work syner gistically. Indeed, in rela-
tionships inval ving super inendence_ power and sutharity normally am-
incide. However, might is not right, coention is nol @operation, to
mmply is not to ] dti e it il Fesdn s the ritative.
These observa tons reveal that the notions of power and suthornity merit
distindtion, an éxe rase tha |esdens hip scholars rarely undertake

A rexson for evnfision between power and suthority is that the Li-
ter term is prone to equivoc ton. As will be explyined, in one sense,
mmon in scholarly literature and in everyday parl ance, the term re-
fers i & form ol power, sometimes called Sormal power” (a3 in “a police
alficer i an suthority figure]) The semnd w.age of the word “aithority.”
sometimes referred © 28 informal power,” embraces paychoesodal as
well x5 subjective 2nd ancessional slements (25 in “Steven Hawking
Vi3 am a0 T on g uantum e This lire ruseg e links sutority
o suthorisation but entsils 3 @nstant or at lesst & regulsr, evaluative
proces< It is noteworthy that the seond perspecive of suthority,
which ress on suthorisation, remains compatible with mthoriry
viewied &5 a form aof power. Indesd, indi vidusls cannnt i mpose suthority
(s form of power) by themselves. Rather, prior to being able to dosa,
they must have it externally mnoeded

Soim e suthars are unam biguousy committed to the view that su-
theity is merely a form of pover. For example, Robbing, Bergm an amnd
Coulter [2018; 656) defined xutharity s “the rights inherent in 3 man-
aperi &l pasition o tell people what todo snd to expect them to do it”
Awwtharity i here sttached to jobs | 2nd nat 1o jolyholders ) and it man-
ifestation i esentislly the capscity to control Similarly, even though
Simon [ 1997: 135-136) held that suthority obtxing from experience,
training oljecivity and lagic, he slio sverred tha when “disagresment
is motresal ved by disaission, persusson. of other means of conviction,
then it mustbedacided by the suthority of one o the other par tcipant
[Simaon, 1997 182 Indeed,in Simon's [ 1997 201) view, nutharty "
only one af 2 number of s of influence ... | that does not seek ta
anvin ... | but only obain |... | souecence”

Desa pite Simon"s insistence, so- call ed “srguments from suthority’ ane
limited in their capacity to mmine. Rather, in most dromstance, b
albviain sequiescence, reasons are expeded and provided in support of
sugped tions, remmmendations 2nd o ders. Indesd, remenised experts
a5 vl | aapenple in pesitions of power typically offer 3t leasta thresheld
m]dnﬁmm_ﬁmﬁnﬁmmmmmuﬂjm
the likelihaod that their anel thus prop-
wammmuw [1958: 163) todefine "xu-
therity s | the character of & oo cation |... | by virue of whidhitis
srepled ™ Seen from this perspedive. the suent of 3 person to whom
2 communication i sddressed 5 2 neeanary condition for it es-
tablishment a8 suthoritative |Risz, Buchsnan, & Ruebottom, 2016:
1534-1535). In manters of work snd employment, Barnard [ 1958:
165) muintined, employees ssent to and com ply with 3 mansgement
order only when conditions are verified. Notably, it is necessary that
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they understand the direction, believe it to be consistent with
orga nisational pur pose and see it x5 cmpatible with ther interesta.

Friedrich [ 1963 127-130) eritiqued Bamard's theory of sutharity.
He argued that abediende abtxined by way of subjugation is distings sh-
abile from obedience obtsined through @operation, & term Friedrich
motsted Barnard left undefined. For Friedrich [1963; 268 |, communica-
tiond are suthoritative when they re capabie of “rexsoned elsbaration”
that is, when these whe wter them regularly ol shor 2o 2 rexsoning that
s accepted by others to whom sudh mes sges spphy. Author ty is under-
stood here x5 te Romand conceived of “auctonites” s ugmentation.”
the sddition of wisdom to will of rexson to preference |Friedrch,
1963: 218-219). By entrxst, when there i no dislogue or debate,
when o rexsoning i spresented, the suthority of the powerhaokderdisin-
tegrates In such circumstances, coopera fon concedes ground to coer-
dan and democracy edges wands sutocracy | Friedrich, 1963: 50711

Defining suthority 5 capadty for rexsoned elsboration ailowed
Friedrich [1963: 236-237) tocriticiss Weber [1347) for equating au-
thority with legitimacy. For Friedrich, suthornity legitimises power be-
case the capacity to isue communicstions, supported by a
convincing rationale, crestes the right torule In this sene, suthoty
supporss legitimacy. As sudch, it is not legitimate power 25 Weber
thoughi, becrse legitimate power exits invarious forms without a ca-
paeity for rexsoned elsboration. What i missing in such instanes is 2
rationale for absying & demonstration of 2 @nviction that thaese who
vt i be obeyed cansuceessully direct others pvwards a common ob-
Jjective. When those sesking to be abeyed do not afler jistfications ke
their utterandes, when they use jargon o sttempt to intimidste or
fore their views onto teir ieners without dislogue and elsboration,
their communications sre in et orders These kinds of exchanges do
oot produce cooperation. Rather, they are beter charscterised xs en-
anmiters where one party, typically the dom inmnt one. sesks suthor Lar-
ian control

I, 2 Barnarel aned Friedrich held, suthority i what makes aommmini-
cations srepible, then the designation of 2 oom rmmdcation &5 suthor-
itative rests with the individuals o whom it isdireded not with the
jperson wiho isswed it That is, suthority omes from below becanse it is
ooneded by these to whom it applies. It i 2 mandste to oom rmund, an
mithoriastion granted by others [ which in some cases entxil a mpo-
rary suspendion of distent) that » persisent disegreement dissolves.
By contrast. power does not presuppaie sgreement. n and of itsell,
peiwer is morally neutral but its wies sre morally eval usted snd found
o be in scoord [or not) with suthority. Indesd, one cxn have the
peower o do things and in particular to fore others to s in certin
weays without being suthorised to desa In ather words, auharity is 2
source of power, but e converse isnol tnee: power i§ not 3 sounce of
autharity [Spillane & Spilline, 1999

Comibining Frisdrich's understanding of 3 uhority with the preced-
g analysis of lesder ghip and obedience aestes the first of this artidey
subordinate arguments: the lingusge of lesdership [ that i, the lan-
guage that | esders and fol knwvers speak in their exchanges) is 2 inguage
al suthority sought and of suthority granted Aspiring lesde s esablish,
itheen i vt in, their suthority and aspiring foll wer s authorise their
leaders. It is through such 4 co-comtructed suthorisation process that
lesders obvixin their power. The distindive element in lesder @mmuni-
cation is therelore its perceived ability to be remonably elsborated. In
this sense, slesders power is conditiona on the concession of suthon ty
e by foll owers; more specifically, it is shaped and limited by such
e sion | & Joullié, 2015; %-xil

Friedrich [1972: 80-81 ) noted that rexsoned elaboration is not uni-
veraally vahied snd prsctised by s peskers and their listeners_ ndeed,
speakers are regulirly sllowed 1B comm unicste in ways which sppesr
o proveeed from, o o be capable of, rexsoned slsborstion when in
fact such elaboration is slwent, illsary or dublouws. Stanley Milgram’s
[1963) well- known abediende study is 2 compelling example of mere
appearance of rexsoned ¢ sboration. S pedfically, in the experment,
the psychologist repeatedly instructs the subjea [the Teacher”) to
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ontinie with the study's protocal despite sppare nt protests from the
“learner” towhom electric shocks are allegedly inflicted. No elaborsted
justification i provided for persisting with such apparent cruelty,
aside from the giving of ssurances that the jolts [ which range from
“dlight” i “very severe”) will not inflict“permanent damege” and that re-
spomibility for harm @used to the Tearmer remains with the re-
searcher. Advanced by & person pursuing scientific researdh within
predtigious university environment, such vacuous rationale was sc-
cepted by mastsubjech (the teschers ] Inso doing they | the subjeds)
granted authority to te researcher and srepted his unrelenting in-
struction i proceed with the experiment It is noworthy, however,
that Milg rams subjeas were not only implicitly misled by the studys
oniext but were also e xplicitly deceived For example, they were tokd
that the experiment wis shout memory and lesrmning and not obedi-
ence; electric shocks were being inflicted when in (31 that wasnot
the case; and the process by which “learner and te sdher” roles were
s gned was randerm, wieress it was scnually rigged so that the subject
s ahways the “tescher”

Aavthority s rexdoned &l sbora bon oikes several forms_ For example,
analyss ol cargo auls (and the emergence of charismatic lesders
therein) provides evidende that these phenomena are, st lexst party,
the result of anovert display of intellecnsl effort ximed st sohing -
tendibly insolible problems. Such situstions provide support to
Andreski's [ 1988) thesis that it is rational to follow a person wha prom-
iSes 1o address 3 consaquental dilemma Indeed, the mntextual &e-
ments which scompany he rise of char ismatic | eade s neardy dwans
il udde purparted solutions to vhat sppearto be | and aften ane ) vexing
exitentisl concerna Maoreover, these remedies are typiclly proposed
Iy individials who suppart their clsima with calls to mysticsl or ex-
traordinary experient of unique supematural insight (Spillane &
Martin, 2018: 113-119)

W autherity in Friedrichs sense (x5 rexsoned elsbaration) is recondl-
alble with Andreski’s view on charismaics, it 5 ko compatible with
chariima seen 23 vale-based, emotionsl symbolic signalling
[Antonakiset al, 2015). This com patibility arises because emotional
v tment and @B o values can be resdily sdded to suthoritative
miTiniEtion (Le ammmnicstions that would pass the test of ait-
call evalustion on their oven) Al though it is tempting to call chari smatic
authority “irationa” Friedrich [1972: 53) eounselled sgxinst such Label-
ling. Indeed, sRempts 1o xsaciste s uhority with the irational miss the
afyrementioned fundsmental point that suthority necessarnly entils
some appesl o resson However, notw thetnding that there is swas
& degres of rexsoning and hence of rationality imalved in suthority -
s relatiomships, anly the suthortative commmnication can be 1 ex-
sonably elaborated.

Nobleand baze language

Buikling an & distinetion o ginslly 2 dvanced by Plato and Arisetle,
American philosopher Richard Wesver [ 1985) delineated two lorms
ol Langurge. noble and base. He srgued that noble Linguege suppans
aritical thinking and clear communiction. Noble speakers se words
andl phr xsenlogy © clarily ambiguous dreumstances and replace de-
atructive beliels with construdive and se if-promoting ones. Overall,
nioble speakers empower their listeners by showing them better ver-
sinnd of thensel ves [ Wesver, 1985: 25] In anirast © noble lingusge,
Iharse language undermines mursge and erodes liberty and dignity.
Base speakers habituslly sek 1o manipulste these whe listen 1o them,
T do 5o, they lie, misrepreent, deceive, confirse and exeggerate prob-
lemis to elidt or e xscerbate feelings of despair. The |anguege Milgram
[1963) used when communicating with his subjects qualifbes 25 an in-
stantistion of hise linguage

Unlike his andent predecessors, Weaver [1985: 6) argued that the
distinction between noble and base Lingusge is not dichotom ous but
i rather charsderised by gradation and this provides for 2 contnuum
al pay chal ogical and behavioursl effects_ Weaver [1970) 5o conceived
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ol | angusge 4 inherenty vahie-lade nxnd x5 such ser monicn his view,
all speskers are presdhers. Specifically, through the ir communication
they mive athers sither to superor of inferor versions of themsshes
Furthe moare, if one sccepts Seasss (1977 14-19) view that thinking
5 an i nbernal di slogue and x5 such aform of self-talk Wesvers typalogy
implies that speskers are not immune fom the efects of their awn
Language

Effectivenss of Lingusge i@ nol the o eon tuat estab s it 26ei-
ther noble or base For example, Weaver [ 1385: 20-21) held that
Winstan Churchill and AdallHider were both effedive speakers - the
former noble, the latter base. Noble and base speakers are equally able
o induce their sudience into sceepting directong, but these exchanges
differ in & crud sl respect. Spedfically, listeners equipped with cridel
thinking skill typically sceept speakers’ communications only afber
jproii g e vahua ion_ By contrast, listeners unwilling or unable to engage
in suchesam inati on are likeyto Tl prey to hase s peakers and submit 1o
their comm unication. Such & potent sl divergende in listensr response
st with wnders tanding why the Geman sudiences of the 1930
fell under the spell of Hitler's speaches, whe ress the British sudiendss
aifter 1945 found Churchills disurses Lacking the persursive fnee of
i3 wartime exhortatons.

The differende berween noble and b Ling wge is particulady evi-
dent in sinuatons where thise who have granted sutharity [in
Friedrich’s sende, a3 2 source of power) to 2 speaker know they can
wi thel raw it ot any time_ However, when linguegeis used to antrol in-
dividusls and deprive them of their chaice to obey, the notions of -
thority and power merge in the construct of “suthoritarian” As
Friedrich pressed sgainst Bamard, the diflerence between suthonity
Al peovveer, that s, between ssent and obediene, does mater. 11 this
distinction is unadknowledged or blurred, then that between the @n-
struts ol coo per stion and contral is sim ilarly abscured. How bestio rec-
agnite these de inestions becomes clearer when analysing the fundions
af language and the snt thetical values asch such function can take

Larrgiege fumctions smd values

Lingiets haveel usidated snd deser ibed Ling wg ey funetions For in-
stance, Bilhder (2011 [1934)) propased thres fundions of Lngusge: the
expresive which condists of an outwarnd summary presentation of an
inner emotional state; the sgnalling, which aims to elicita resction
from others; and the descripive, which pertaing 1o statements
e fing the perception of things. Bihler organised the se function
it 2 hier archy an the basis that signalling entails ex pression while de-
seribing incor porates both expresion and signalling. He further pro-
peed that esch takes either of two possible antithetical values:
expression is either revealingor cncealing, signa ling is either effective
of inefecive and deso pions are e mpitcally either true or Gilse [ lbe-
sl or not).

Popper [1096: 295) sugmentad Bihlers hie rarchy by proposing a
fourth Langugs function: the ag gve Hi s rationade for this sddi-
o 4 that &n Srgument serves x5 an expression becnse it ind an
internal stxte It i o s signal As such, i ttypically provekes & respome
from whomever receives and condsiders it Furthe rmore i nsolar x it is
about something of someone. an srgument B descriptive. Finally,
there is the argumentative function proper, the giving ol rexsons for
holding a specific view.

Aside from thase inroduced by his sugme nbed conde prion, Popper
ascknowiledged that other lingusge functions exist but did not identify
them. Spillane [1987) addressed this omission through sdding wo
higher arder fundions to the linguistic hisrarchy: the advisory ane the
o ssary. Specifically, given that remmme ndations requine rexsons,
the advisory function entails the argumentitive function. Furthermaone,
staternents of the type “you shoukd” [ advice) presuppose you can’ (2
proposition that embeds two descriptions: “you are sllowed 1o” and
“you are able o) showing that the descriptive level is below the
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advisory level in the hierarehy. Finally, intentions of promises rest on
recommendations (&g 1 will implies 1 should™)

Tabile 1 pretents a summary of the compilete propased lingu stic hi-
eranchy, withits levels_ theircontent and respective possible antithetical
values (for the sake of simplification, the signalling fundion has been
merged with the descri pive function ). Following Biihler and Popper,
the functions of L ngusge are rank ordened [ and srranged ve ricall y) ac-
enrding o the principle of logical antsilment which & that, when wSing
language. it & not possible toop ata given echelon of the hisrarchy
without incorparsting a1l subordinute levely

Apartiom the anception [ summarised in Table 1) prese nbedin this
article, other linguistic frameworks exdst, such 25 those sdvanced by
Chamsky [ 1956) or Jakebson [ 1960). These slternative framewarks
afe Ot germane to the curment argument for two rexsons. Firsl, each
ol stees Je s emphasis than Poppery and 5 pil lane clxsifications on the
argumentative and promissory fundions, both crucisl to the current
analysis of lesdership 25 2 relationship grounded on suthority and ghv-
ineg voice o e peoncsi billiry. Second, insofr a5 linguistic functions are
anvermed, e prindg ple of logicl entilment [which justifies the hier-
archy). that Biihler [2011) identified & necesary for an snalysis
wihich seeks to smount forlesdership s the aulmination of commmnics-
live processes
The remainder of this section develops the second of this artick’s
three subsordinate ar guments: the way ingusge hindion e s divated
determines whether & partioulsr exchangs, in its srehetypal fom, pro-
s authar ity snd responsibility, o whether it signals an attempt st
ontrol and conveys i esponsibility. Throughout the diseussion, exem -
plars are provided to facilitate under standing. These have been ex-
trscted [or lightly sdaped) fom an exchanmge repraduced Liter in the
article.

Expressing - The language o feelings

The et press.sive function of Linguage is on the lowest level of the hier-
archy in Table 1 becase it is the maste lementary form of Lainguage An
expresive stalement i the voidng of aninner st pertxining to feel-

ings, monds or emotions. Bxpressive Lingusge is also the last regul ged
Iy limguistic conventions: fr ke, mere shouts anvey leslings. Ex-
[ ey 4. are @i ther revasling [ sncere) of condealing [inin-

e depending on whether they mach with the inner state of the
jperson whao makes them, However. such correspondence is inhe renty
private and thus insorutalie. Indesd, only i ndividusls who uter an &x-
e give Stabemment ko ifi0reflects ther inner state.

I thee current postmode m era whene the expression of keelings i
sought and sceepled [Zembylas, 2005), aspiring lesders have little
dhoice but to endure that the content of their expresions is condistent
with their overall behaviour and prevailing rel e ant norms. For exam-
e, to com nde investors, market analysts and the public of te value
ail her firme’s purpso e dy i nmnov stive blood testing technology, Elizsbeth
Halmes confected her voice, changing it into 2 baritone (Carreyrou,
2018: 98] This tetic was effedivelor her, at lexst for some time. How-
ever, il inconsie ney betwesn ex pres s on and o ther comm et ons of
aspiring leaders is unduly salient, followers are inclined to question
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their integrity and intentions and consequently resist their siem pls B
estallilish xutharity.

Describing - The language o ruth

The desariptive fundion ofl angusge comveys representational ac-
ot af the word. Obsery 3 onal Staements [ &g “you have constantdy
preached sgainst vialence”) are deemed 0o be true in dreumstances
where others report mmpatible descriptions Deseri ptive stateme s
convey duts but cun fxl totrigger responses (i2, be ineffedive) even
when they scairately portray neality. They can be i nmmplete. im pre-
dse, of offered intemns that are insufficiently suggestive for their audi-
ende o ppreciste their content, MEesning or importanoes.

Acauracy and effectivensss of descriptions ane esentd dimensons
o & eomim unicat on that &ims ot suthosty. Althoug h s peaker s may mis-
represent reality o their liste ners. cvmmun ation sbodt specific situ-
ations will not be seoepted if they are not conveyed with some degres
al clarity or il they have no empirical credibility. This nequinement
holds even il some liseners suspend dishelief longer thanathers, espe-
cially whe it i in their i nterest todo sa Religion snd cult leaders do
it escape the 1o ground their claims in epen ene_ They
alten desl with this imperative through climing, for example, that
they are in rel aionships with supermatural beings, perhap supporting
sudh sssertions with swounts of mysticsl experiences [ dresms, visons,
trances_ ete ) Alternativel y, they may deliver visual ‘prook™of their spe-
cial powers, for instance by creating the illusion that they make lame
peaple walk or that they are sbie totum water into wine. If charisma
s inderstoad in the rel giows sende, a3 spellbinding personal feature
of supematural “gift from God™ [ see for instance 1 Corinthisns 12-14)
with which the speaker is endowed, spectaailar displays of these
Kindls are rypical features. of charismatic lesdership.

Arguing - Thelangun geof ausnamy

The argumentitive function of lingusge conoems the articulstion of
P to justifyoonclusions. n the | ang wrge hisrarchy, it sits sbovethe
descriptive function becase it is possible 1o argue sbowt deseri piona
Moreover, because it neesities a degres of representation, an argu-
ment entails description. An argument alio Serves &S an expresion be-
case it i 2 manifestation of 4 person’s internal state The foll cwing
enxarrple i lhumi nates the subordinate slements of 2n argument: “that
you have broken the liw has made it impossible for any govemment
10 leave you at liberry.”

Arguing is the Lingusge of sutonomy becaite Jrguments ane i
means of evahuting communicyt ons nd deter mining their trushwar-
thiness Valid eritical arguments [sdhering to, for example, standand Ar-
istatelian forms ) darily problenms, debunk fall sdes, reveal bixes and
exposelies Oritical thinkers unmudk sutocrats, peudo-expers dvanc-
ineg ressoning based on Gty dats snd others whe, for var ous motives,
see kb0 make Ssues appear unduly complex. Arguing dispels misaon-
€2 prions, protecs apainst and as such suppons amonomy.
Conversely, sbaence or weakness of oritical inguiry leads o confision,
pepchalogical dependenee and witim stely manipulation snd @ntrol
‘When rexson and logic are de-emphasised, arguments cannot be com-
petently asmesed and cpacity for independent judgement is
undermined_ For this rexson, Winston Smith, in Ninseen Fghry-Four
[Crwell, 2008), is ortured until he admits [Le, isconvinced ) that twe
plus twao equals five. After hisordeal, he must defer to higher powers
on consequentisl matters, induding hose conceming the elem entary
application of logicsl principles_ In other wonds, Winston Smith i now
under State control becnse he can nolonge r rexson indep iy,
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intellertusl emanripation, individusl s well 5 olledive In this vein,
Popper (1962, 1996 ) sdvanced that scceptance and cul tvation of argu-
mentand the wides prexd passibility of oritical and probing scrutiny are
the hallmarks aof il in sy and i apen | liberal ) fram
totalitarian societies

Although there sre individusis resdy 1o entertyin their sudience
il U v el iy ke, apitica ilhusi ons and sleights of hand secepted
by gullibl e pertatons others reject claim s that Megic interenes i n nat-
wral affxirs or that reality’s course can be supernaturally alered in fa-
vour of particulsr interests Spedfically, these who argue de focte
provide explanat ons and justifications for the views hey sdvance, lim-
iting their daims towhat can be done and i in pringple replicabile by
others, When provided, suche pl snations dissehe misnderstandings,
o arify amibiguities, enhande the validity of the solution. propased and
thiss suppart suthonty. Such endesvour sctivates the af gumentative
fundation of | angusge.

Lesders and followers benefit from deve loping e r arguing skills
On the ane hand, being 3 strong arguer enables spiring lesders o
oonvince thise they sesk tolesd of the adequacy of their views with-
ot having recourse o lies, obhiscation, deception or mun pulstion.
On the ather hand, bllowers skilled in ar guing see through sttempts
by thise wha want tolesd them tosct in these ways. Mareover, be-
case deseripiive Lingusge is often complicated by the e of meta-
phors, emations] undertones and moral values, valid srgument
clarifies communication and thus enhances or weakens authority.
Why arguments support or undermine suthority becomes clearer
when analysing sdvisory Lunguage.

Advising - The language o autharity

The advisary function, in the langusge hierardhy, is sbove the argu-
ingg Runetion be cxuse justifiestion [ the providing of reasons) is & preneg-
uisite for remmmends tions Lo be scce prable. Even if authority and
rexsoning are inextricably linked, s Friedrich [1963; 126) asserted, ra-
tionality is sufficient bt not necesary © eitablish suthority. Indesd,
when supported by empirically established premises and logic, the
advice-givers parlinee smuines 3 compelling quality that is otherwise
Lacking and becomes suthoritatve in and of itsell. As mentioned, how-
ever, lesders, especially religion ones, frequently aill on mysticl or
transcendenital beliefs to secure their sutherity. Hence, to the extent

that they are Tul, such atvest that there is
mane i suthority than mere rations srgumentation.

I s s where ¢ AL with points al relerence
anel procesds, 16 the, il | agic. narmally

unnecezary. When logical srguments based on empiri cal prem e are
it availale or Gil to envince, however, persusion becomm &3 neces-
sary. Indesd, when the Bsue ot hand has emotional or maral dimen-
siong, when personal inferests sre st stake, or gxin when there are
peersonal relationshi s between speakers and listeners, pune | ogc is fyp-
ically rendered less patent of even irfelevant. In fot, there are cases
wihe re an exdusive reliance on logic i counterproductive in that itis
perceived x5 impersonal and srmogant In these droumstance, siret @a-
tional re smoning i not the vehicle of 3uthority and speakers need to

pindon (known or p ) of the majority of hearers. They
also need to take socount of existing relationships between listeners
sl apeskers, a3 well 3ol how the former peroeive the lamer. |ndesd,
a5 revealed by Shamir et al [1994) thase situations where emation
and moral ations are arucial 4] &l ements
for the manifestation of charsmatic leadership. Thus, when 5peakers
onvince their listeners by using emotions &ither 1o defest or buttres

Autonomy develops from and in wrn supports argument It is
through srgs ng tat individuals become sware of possibilitie <. Indeed,
it is the eritiesl evalustion of sndsions through seruting of their x-
sumptions, premises and rexsoning hat gives rise o il temative hy-
potheses about reality. Suwch processes are the foundations of

they secure suthority.

Whatever theexad situxton, maseryof linguege is crud al to estab-
Tishuing and roteing sutharity from chal lenges of surprise sttacks in
debistes Mot anly must thase seeking sutharity know what 1o sxy
[ie, they should be knowledgealle sbaut matters xt hand), tey mst
also knows hows o sxy it For similar rexsans, cympetence with Linguage
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s the fllowe s best defence becnse it is through Lingusge that they
wiill oounter sttempts 0o xssert domination. Specifically, they can chal-
lenge xupi ring lesders” oomm unicat ons from two disting yetconneaed
angled First, mndent annot be eoerced (1 comply’ does not imply 1
gree”): granting suthority remxins  chode. Dndividual can refuse to
grant suthority in the name of personal independence or soce pt to do
50 in the name of group elfectivensss. One's idiogyneratic prefe rence
for either independence o subimission, that is, between sither presery-
g astonam y of seepting hetennomy, informs sucha chodos | Spillane
& Joullié, 2015). Second, sdvising requires the sdoption of an ethical
perspective | that which justifies the objecive that the advice-giver pro-
podes i meet and the xssociated means to resch it) and the sssocisted
expectation that others share or scept it An example of sdvice where
the ethical perspective is explicitly outlined i the fallowing: “The anly
sohution for you i either to resign and thus disocis te yoursell from
evil, il you feel that the law you are called upon to sdminister is an
el or to inflict the severest penaity, if you believe that the L you
e Seieting to sdiinigter i good”

The value judgement that inderle sdvising sre typieally kept im-
it Aspiring or establ ished lea ders can therefor e be soaused of manip-
ulating their falloveers into sdopting their values under the guise of
asdvising that is, via alangusge of suthority [for 2 discussion on this
theme in 2 mansgerisl context, see Maclegan 2007) Even when this
chuplicity is ot their intention, 25 Spil line [ 1987: 221) notes, the fatre-
mzins that the langusge of sdvice indude s expressions like “should.”
“ought 1o, “in your interes” and others of comparatie meaning Such
Languege i ey confised with 2 langusge of power, espedally when
e party in the rel stionship dormi nates the other within the broder so-
cial arder. It is alo possibie that the values informing the speakers Lin-
guage become outdaied within 2 changing moral context, & aften
happens when there i 2 generational differenoe between speaker and
listeners_ A similar disoonnect arises when speakers and listeners do
ned share the same cultursl badoground. |n such cises listensrs do nat
embrsce the values embeddad in the arg sihsnced by (for
escarmple] the ald ane’ or ‘the foreigner” Ave mies sre this svsilshe 6
listeners to ditmis speskers” sttemps to establish suthority and if
value-based charisma was present, it now disappears. If the lesders
are incumbent rulers of manegers, toeir language kees effectivenss
and their suthority wither In such circimstances, the obedience of
athers, which ied to be vol untary, become s progressive ly invel untary.

Promising - The language of responsibilin

Thee prramissory Runction of L ngusge i ot te apex of Table 13 hier-
archy beciise its soivation incofporates the wilisstion of a1l ather
levels. A promise represents acommitment to engage (of not) inan ac-
tion based upon a recom mend.ation made a0 minimum to oesell. An
exarrple i the follow ng : 11 the course of events should makeit posibie
oy el exse you, | will dosa” Mot sl promises ane of equal vale For in-
stance, thise supported by true deseriptions, sound arguments and -
thoritative recom mendations are prefer dhie to others becnse they are
more likely to be carried out snd bring shoat &xpe ded condequends:
Such considerstion ilhstrate that p o il resspon
hility are overlapping comtructs Howe ver. they e nol $ynonymoud
Sped fically, sutonomry i established in the lingusge of argument; re-
spondbility, that is, the unde rstanding, scceptance and resped of obili-
gations, isexpressed in the lingusge of promises.

Authority is motan end in itsell: it is 2 means to anend. 1nthe case of
lesdership, the surhoriaation granted by followers i, for lesders, a right
10y 0 i certain ways and 4 raandste to comm and. So long s they o x-
thorise, fllowers submit o the leader™s directions These directions
e an abijective, to whidh lesders and fol lowers comimit themssives
It is notewarthy that such an objedive does not need to be specific
and explicit. Indeed, it can remain vague, implicit or both. For example,
emphoye escan foll ow one of their peers md strike to protest insdequate
wiorking conditions even il they have not yet specified their grievance
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el thee imp theesydessi re Wh the seenrio, in lesdership
situstions, the mandate to direc followers | the lesder's sutharity) thus
mvmes with the understmding that the lesders directions will have the
degired effect, other elements remuining equivadentor sufficiendy sim-
ilar. This understanding entxils 2 promise that lesders make and that
Tollowers believe will be delivered upon. However, shoukd leaders ap-
jpear o di stance them sehves from their commitments [for instance by
way of evisive andwers 1o pressing questions conceming what woulkd
happen i plans il | followers would be justified in doubting their
lesder’s rgenda, motives of mpetence and thus in challenging their
suthority. In such circumstances, leadership (if it existed) would be

mmpromised_

Language amndleader power

The thirel [ ane Lest) af this & riicle’s subsredinate o guments cn now
be defended: a lesders povwer derves from use of noble Lingusge The
first step in prosecuting this cise i o recognise that, insofsr &5 lan-
guage use i concerned those who seek power over others have ge-
neric options which can be ordered ona spectrum. Al one extreme of
this continnim, speskers express the meelves sincerely; describesitug-
tions scourately and comprehensively; direct their listeners’ sttention
toweards matters they believe mnsequent sl and expluin why they 5o
believe; use argument and debate to identily remedisl messures;
seek conperation in solving problems and implementing sol utions;
and alfer relevant recommendations which they sllow to be chal-
lenged. Individusk whe use langusge in this way establish their su-
thority through treating their listensrs & their intelatusl sndmaoral
equivalent |n particul ar, they socept without reseny ation the respons -
hility that the power of their authority generstes. Further, they ac-
knowledge the existende of 2 conflict between the individuality and
sl s ion imperatives, in other waords betwesn sutonary and hetei-
onommy. That i, sudh speakers double- down on commitment to the
vahies inderpinning their ar gumens and remind those they dspire to
lead af the responsibility that Nows from deciding to be a follovwer
These individials sre lesders: in Weive r's terimd, they are arehety pal
nioble Linguige s peskers

At the apposite end of the sfbremantioned linguisticspectrum. in-
divichials see king power over others can chodse to employ J ingusge
al insincers expressions, false or bixmed descriptions, “slte mative
ets” lies, deceptions, invalid arguments, skeights of hand or other
uni pul ative techniques. When mnfronted with the comequences
al their communics tons, these speakers shift respons bility by, for
example, denying their previous satements, invoking inte ntionally
il Lo e and ng. of ind nee rely xscribing sgendy to uncontroll sble
events or conspiracies The objedives they pursue are perhaps justi-
fhed, but the means they use tomobilise their listeners are duplici-
tous Fully invoking base Lngusge such individusls have not
secured authority in Friedrich's [ 1963) sense, i 2. & resoned elsbo-
ration. Table 2 applies Weaver's distindion betwesn noble and base
langusge to the Lngusge functions of Table 1

The lingui stic anshyis presented inthis rticke pplies to fllovers i
wel a8 lesders This pointcan be spprecisted trough invaking Kelleys
[1988) conceptionof ol kveership which establishes. two dimensions
First. there i wheter | or not ) fol knwers sdopt an Sctive versus padsie
role. Semnd, there is whether [or not) Tallove s exerd s i ndependent
anel i el thinking. These distinctions all owed Kell ey to identify *eflec-
tive followe rs” [ acive, independent and eritical thinkers |, “sheepish
Tollowers” | passive, dependent, wner el thinkers ) and "aliensed fol-
lowers” [independent and eritical finke rs wha have become prssive)
Courtesy of the thesis presented in the present article, Kelleys behav-
ioural typology can now be amplemented with linguistic & lements.
That is, Kelley's independent and critical thinkers are nobile speakers.
As for Kelley's sliena ed followers. they are noble speakers who have
subrmitted to base spexkers for Leck of an slternative. Further, Kelleys
[1988: 146) observation that lesders and kllowers are ofen the same
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Table 3
Thott a0 o el vk B o Listoovine, vl o gyt i iy i ol vdopetsd o
Lewedl Language fascsion Mot Lascaage conveys B Lasepaage comveys_
5 Fomkgory Respossiliny, coarage. M- e spoacbiling, covea adice.
+ Aduikagy ¥ o o conel; s hertar s,
3 oy Cisigpee; choloes; nezsons Dl dig Markom; Caeues; senees
2 Desctipeve Trs pae chion; Jrncdessts; impuaraliey; comples s s Fa b bood emor; bax prejedics; amipiny: parialing omision
1 Expressine Smceriny; ol siny; e g e xprecdons ILies; obreiy, comce ity ewprestion

people | playing di ferent roles when me mbers of diffe rent groups) il-
hustrates the ubiguitous presence of noble Lngusge DeRue and
Adhiord (2010 643) allered 2 com patible view when they srgued that
lesders and followers mutually ceste their identities in @ntexs
where they rotate feir rmoles_

Twa mnirasting situations illustrate the difference between moble
anad base Languge ininterpersonal power. These examples have been
selemed becase they are from different sod sl and historical conexs
and this establish the generic relevance of this amides thesis_They do
it constitute 4 representative sample of leadership conversations.
Rather, their purpose ismenely to reveal how the conepts analysed in
the previous sedions manikest in anti fuetical foms.

Elizaheth Holrmes® rise and fall

In 2008, aged only 19, Elizabeth Holmes claimed to have devised
arevalutionary technalogy capable of performing crucial tests on
trace quantities of blood S hefounde d The ranoes 6.5 private cor pora-
tian to commercialise her innovation Within 2 lew years, venture
capitalists and ofher private investors sunk over USS700 million
into the initiative. At its peak in 2014, the company empiloyed
about BOO employess and its vl ton was estimated 1o be about
59 bl liosn, reaking it funder the youngesteyer bil lionaire in history
(Johnson, 2015). During this perod. Holmes received widespread
acclxim and was regulary imvited to speak st pulblic or brosdersted
events. One of these was an interview she gave to journalist and
talk show host Charlie Rose, which xired on 3 June 2015 Relevant
excerpis resd thus (Charlie Rose, 2015 ):

Revie: Hart snybody challenged the sdence of what you de, sre there
people wha raise questions and sy, you know, why doesn’t she
show us all this, becnse we feel more @miortable with the re-
sl THial mes: The major b oompanies, yes. ... | Our position on
that is first of 2l we donit think that we nesd to explain oursehes
1 comipetitive commpaniel Rose: Bul you have it protected by patent
and all of that Holmes: Weda |... | Rose: Onthe other hand, theres a
ety o make sure that people understand that what you have
done is truly revolutionary. .| You went o the FDA Hal mes: We
diel |...| And we think that the first plae for that is the FDA Bacase
the FDA will Lake, you know, sometime yasrs o tharoughly review
asystem, & platform, the test data You have to go do prospective
studies You have to ennal all these people. You have the chanes to
wark with them constantly on making sure the data is ight. And
there is nohigher bar than that, no matter how many publications
you do, noone i going tolook at it 25 thomughly s they da |..|
They loak at the integrity of the test in erms of its analytical perfor-
munce. And they look 2t secondly its dinical use so they tell you the
test performs this vey in terms of its scourscy and precision. And
then they say it should be used this way. |... | Rase: And how long
wiill | the FDA'S process] take? Holmes: We've been working on it
T the Lest person wha should be predicting when the FOA clesr-
ance will @ime

Al the beginning of the excerpt, Rode reminds Holmes that some
were cha llenging the validity of her technology [academics, for exam-
ple, had started voicing doubt from February 2015 Holmes does not

respand directly to Roses” questi ons on these matters. Rather, she pivos
and begins talking about twe govemment bodies (the US Patent &
Traderrark Office and the Foad & Drug Adm indstration, an the credibility
ol which s heinsists | to establish te tustworthiness of her d xima. She
s the same apprasch to svedd @mmitting to a date st which olfid sl
approv al of heroom pany's technalogy will be announced. Rose does not
presis Holmes on these paints; infat, it is Rose who mentions regulstary
agendes first, this p g fith &6 whay al
This quesstions. Al ofher times in the interview, Rose himse If answers the
it ans ot s just ke, a5 if he already knew Hol mes” answers. In
ather words, Rise gives the impresion of being comvinesd of the effi-
cadty of Therands® purported reval uionary techmlogy and does not
critically evaluste his guests cliims_ As such, the conve raation is not
oneof rexsoned elsboraton bt serves ondytoestbiish Holmes" suthor -
iity; her 1. angurge sppears noble (and Rite seem: o penoeve it 28 such)
but isin et base It i, howeyer, effective: Rt defe rentisl, absequious
tone throughout the interview makes it plain that the persan really
leading the exchange isnot Rase, but Holmes

After October 20 5, Therants @ me under intense critial soruting.
That month, The Wall Street fourmal published sn srtide clsiming that
thee company was relying on traditional biood testing te chnology in-
stesd af its own, whichwas unrelishle. In April 200 & the UE Seurities

eeived investors and alficials sbout its technalogy and ne vemies [ one of
ithe charges i3 tha Hol mes reporied an inmme of $100 milionin 20014,
wiheress the scual figure wis sbout §100000). this engaging in an

andyears-long fraud (joh AN B)_ As part of these inves-
tigations, Holmes was intermogated by SEC re presentatives in August
207, Duuring her deposition, she wis kiked whether she knew that re-
sulrs of the tests Theranas @nduded with its technel ogy were inseu-
rate. Holmes answered thus [ABC Audia 2020 1927, reproduced
verbatim):

Halmes: My understanding generally i that snyone who is
reviewing the data had a concern sbout the daa domt inchude itin
the report SEC representative: But if some of the resuls came bad
incomect, how da you kinow that the resul & that you did repont wene
o Hodmes: 1 __. | don koo | did not oversee thelsba | trusted
ey team to ke thase decisions

As in the Rose interview, Holmes tried to evade responsibilicy by

questions o other individusls and denying knowledge of
inlicting facts | in her deposition to the SEC, Holmes is reported s sy~
ing 1 don’t know' 661 times). Unkike Rose, however, the SEC represents-
v were ot resdy bo secept Hol mes clun ot e value, repestedy
annfronting her denisls withher own previows public stgements. It s
s wisw prising Dt Hobmes did ot swesed in establishing sutharity
with the SEC eventually se ting with the Commision and sceepling
Py & fine of §500,000, for feiting 19 million s hares of her company sock
and being barred from ho! fpulsic for ten
years [ Robinson, 2018 | Her company, Theranos, cexsed operations ond
September 2018 In separae procesdings, at about the same time,
Hitl s wead indicted for de fra uding patients, doaors and investors.
Her trial i 51 1o stam in the second hall of 2020. She (aces up 1o
20 years incarceration ifound guilty.
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Maoharnides Gandhi's 1922 trial

During his campaign for India’s inde pendence. Mohandas Gandli
wit arrested and trislled on multiple occasions. One such imstance
wveas his 18 March 1922 trial for sedition after viglent riots had folloved
the publicstion of three articles he suthored, even though the texts
contained impassioned calk for nomislent s of non- moperation
with the British rulers. Candhi pleaded guilty to a1l charges levelled
against him. During his trial, he dedared [queted in Tendulkar, 1951
133-138):

1 harve nid destiire wihatsoever 1o concesl from this court te (s that
o presch disaffection towards the e sting system of Govemment
has bemme almosta presion with me || 10is 2 painful duty with
rme but | haveto disdhargs that duty knowing the responsi bili ty that
rests upon my shoulders || It is impossible for me to dissod ate
moysell from the di dhalicl arimes of Chaur Chaura of the mad out-
rxges of Bombay. |.-.| As 2 man of responsibility, 2 man hawing re-
ceived & fxir share of education, |...] | showld have known the
msequences of every one of my sct4 1 know them. | knew that |
vars playing with fire. 1 ran the risk and if 1 was set free | would still
do the same || 1 believe tha | have rendered 2 service to Indiaand
England by shinwing in non-co-operation the way out of the unnat-
ural state in which both are living. In my opinion, non-co-
operation with evilis & mudh 2 duty i is @-operation with goad.
-] Mon-vickenoe implies sulbmision o the penalty for
nin-m-operation with evil | am here, therekone, to invite and submit
cheerfully to the highest penairy that cn be inflicted upon me for
wihat in law is deliberate aime, |... | The only course open to you,
the Judge and the iise ssors, is either to resign your pasts and this
diss04 1 pourseives rom evil il you feel that the Law you e called
updn to sdminiser 5 an evil and that in reslity | am innocent, or B
inflier on me theseverest penalry, il you bel ieve that the syem and
the: L yiou Jre Jrisi sting i sddminiser are good for tee peopleof this
aoumtry, and that oy sctivity i, therefre, injurious to the oom mon
wed

In del ivering his verdict [andemning Gandli to six yexrs of impris-
onment) & few hours luter, the judge responded thus [quoted in
Tenchilkar, 1951: 138-139):

M Gandhd, [... ] it ismy duty to judge yousxs 2 man subjed & the
law, wha by his own sdmission has broken the |aw and commiged
what B an ondinary man must appesr 1o be grave offence sgximt
the state. | danot forget that you have constantly presched agxinst
vindende. |... | Thereare probably few peaple inlndia who do not sin-
cerely regret that youshould have made itimposible for any gov-
emment tolexve you at liberty. |...| if the course of events in India
should make it poasible for the Government 1o redude the period
anel rel eate youu o one will be better plexsed than L

T theei ¢ e Tiange, both Gandhi and his judge treal eadh ather & in-
tellectual equals Each states the fers plainly, makes clear his values,
justifies his sctions by inveking sweh vahoes ex plicitly, provides cogent
arguments and formmlates recom mendstion 58 well 1 inentions. Sig-
nificantly, both the sccused and the judg e e phasi se the importance of
carrying out what they believe i be their duty_ In so doing, they soept
the responsibilities that socrue from teir choices and remind the other
party of theeir res ponsibilities. s esch sees frerm. Mo threstis invalved st
any stage ol the proe=ss Gandhi notably scknowledges thathe cannat
disociste himself from the erimes mmmitted by those who clim o
be his disciples [even though he insistently xsked them to refsin
from such criminality) and the judge scoepts that it is himself [the
jusdge), net the State that he represents, who sentences Candli. Both
AL in the xe y okl 5

Des i e the s iking imibalanes in socisl positions between judge and
defenelant, the excerpt revesls that slthough Gandhi suthorises the
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jushge to pass egal  djudication upon himy an the maor 2l front, Gandhi
emerges & leader and the judge x5 follower. Gandhi argues - and in
his response the judge concedes - that slthaugh a guilty verdict is le-
gally erect, it is morally wrong. Moremver, judge snd sirised cooper-
ate becnse exch party grants suthority to the other in his respective
area aof expertise. If they had not conpersted, the exchange would
have resulted in defiance, contempt, thrests and slmost certainly
ORI

Fraim & langusge use perspeaive the exchangs Gandhi had with his
judge anel the canversaions Holm es had with Rose and the SEC repre-
sentatives have condequentisl differences_ S pecifically, Gandhi and his
judge were both noble sp prameting res ty and seeking
maperation throug hargument, wheness Haolm es offered statements in-
voking predominantly base Lingusge Indesd, Homes spoke mainly in
e af mise pre sentations, imprecision and allusions. In an overall
sende, her rhetoric i well duradersed 58 expressing non-
respand bility.

Gandhi's and Holmes” mnversations revesl another generic differ-
ence betveeen noble and hase langurge, namely the contrasting long
term legacies of esdh form Where 23 Gandhis noble Lainguage has se-
cured his commanding historical stature &5 an archetypal leader,
Hilmes” | eaders hip credent sl are now tamished That is, if her duplic-
ity wias e entive [convinced her listeners) for 2 period it sulse quenty
became grounds for criminal indictment In other words, if hase lan-
guage schieves suthority and thus lesdership it does so only for are-
stricted period This limiotion ko applies to charisma Indeed, for 211
the suxsary force of their value-signalling. &5 Antonakis et 2l (2016,
305) note, “lesders cannat sxy ane thing and do anather_or signal unse-
alizabile sctions, because in the long run they risk losing their credibility
2l here the cha rismatic effec ™

Impilications for leade rship research and education

Filty years 2gn, Fiedler [ 1971: 1) observed that “there are 2l most s
muny definitions of leadership 25 there sre |esdership heories - and
there are slmast a8 many theor ies of lesdership a8 there ane paychalo-
giss warking in the field™ It is unclear if sulbstantisl progress has been
socom plished since. Indeed, lesdershipresearch remaing plagued with

and me thodalogial heterogensity. Among cument prob-
lems in the domin, Antonakis et 5l [ 2016 enumerated particul sy
thomy ones. These inchde undesr or tutological definitions of hasic
constructs, relisnce on mmelsted or moderating varishles s proxies
for mare focal ones and | insolar x5 datageners tonis conemed ) wide-
spread use af surveys which have been revealed B be beset by fsem-
atice rmor in bath their devels prent and 2 pplicat on. One condequence
ol this muls ise is underwhelming overall insight into the phenomenon
aof leadership based on empirical research and an ssocisted paudty of
compelling and convincingly ested hypotheses |exeptions exist,
such a8 Meslee, Curseu & Fodar  2020) and Flynn and Staw (2004)).
From 4 practical stndpoint such Lk of clarity @neming causal pra-
cegses has msde it difficult to know how i go sbou lesdership devel-
apment [ although, sgain, exce pions exist e g Dvir, Eden, Avolia, &
Shamir, AW )

The conceptusl P and in this aride
give rise togenuinel y new research and pedegogicsl sgendss foousing
an the prasedlogy of lesders and followe rs in their capacity 23 4 peakers
Mareaver, a focis on Lingusge provides exogenous and verifisble data,
independent of whether | esders hip obta s [ thus svei ding confirmston
b 2% canvied by an indtia] artificisl sampling restriction)) Indesd, s this
article shoves, by studying the Lingus ge of speakers and liseners in is
onExt, it i possible to xsses the degres to which esch panty propoases
and responds 1o soairate of bisse d deson ptions, valid or invalid argu-
ments and justified orunjustified sdvice Insalar x5 sdvice giving i con-
cermed, analysis of langusge uwie ensbles conchisions show whe ther
& coundel supports suthority, promotes personal respondibility and
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uhtimately establishes voluntary obedience. By contrast, analyses of
speakers emotions, intentions or sbsiraa conceptions of @mmunics-
i styles e tubrly re i e that resesrehers i nbarpret dsts fut kre im-
plicitor the presence af which tey mustinfer S pecifica ly, when thess
Kkinds of indirealy indexed slements are estblished & fbal oot
st levels o interpr etition are required : detr mining whether dets sre
present and demding their meaning.

Stuies locising on whether the |angurge wsed by lesders and fal-
lowers i noble of base canbe mnduaed using cxe suly methadalogy,
ind uding historical conent. Pseudo-lsborstory studies [ie., field or nat-
ur &l experi ments ) ane alio possible, for instance by asking subjects o as-
s the degres B which sctors in lesdership and fallowership rals
ensct voluntary or involintary shedience. Hypotheses to be tested
using such promeoks would embrace inquiries into whether nobile (or
biie) Languag e use i assoaded with spaskers’ and listeners” ather omng-
nitive shilities and whether their wonds and phrsseology mader ste
arganiaxtion | perfrmance. In 2 similer vein, the degres of alignment
e tween |anguege wse forms of speakers and listeners from culturally
clisg inei Lot background 4, e pedally during the sutharity eom bhishment
phase of their relationship, will likely provide developmental insight
into the phenomenon of lesdership

As nited, speachoften has simultneously nobde and hase slements,
setivaed 5t various level of the linguistic hierachy. A ‘noble linguge
scale” assessing the deployment of these levels woulkd yiek data sbout
the effectivensss of speaskers and listeners seeking o generate and
raxintyin & relstionship based on mitharity. Such & scale would e
the extent o which deseriptions can be received &5 true, Arguments
valid and recomm endations suthoritative 23 well x5 whether speakers
promote snd sopl personsl responsibility [ for both themsshes snd
their interlocutors). To be relishle. such rsesment should not be
made on Short excerpts (a8 wis done with this anicle’s examples) but
winikd require lengthier exchangss. Future inquiry inte this tepic
ol placs emphasis on creating & rationale for & threshald proportion
ol descri pions, arguments, pieces of sdvice and prom ise s required o
estabilish & langusge &5 noble (o base)

This srticle has srgued that & lasder’s ntharity i 3mmdse grented
Iy lollowers to direct them, associated with the | perhaps implicit)
prowmise that e lesder direct ons will have, ceteris paribis, o desined
effect When distinet from fommal power rels fonships, lesdership thas
redts on mutial belisfs, perceptions and i nform al obligations between
leaders and followers_ Sucha perspecive implies that leadership entails
what Roussea [1989) identified 25 2 paychol agicsl contra o Hereinlies
& mew line of inquiry for scholers_ Indeed st the time of writing
Roussean’s conception of a psychalogical contract hasnot been wellem-
nsced by beadder ship researchers

When basdership schalirs turm their sention 1o i mpresion man-
aperment (the means by which individusls stempt 1o influence peroep-
tians of people or evenss |, they afen unduly restriet the sape of their
investigationa Spedfically, they typically focus only on partiolar cises
il lesde rahip without & eompel ling rationsle for making their selection.
For instance, Sosik, Avolia, and Jung [2002) examined the antribution
al impression 1o the eircumstancs of charismatic |esder-
ship, Rezell snd Gundersen [ 208 ) investigated in role in amall group
leadership and Aggarwal and Krishnan [2013) studied its moderating
effects in what they labelled transformational leadership The thesis
presented in this article widens he smpe of 2uch i mve stigations insal s
&5t argues that the e functons of | ang usge establish suthosity and
thais leaddership gener ally, but doss not ehicdste how such fundions s-
4L im presgion management. Forexample, ina generic dense, inam-
plete descriptions shape perception. Furthermaore, once kgxin in 4
general sene, bixned advice influences socisl i nleraction.

Lesdership training programmes arise from the famewaork pro-
posed inthis artide_Such programmes woukl be rel evant notondy i as-
|piring leaders but also to those responding to comm unications from
the ir woukl-be or nominally designated lasde rs. Indesd, the sbility of
people to speak and reply in terms that others find mesningful and
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propase reasonable elaborations varies. Further, such a capadty is not
fized for individuals; it can develop, but it can sbo wane Based on the
aig B d, it is pessible to msess whether individusl
speak in noble or base | anguage and thus whether theysesk o establish
authority of impose the power they poisess Together with critieal
thinking development programmes [eg. Lovelsce, Eggers, & Dyck,
2016) and persuasion resist nce initixtives (eg, Sagarin, Cialding, Rice,
& Sema, AW02), swareness rasing of and training in application of
nable Langusge will enhance the sophistication of these grappling
with lesdershifs prsctical sspecta Such training will sl dssist thise
atrisk af Ll ling prey to bullying and harxssment underthe guiseof lesd-
ership. Heowever , aritical evalustion of communications i i mpaired by
impredse ngisge sene of morsl refements and | elitedly ) gmo-
rance of the worlds historical andinellectual foundations. In this re-
gard, given the curtent attsds onliberal ans curricula within Western
universitien, it i relevant 1o paint ol that lesde rehip sl Tallowership
eV elopment PROSTA e are indompete wi touwt i i fes oourses.
generally and these xldresing phil ssophy spedfically [ Joulli&, 2015

Oonchision

Mschinvelli | 1995 ) famoudy discimsed howa prince abism power
through fonce_ threst manipulstion of deception. As compelling x he i
ey reael, he ondy wdd part of the story, Indeed, this article has Lid out 2
e oonerming how i nlerpersonal power i secured without resorting
o Machisvell 3 mesnd 1n s natshel], the cde it o the etent that
lesseers e it bs Vashuntary obedie nce, & lesder power i3 suthor sed
by e o wihom it applies. A3 such, any relationship that involves in-
vl untary abediend isnot one of lesdership

Acoording to Friedrich 1963, 1972), suthority is capacityfor rexion-
aibile elaboration, 2 quality of 2 communication by virue of whichsuch
mmunication i sceptable In this seme,  lesder™s power i cndi-
tional on and limited by the @ncesion of suthority granted by fal-
loweers. Hence, leadership is best understood a5 not flowing from
i cular individuals, but rather s 4 relationship grounded in suthar-
ity. Acenrding te Spill ane | 1987 |, suthority is conveyed in s sory Lan-
gurge, a function that entsils, in one form or another, rexsoning,
deseription and expression. Wherexs no prescriplion guarinies a
languiges efectivensss, Wesver (1970, 1985) made 2 compelling
carge that there are wis D delineste bige from noble lingusge Specif-
ically, the former involves imsincerity, jargon, intimidstion, deception
anel noon-respansibility, the Latter sincerity, true desod pions, sound res-
soming and responaibility. Given that sitharity 28 5 soure of power i
cnmveyed in nobl e Lsngusgs. base spexkers 2 5pring o | asders i p are in-
dined to appesr noble. However, suthor taran power figures are not
ahoritstive In fat_ they do not posses suthority, slthough some pre-
tend that they da. Thatis, e ‘suthor Larian lesder [ &noxymoronic yet
populsr charscterin literatune) is nota lesder, but someone who has ob-
tained & pesition af instingiondied power Baie speskers - when they
assiiine the roleols listener - uneritically sooept the L ngusge of uter -
itarians and grant o them suthority bt noblespeskers - when they xs-
sume the mle of 2 listener - do 5o reluctantly, typically for Lk of an
slternative However, ks Wesver [ 1985) nated, slthough bse lingusge
can be effective, especially when direded o listeners who are them-
gelves hase speakers, the difference betwesn noble and base language
does mater. ndeed, the sltermaive tol esdership i not the shaence of
lexdership. Rather, it is author trianism

T woork pl sce=s. and ebsewhere, thise in positions of power typically
derive mich of their seli-imege from being viewed & cxpable human
e g &8 opposed 1o mere incumbents Acordingly, they are inclined
o believe that they are being obeyed because they are leaders and not
by virtue af their mundane capacity to enfore obedience 1§ having
the peawer to enfor e obediende were enoughto be alasder, suthorts -
i manurgers could cluim the status. Simil arly,if 2 leader, 25 dee Latin et-
ymalagy of the temm implies, was anyone “who takes |people) on 2
journey” (Adler & Gundersen, 2007: 158), then bus drivers would s
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qquaify. Coneeiving of | eadershi p & arelationship g r ity
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THE LANGUAGE OF EXECUTIVE COACHING: A DEVELOPMENTAL FRAMEWORK

Abstract

Although the practice of executive coaching has received sustained attention in literature, no
theoretical framework exists to guide the language of conversations which aims to improve
executive performance. This arficle addresses this omussion Followmg Richard Weaver, it
resurrects an ancient distmetion between noble and base langnage and combines this distinction
with a lingmstic nerarchy. Noble lanpuage culminates in and gives voice to optmal executive
performance; as such it is the ideal language of executive coaching. Contributions to theory
and research, practical and educational implications, and a call to action are outlined.

Although no consensual definibion exists, coaching within an orgamsational context typically
refers to a structured, short to medium-term relationship between two individuals aiming at the
professional development of one of them, as ndexed by improvement in work performance
(Athanasopoulou & Dopson, 2018; De Haan, Bertie, Day & Sills, 2010; De Haan, 2008; Stern,
2008; Kilburg, 2008; Feldman & Lankau, 2003). Taking place between peers, supervisor and
subordinate (sometimes as part of performance appraisal) or an executive and a consultant,
coaching has become over recent decades a mammstream alternative to management
development programmes based on formal or traditional-style education (Parker, Hall & Kram,
2008). In the twenty-first century, in its various forms, coaching has come of age as a serious
and extensively resourced facet of organisational Life. As such, it is embraced by tens of

thousands of professionals thronghout the world (ICFE, 2012; Amstrong, 2011: 183).

The development of executive coaching as an organisational activity and industry has been
accompanied by a growth of literature on the subject. However, until the mid-2000s, this
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corpus, becanse it had its origins in management consultancy, training and development, was
mostly practiioner-cnentated. For example, there are handbooks that delineate the respective
roles of coach and coached (Kilburg & Dietrich, 2008; Downey, 1999), cutline techmigques to
manage their relationship (Clatterbuck & Megginson, 2005; Stober & Grant, 2006) and offer
action guides to maximuse learming (De Haan & Burger. 2003). Manuals which descrnibe
methods to approach, structure and intervention in coaching comversations have also been
authored, mostly by management consultants (Palmer & Whybrow, 2007; De Haan & Burger,
2005; Kilburg, 2000; Clutterbuck, 1985).

Research-based contributions to coaching have mmltiplied over the last fifteen years
(Kampa-Kokesch & Anderson, 2001). During this period, scholars have sought to establish the
benefits of coaching (Athanasopoulon & Dopson, 2018; Parker, Hall & Kram, 2008; Boyatzis,
South & Blaize, 2006), mvestigated feedback mechanisms and application protocols
(Hooijberg & Lane, 2009; Mirvis, 2008) and delineated elements of successful executive
coaching initiatives (De Haan, Bertie, Day & Sills, 2010). Other researchers have mapped out
the structure and likely fiture of the ‘coaching industry.” as well as its relafionship with
psychological professional associations (Segers, Vloeberghs, Hendericks & Inceoglu, 2011;
Palmer & Whybrow, 2005).

Conjecture about coaching has often been grounded in psychological theory, specifically
theory addressing psychotherapeutic intervention. For instance, drawing on parallels between
coaching and the broader notion of counselling (McKenna & Davis, 2009; Hart, Blattner &
Leipsic, 2001), authors have produced and defended models and techmigques based on clinical
intercession (Passmore, Peterson & Frewe, 2016; Palmer & Whybrow, 2007; Peltier, 2001).
Theoretical analyses of developmental practices focusing on the betterment of indivadual
employees, such as mentoring and career counselling, are also available (Passmore, 2007;
Bozeman & Feeney, 2007; Bachkirova & Cox, 2004; Kram, 1985). Despite such research
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effort, the psychosocial processes which mediate employee development remain unexplained
(Mamuti ef al. 2015; Levy & Williams, 2004; Jacobs & Washington, 2003).

Executive coaching, as a distinct sub-discipline of general coaching, has been neglected by
scholars, at least in relative terms. Specifically, while there is a degree of consensus that
executive coaching 1s beneficial, authors such as De Haan and Duckworth (2013: 12) have
observed that there 15 little agreement about what exactly its advantages are and how these
should be assessed. Athanasopoulou and Dopson (2018: 70) summarised the sitwation. They
note, in their meta-analysis of 110 executive coaching studies, that researchers have mosthy
concluded that such speciahised sessions are often effective but did not discuss how and why
this 1s se. It is noteworthy that the relative neglect of executive coaching has been a concem
for several decades. Indeed Feldman & Lankaw's (2003: 843) view that theoretical
contributions have not kept pace with advances in the practitioner literature was mere context
for their more pomted comment that theonsts have been unable to open the “black box”™ of
executive coaching.

The relative dearth of theoretical contributions concerning the process of executive coaching
is only one element of a wider and related body of scholarly oversight, that which concems
whether and how managers leam cutside the classroom. Such neglect has been influenced by
two infertwined conceptions. First, the existence of management education rests on the
assumption that there exists a body of knowledge without which the practice of management
15 impaired (Joullié & Gould, in-press; Joullié, 2016: 176). Second, the existence of tertiary-
level management gualifications, on the basis of which graduates are hired for jumicr
managenal roles, presupposes that acquisition of such a corpus occurs at umiversity and not
elsewhere. This latter contention implies that independent executive coaches are somewhat
illegitimate competitors to university-based manapement educators. It alse dimimishes the

muportance of managenial lifelong learing and (to the extent that it acknowledges its existence)
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does not distimgmsh it from formal (Le. university-based) executive education. That such
relegation has taken place is evidenced by the scarcity of contmbutions m AMLE and
comparable elite journals exploring, in a focused way, continuous managerial leaming and
development beyond those investizating the aims, content and design of formalised executive
education programs (Biichel & Antunes, 2007). By contrast, lifelong leaming and education,
as more general objects of analytic interest, have long received scholarly attention, be it in the
form of dedicated joumals (the Infernational Jowrnal of Lifelong Education) or standalone
contributions (Tuijnman & Boestrém, 2002).

The purpose of this article is to peer inte the “black box™ of executive coaching and. in so
doing, to resmmect scholarly interest in the process by which managers lean and develop
outside the classroom (but with the support and gmdance of a coach). The starting point for
this endeavour 1s the executive coaching conversation. Indeed, this exchange forms a crucial
element of the coaching relationship because words and phraseclogy form the medium that
delivers — or does not — the intended development that is the raison d°étre of that relationship.
This perspective, which de-emphasises notions of therapy or clinical infervention, is congent
with that of leading executive coaching scholars. For example, Stern (2008: 34ff) views
executive coaching as a dual effort and privileged relationship aimed at developing, through
exchanges and dialogues, executives as competent professionals while also helpmg them
achieve busmess-related results. Simmlarty, Kilburg (2008: 23-28) argues that, when executives
and their coaches meet, they talk about problems and conflicts within the entities employing
the executives, possible solutions, as well as other measures meant to improve the executives”
workplace performance (in this sentence, the operative words are “talk about™). Stemn’s and
Kilburg's orientations towards executive coaching provide context for and thus are compatible
with the approach presented here. As a further point of context, it is noteworthy that coaching
sessions and their outcomes can be documented in writing, but such documenting activity does
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not form the substance of what is occurring. Father (and to repeat), it is by way of conversation

that coaches facilitate executive performance improvement.

A concemn for comversation as a developmental tool is not am entirely new area of
scholarship. For instance, the effect of talking on workplace collaboration is focal in Hardy,
Lawrence and Grant (2003) as well as Lawrence, Phillip and Hardy (1999). Furthermore, other
researchers have examined the role of language as a means of effecting organised action
(Heracleous & Bamrett, 2001; Ford & Ford, 1995). However, there is a paucity in literature of
more focused theory comceming the role conversations play in assisting executives grow
professionally and more specifically, improving the efficacy of executive coaching.

The theoretical contribution of this article takes the form of a linguistic framework. It is
argued that the application of this framework enables executives and their coaches to identify
behavioural deficiencies, evaluate remedial or developmental avennes and commit responsibly
to enacting them This framework rests on a distinction between noble and base langnage which
is presented and defended in the following section Examples of conversations found in
literature illistrate how the framework applies in practice (these conversations are quoted in
snippets in the text and are reproduced almost in full in an appendix). The article’s later sections
adumbrate research, practical and educational implications of the framework defended here,
summarising such mplications in the form of a call to action to relevant parties.

This article’s framework, according to the view advanced by Bishop (2000), qualifies as a
normative theory about how executive coaches should speak. Specifically, as per Bishop’s
conception, a normative theory has seven characteristics. Namely, it (1) recommends values
and (2} identifies the grounds for accepting them. It specifies (3) decision-making protocols for
those who accept the theory and determines (4) to whom the theory applies and (3) whose
mterests it considers. Finally, a normative theory outlines (6) the scope of its application and

(7} the legal and regulatory structures that are required to support it. The framework presented
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in this article meets each of these criteria. Indeed, it is contextualised by the conversation
between an executive and a coach where the goal is to mmprove the executive’s professional
performance (Bishop’s criteria 4, 5 and 6). Such an effort is either mandated by an employer
or independently sought (critenion 7). Insofar as criteria 1 to 3 are concemed, the following
sections indicate why and how these are met.

Noble and base langnage

The 1dea that language has beneficial or detnmental but, in any case, powerful effects on those
to whom it is directed is an ancient one. It was put forward by philosophers like Gorgias and
Plato who msisted that when knowledge is dispensed orally, 1t is the responsibility of those
who deliver it to ensure its beneficial effects on thoze who recerve 1t (Crick 2014: 68; Plato
1970: 289). Aristotle (1997: 10) called katharsis language that clarifies the intellect and purges
those who hear 1t of emotions which undermime human existence, such as fear and pity.
Executive coaching, to the extent that it is an oral exercise, is subject to this principle. Indeed,
the language it mvokes must lead to productive consequences, that 1s, must coninbute to
performance improvement and more broadly to employee development.

Building on the distinction outlimed by Plato and Aristotle, Weaver (1985 3-26) delineated
two types of langnage, noble and base. He argued that noble langnage encourages those to
whom it is directed to speak clearly, think crtically and make responsible choices. In the
parlance of Plato and his disciples, noble speakers seek to strengthen the willpower of, and
promote self-control m, their listeners. Achieving these objectives entails identifying and
clanifying ambigmty, as well as replacing destmuctive beliefs with constructive and self-
promoting omes. Overall, noble speakers empower their listeners by showing them better
versions of themselves (Weaver, 19835: 25). An example of such parlance would be the coach
who magnanimously acknowledges an insightfil suggestion that is being discussed with an
executive using a phrase such as “this idea came from youw, not from me.”
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In contrast to noble language, base language undermines personal courage and erodes hiberty
and dignity. Base speakers “work against the true understanding of [their] listeners [whom they
seek to keep] in a state of pupillage [...] by never permittmg am honest examination of
alternatives™ (Weaver, 1985: 11-12). They achieve this by exaggerating problems to elicit
feelings of despair and by contextualising advice in a milisy of mrepressible, mostly hostile
forces. Base speakers use words and phraseclogy that consolidate their control over those who
listen to them. An example would be a manager who asserts to a colleague in need of guidance
“your boss can be a real jerk! I am glad I do not work for him Do not listen to him. Here is

what I would do...

Weaver's preoccupation concerned the effect of langnage on buman affars and wellbemg.
He conceived of such effects as substantive yet largely overlooked. His analysis addresses
dialogue, persuasion and moral conduct. This broad emphasis did not allow him to formulate
precise, unambiguous critenia with which to delineate noble from base language in specific
situations. However, in the present context — that of executive coaching and in particular the
pragmatic requirement for performance improvement — a more detailed exposition than Weaver
offered is possible.

As the planners, persuaders and ultimately the tone-setters of organisations, executives have
little choice but to be sensitive to and have mastery of language’'s effects on those to whom it
is directed (a point not often made in management development literatore). In this sense, they
operate at their best when they take advantage of its full repertoire. The same is true for those
who coach them, because simply to highlicht people’s performance shortcomings and msist
that they improve (as base speakers often do when they seek to dominate their listeners) is to
hinder professional development. Indeed, disproportionately emphasising performance deficits
in feedback sessions undermines their worth because it breeds instinctive defensiveness and

creates an umnecessanly adversarial dimension to a relationship (Crawshaw, 2010]).
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Furthermore, appraising and passing judgement on someone’s performance assumes that the
appraiser 1s techmically or psychologically superior to the appraised. Such circumstances of
psychological inferiority are exacerbated when recommendations (or directions) that are
intended to improve performance follow an instance of appraisal: when improvement
recommendations are made, those to whom they are directed are implicitly deemed incapable
of identifying and proposing solutions of their own. Should psycholegical dependence and
inferionity become internalised by the concened executive, performance deficiencies will
hkely contmue or worsen. Comversely, execufive effechveness requires a degree of
independence of judgement and a measure of autcnomy mn decision-making; these constructs
are precisely what noble language seeks to promote.

In summary, if one accepts that executive performance requires high-level judgement and
responsible autonomy in decision-making (Long, 2013; Church, 1997), noble language can be
redefined as a parlance that mculcates and reinforces development in these areas and base
language as one that does not. This delineation is compatible with Weaver's characterisation of
noble language as that which provides those to whom it 15 directed with better versions of
themselves: namely, in the present case, versions in which executives appear as responsible,
competent, mdependent and autonomouns decision-makers. It is worth reiterating here that
language plays a central role in the discharge of executive duties. Specifically, compared with
other kinds of orgamisational actors, which have procedural-related tasks and responsibilities,
the execufive fumction is essenfially declarative. It cannot be adequately fulfilled without
language sophistication. In this sense, the executive coaching relationship is an ideal facet of
orgamsational hife for road-testing the framework to be presented

How to outline better versions of executives, that is, how to leam and practise noble

language (and to recognise and aveid base language) in the context of an execufive coaching
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conversation, are matters to which the remainder of this article is dedicated. A short venture
mio lngmstics 15 necessary before these 1ssues can be addressed.

Langunage functions and values

Language comprses fimctions, which linguists have attempted to delineate. For instance,
Biihler (2011 [1934]) proposed three fimctions: the expressive, which consists of an outward
display of an inmer state; the signalling, which aims to elicit a reaction from others, and the
descnptive, which conveys detail about the way things are perceived Bithler further argued
that these three functions exist in a hierarchy because signalling entails expression and
describing entails both expression and sigmalling. Furthermore, each function takes one of two
possible antithetical values. Specifically, (self-)expression is either revealing or concealing,
signalling effective or ineffective, and description true or false.

Popper (1996: 295) augmented Biihler's hierarchy through proposing the argumentative
fimction of language. For Popper, an argument serves as an expression, in that it is a sign of a
person’s infernal state. It is also a signal msofar as it provekes a response from those who
consider it. When it is about something or someone, an argument 1s descriptive. Finally, there
15 the argumentative function proper, the giving of reasons for holding a particular view.

In proposing a third iteration of Biihler's conception, Spillane (1987) added two functions
to Popper's conceptualisation: the adwvisory and promissory. In this reformulation,
recommendations require reasons and hence advising entails argumentation. Furthermore,
statements of the type *you should" (advice) presuppose “you can’ (description), establishing
description as subordinate to advising. Finally, infentions or promises rest on recommendations
{*Twill" mplies T should™). Table 1 summarises the complete proposed hierarchy and provides
detail about its levels, their content and possible values (for the sake of simplification, the
signalling fimction has been merged with the descriptive function).
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As with Bithler's and Popper’s, in this article’s hierarchy, lanpuage functions are rank-
ordered according to the pnneiple of logical entailment. In the current context, this axiom states
that speakers cannot operate at a given level of the linguistic hierarchy without simultanecushy
activating (1f impheitly) subordinate levels. Furthermore, m a two-party oral exchange, each
protagonist manifests an ornentation with respect to the two values these fimctions take, that s,
instantiates the language functions in one or the other of their binary forms. These onentations
do not necessarily align. For example, a coach may say “You missed our meefing yesterday’
(true descnptive statement), to which the coached may disingenmously respond “Yes, but I
didn’t know we had one’ (false descriptive statement).

(insert Table 1 about here)

As was done for the discussion on noble versus base language, the exemplars provided m
the following paragraphs, which sequentially discuss elements of the langnage fimction
hierarchy, are extracted (or slightly adapted from) two confrasting comversations found in
MeNamara (2011) and reproduced in an appendix.

Expressing — the language of feelings

The expressive fimction of language 15 placed at the lowest level of the hierarchy m Table
1 because it is the most primitive form of language. Expressive language is also the least
regulated by linguistic conventions since shouts (e.g., “ouch!”) are exemplars. Expressive
statements volce inner states such as feelings. They are either revealing (sincere) or concealing
(insincere), but this status cannot be ascertained by external observers. Indeed. only the
individual who utters an expressive statement (“talking to him makes me feel worse”) knows if
it corresponds to his inner state.

In an era that emphasises the importance of soft skills in managenial performance and
general employability (Ritter, Small, Mortimer & Doll, 2018; Heckman & Kautz, 2012;

236



=R R S B R ]

RPN e SRS M MR N Y BEERRREN

Academy of Management Learning & Education

Semadar, Robms & Femns, 2006), the expressive fimction of language has become a focus for
those concerned about employee and organisational development. For example, Frederickson
{2003) and Lindebaum and Jordan (2012) hold that the display of emotion and giving voice to
feelings enhance other facets of commumication. In the same vein, the “critical moments” of
coaching identified m De Haan, Bertie, Day & Sills (2010) typically include an expressive
component. Despite such purported benefits, coaches who overemphasise expression, for
imstance by encouraging those they coach to talk about their feelings, commut themselves to
working with statements the truth statns of which they cammot ascertain and with which they
cannot argue. As such, by seeing language primarily as a vehicle for expressing feelings, these
coaches dininish the roles of its higher fimctions. In so doing, they de-emphasise that, through
language, individuals utter true and false descriptive statements, provide good or poor reasons
for a proposed action, and make responsible or iresponsible promises. Catharsis, in modem
parlance the release of pentup emotion, is not the same as Anstotle’s kotharsis (the
recrganising of beliefs by persuasion and argument).
Describing — the language of truth

The descriptive function of language is concerned with conveying representational accounts
of the world. Observational statements (e.g., “we have worked together for years™) are either
tmee or false, depending on whether other observers report compatible descriptions. Further,
descnptive statements, by virtue of being about representation. comvey data. Their objective 13
often to elicit action from those to whom they are directed. However, descniptions can fail to
convey meaning and trigger responses (Le., be meffective signals) even when they are true.
Indeed, they can be incomplete, imprecise, or offered in terms that are not suggestive enough
for their audience to evaluate their content and relevance (e.g.: ‘T have a time management
problem’). Put in terms of information processing theory, data (words sequenced according to

syntactic and grammatical conventions) do not mewvitably convert to information, nor
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information to knowledge, even though such conversions are typically intended (Lachman,
Lachman & Butterfield, 2015).

Truthfulness and effectiveness of descriptions are crucial dimensions of executive coaching.
Communications about performance deficiencies are often not accepted and acted upon if
offered in meomplete or inaccurate terms. When such circumstances exist, missives may even
be interpreted as attempts to manipulate. When communications are conveyed unclearty (and
the reality of what they were meant to highlight is subsequently recognised by the party being
coached), such dysfunction 15 hiable to being re-interpreted posi-hoc as coaching incompetence.
Coaches responsible for such a parlance inevitably struggle to maimtain credibality.

Arguing — the language of autonomy

The argumentative fimction of language concemns the articulation of reasons to justify
conclusions. In the hierarchy, it comes after the descriptive fimction becanse it is possible to
argue about descriptions but not about feelings. As noted. an argument serves as an expression
as 1t mdexes an mfernal state. Insofar as it 15 about somethimg or somecne, an argument 13
descnptive. It also acts as a signal since it typically elicits an interlocutor’s response. Moreover,
arguments require, or at least imply. description. Finally, there is the argumentative fimction
proper, the giving of reasons for holding a particular view: "My boss owes me some advice —
that is his job.®

Arpuing is the language of autonomy because arguments emable people to evaluate
commmications and decide whether utterances can be trusted (Cattani, 2008). Valid critical
arguments clarify problems, debunk fallacies. challenge experts and expose untruths. Critical
thinkers unmask autocrats and those who seek to make 1ssues appear unduly difficult or

obfuscate to mislead and control. As such, arguing disabuses one of misconceptions and
protects agamst mampulation. It is through argument (debate about conclusions through critical
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evaluation of their assumptions, premises and supporting reasoning) that options for action are
expanded and elaborated.

Executives benefit from developing arguing skill Whereas descriptive language is often
complicated by metaphors and other ambiguities, argument is the wvehicle for reasoned
elaboration and therefore the basis of managerial authority (Spillane & Joullié, 2015). Being a
strong arguer enables one to convince others of the menit of a course of action or the reality of
a situation without having recourse to obfuscation, manipulation or coercion. Moreover, those
skilled n arguing see through attempts on the part of external consultants, peers or subordinates
to act m these ways. More generally, consultants, executives and subordmates find, m
presenting and evaluating arguments, an mmplicitly agreed-upon intellectual scaffolding to
concerve of and appraise new 1deas and solutions. Execufives seeking to lift their game should
welcome argumentative peers and sobordinates becamse intellectnal confrontation forces a
speaker to defend and (i so doing) sharpens views and ulbmately improves decision-making.
Advising — the language of authority

In the lingmistic hierarchy, advising sits above arguing because justifications need to be
provided for recommendations to be accepted. Although justifications can take the form of
appeals to reputed specialists (for example, i the context of a medical consultation), in most
cases arguments are Tequired to support recommendations. Indeed, even recognised experts
typically offer a threshold degree of rationale and argument to buttress their views and increase
the likelihood that their advice is understood, accepted and willingly embraced. If asked and
conditions permitting, they state and elaborate reasons justifying their advice. According to
Frnednch (1963: 269), the directive or mstructiomal component of a compmmication 13
authoritative when it is accompanied by ‘reasoned elaboration.” When reasoned elaboration is
absent, that 15, when advice 15 forced onto the listener without dialogue (e.g. “go hure another

employee — just do #!7), Tecommendations' default to being orders. In such cases, the
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conversation ceases to be authoritative and does not promote cooperation. Rather, it is better
characterised as an exchange in which one party seeks authoritarian control.

When executive coaching is conducted as part of performance appraisal, advising is beset
by two distmet difficulties, each of which, for reasons to be explamed, have special import m
the executive coaching context. The first stems from the power imbalance that exists between
appraiser and appraised. Such an asymmetry undermines offers to cooperate because 1t makes
authoritative advice sound like authomtaman direction. Additionally, advising rests om the
mplicit acceptance of an ethical perspective by those bemg advised. An example of an ethical
message embedded in a seemingly neutral advice would be: ‘hire someone else who will work
harder for you; we need to get nd of dead wood here’ (implying that employees who do not
appear to work sufficiently hard are without valoe and should be dismissed). Executives as
coaches can thus be tempted to coerce or manipulate their subordinates into adopting moral
values via a language of authority (Maclagan, 2007). Even when this is not their infention, the
fact remains that the language of advice is based on 'should’, "ought to' and expressions of
comparable meaning. As such, it can be confiised with (or used as a substitute for) a language

of power, especially when one party in the conversation 1s subordmate to the other.

The second difficulty that imdermines advising is a general one, but of special relevance
within the executive coaching context: people seeking or giving advice are not disinterested
agents. Specifically, some advice-seekers desire to be relieved of their responsibilities. For
example, a bank executive asking his coach for help when negotiating the terms of a
complicated corporate loan is, In a sense, asking for the advice-giver to take over as negotiator.
The intentions of advisers are equally ambiguous, for they can advance their personal interests
under the guise of helping the advice-seeker. These suspicions are especially thomy when it
comes to executive coaching, where, compared with other coaching scenanios, understanding
who ultimately benefits from the process 1s often not straightforward. Such convelution and
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opaqueness have been explored under the auspices of misaligned interests of parties in the
owner-manager and employment relatonships and received analytic attention from both
agency theomsts and industrial seciologists (Kochan 1998 & 2007; Braverman 1998; Fox
1974). More specifically, when an executive coaches a peer from the same entity, there are
typically conflicts ansing from the hidden (and not so hidden) agendas occasioned by the
competitive and typically hostile dynamics of mternal labour markets.

Executives facing coaches who are pressing moral views or advancing their own agendas
possess the tactical option of redirecting the conversation toward immediate, pragmatic
concerns through descriptive language. Coaches confronted with executives asking msistently
for advice (cf Hooyberg & Lane, 2009) can default to descriptions of problems and their
possible solutions and (in adopting such a mode) eventually require that those they advise
choose for themselves possible remedies. An example of this kind of redirection 1s an executive
who says “What else am I going to do about this problem?”, to which the coach replies "Tell
me more. How did you conclude you have this problem?’ In either case, parties mmst remember
that organisational success is assessed using practical critena. In this sense, even when they are
agents for the employer, coaches have alipned interests with those they advise.

Promising — the language of responsibility

The promissory language fimction is at the apex of Table 1°s hierarchy because its activation
mcorporates sinmultaneous utilisation of each of the other subordinate levels (as per the
aforementioned principle of logical entailment). A promise represents a commitment to engage
{or not) n a course of action, based upon a recommendation that one has — at a minimum —

made to oneself Not all promises are equivalently credible. Indeed, those supported by true
descriptions, sound arguments and authontative recommendations are preferable to others

because they are more likely to be camied out and to bring about expected consequences.
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Promusing, autonomy and responsibility are overlapping constructs. Autonomy is fought
and gained in the language of argument; responsibility, that is, the inderstanding, acceptance
and respect of obligations. 15 expressed m the language of promuses. If there 15 no responsibality
without autonomy, responsibility has primacy over autonomy. Specifically, if people are to
treat others as they want to be treated, they should grant others what they clamm for themselves.
As far as autonomy is concemed application of the golden mle necessitates, as Szasz
(2004: 17) put it, that individuals “restrain their inclinations to deprive others of the freedom
they want for themselves: their primary duty is to govemn themselves, not others.”™ An example
of an mtention taking account of one’s responsibility towards others is “this conversation makes
me realise that I have to do something. I will make time to talk to my subordinates. One of my
problems was that I was hoping a solution would come along without making time for it.”

If personal responsibility and the ability to engage in ciitical debate are desirable attnbutes
of seasoned execufives, then those who aspire to such roles cutlne a better version of
themselves through a language that stresses autononny, authonity, cooperation and truth, rather
than irresponsibility, heteronomy, authomtanan confrol and untruth. In other words, if
responsibility is the overarching characteristic of executive performance, then semor managers
develop professionally and become better performers by speaking noble langnage. Table 1 can
now be elaborated to show how noble and base language are expressed dunng a coaching
S8535101.

{insert Table 2 about hera)

In the workplace, there are executives seeking to escape from autonomy to aveid or
minimise their responsibilities (Christensen, Mackey & Whetten, 2014). Others habitually
claim responsibility when they succeed and, in such circumstances, boast in a proud language
of choices and reasons, but seek protection in non-responsibility when they fail, falling back

on a lanpuage of mepressible causes as excuses. To illustrate this point, consider a hypothetical
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sales executive pointing to his superior managenal skills when his staff meets its performance
targets, but blaming the same underlings or the state of the economy when performance
ohjectives are not met. Dunng a coaching conversation, such an mdividual can be reminded
that responsibility is a privilege conferred to adults and withheld from children. Those
unconvinced by this reasoming can heed the coumsel of Peter Dmucker, who expressed
essentially the same idea succinctly and with stark clanty: be responsible, or be fired.
“Responsibility — not satisfaction — is the only thing that will serve. [...] It does not
matter whether the worker wants responsibility or not. The enterpnise mmst demand 1t
of him The enterpnise needs performance; and now that it can no longer use fear, it can

assuming responsibility” (Drucker, 1989: 297-298; emphases in original).

Two contrasting conversations

Carter McNamara (Action Leaming Source, n.d), Principal Consultant and co-founder of
Authenticity Consulting, LLC, claims three decades of successful executive coaching. In his
professional blog, McNamara (2011) provides two contrasting examples of dialogue between
a manager acting as coach for one of lus peers. These conversahions are reproduced in an
appendix and analysed in this section.

For McMamara (2011), while the first conversation (that between Bob and Tom) is typical
of what happens in workplaces, it does not result m performance improvement. In his view,
only the second dialogue (that between Jack and Tom) exemplifies an effective coaching
conversation He identifies elements underlying such effectiveness. three of which are
especially noteworthy. First, for McNamara, Tom and Jack are honest with each other. Second,
the questions Jack asks Tom explore realistic possibalities. Third, the exchange results in Tom

taking “ownership [of] lus achions.™
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The authors of this article concur with McMNamara that the second exchange is more
efficacious in assisting Tom to identify solutions (and as such is more orgamisationally
beneficial) than the first. In the first conversation, Tom and Bob make no effort to characterize
Tom’s problems; indeed, these are not descnibed, but merely allnded to. As a result, possible
solutions remain elusive and therefore cannot be pursued. The discussion concludes with the
protagonists appeanng to sweep the concems under the carpet, perhaps hoping that the
obliguely referenced problems will sort themselves out. By contrast, the second conversation
(that between Jack and Tom) embodies effective executive coaching. This is the case because,
in that dialogue, each protagomist strives to describe situations accurately (iLe., they each
nunimise use of, and need for, inferences), argue soundly using facts (not preferences or value-
based judgements) as premises and commit to reasonable action that 15 within their purview.
Put in terms of the lmguistic framework presented in the current arficle, Jack and Tom speak
noble language.

Theoretical and research implications

Scholars wnting about coaching have noted that research i this domain has typically
disregarded how such exchanges are conducted (Segers, Vloeberghs, Henderickx & Inceoglu,
2011: 218). Others have argued that further exploration of the expenence of coaching is
required (De Hasn, Bertie, Day & Sills, 2010: 619). More specifically and as noted in the
Introduction, insofar as executive coaching is concerned, the process by which managers leam
informally outside the classroom has been largely neglected. Hence, it is unsurprising that there
15 a paucity of literature which sheds light on the role that comversations play in executive
coachmg. The cumrent article addresses this neglect through making four different kinds of
contmbution.

First, the conceptual distinctions presented and defended in this article give rise to a new

research approach focusing on the praxeclogy of coaches and executives when such parties
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take part in a coaching conversation. Indeed, the article’s framework can be implemented and
evaluated using defensible methodologies. When language is established as the object of
analysis, it provides explicit data that are, by definition, independently verifiable. For example,
one can put in place robust indices that assess the degree to which each speaker proposes honest
or biased descriptions, valid or invalid arguments, justified or unjustified advice and whether
such advice promotes personal responsibility. By contrast, analyses of mdividuals’ emohions,
intentions or abstracted elements of commmmication style mevitably require that researchers
interpret manifest data and in so doing leave themselves open to crificisms that variously fall
under the heading of confirmation bias and other forms of subjective filtering. In even more
methodologically problematic scenarios, the data themselves are not fully manifest, thus
Tequiring two stages of interpretation entailing speculation about its presence and its meaning.
Such is the case, for example, when a researcher establishes body language as an object of

scholarly inferest.

Second, the framework presented in this article describes and delinuits the kind of language
that coaches should use and encourage their execufives to speak. For reasons presented, noble
language facilitates recogmtion of shortcomings, exploration and justification of remedial
action and commitment to behavioural change Describing underperformance, identifying
action plans and setting objectives do not deliver performance improvement m and of
themselves because such endeavours, msofar as they are reflected upon using words and
phraseclogy, mostly activate lower-level langnage fimetions of the linguistic hierarchy. notably
description.  For executive performance improvement to be possible, arguments,
recommendations and responsible promises mmst also be offered if only by the coached
individuals to themselves. Such an undertaking transcends description and is played out within

the realm of higher language functions.
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Third, the practice of noble language buttresses the professional and personal legitimacy of
executives. Indeed, high-performing executives are individuals who: describe situations
accurately and effectively; orientate their colleagues’ attention towards pertinent matters; seek
cooperation n solving problems and implementing solutions; look for remedial actions through
arguments; offer relevant and authoritative recommendations; and accept the responsibly that
flows therefrom (Long, 2013; Osbome & Cowen, 2002; Gehani, 2002). Put in this article’s
terms, high-performing executives speak noble language. Coaching provides them an ideal
opportunity to leam and practise it.

Fowurth, the practice of noble language within coaching sessions aligns personal and
organisational inferests. Such alignment is essential to the coaching process because (sethng
aside insights derived from agency theory) ezecufive success exists in the confext of
orgamisational success (Athanasopoulon & Dopson, 2018). Additionally, since noble language
encourages honesty and cooperation, it is a practice that coaches can embrace and encourage
while complying with, indeed exemplifying, professional best practices (Chung & Gffoerer,
2003: 147-148).

Aside from executive coaching, the linguistic guidelines offered in this article are relevant
to other kinds of management commumication. However, they require adjustments for specific
cases. For mstance, selection interviews, promotions and dismussals have different objectives,
Tequiring disparate ways of speaking; nevertheless, each of these kinds of commmumication-
related activities is enhanced when parties commit to tnrth telling, sound argument and personal
responsibility. Beyond the arena of executive performance, exchanges between, for example,
teachers and students, doctors and patients, lawyers and clients, to name a few examples, are
also enhanced by the practice of noble language, especially when modelled and encouraged by
the dominant party. Moble language is equally smted to integrative bargaming negotations,
since i such discussions the objective of both parties is to find solutions simultanecusly and
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collaboratively to meet their objectives (Joullié & Spillane, 2021). Parties to industrial disputes
similarly benefit from adopting noble language, since in the majority of such cases, as a matter
of practical necessity, protagonists need to find agreement concerning focal issues. Such a
contingency view offers a spectrum of research agendas for this article’s framework.
Practical implications and a call to action

The linguistic framework presented in the preceding pages assumes that when coaches mest
with those they coach, they can justify the substance of their conversation on practical grounds.
In other words, it is presumed m this article that coaches (especially when they are also the
supervisors of the individuals being coached) do mot emgage in duplicitous feedback
manipulation or other abusive modes of conversation (see Duffy, Ganster & Pagon, 2002 or
Tepper, 2000 for mvestigations i the consequences of such events). In fact, the approach
described n this article reduces the likelihood and mitigates the comsequences of such
phenomena.

Rational individuals appreciate that, at least insofar as decision-making is concemned. truth
15 more efficacious than falsehood, argung based on evidenfiary premises and constramed by
logic is superior to drawing conclusions without such discipline. and responsible action is
preferable to its imesponsible counterpart However, cunously, a mode of operating that
habitually incorporates these elements has not become orthodoxy. Furthermore, collaborative
effort 1s not guaranteed merely because a group of people share the same employer (Hardy,
Lawrence & Grant, 2003). Indeed. in any workplace, there will be employees, mcluding
executives, ready to lie, misrepresent and engage in duplicitous behaviour to firther their

Atwork generally and dunng a coachmg session particularly, employees at each level of an
orgamisational stucture seek to clarify the standards by which they and their colleagues are to

conduct themselves, the fimctions they are required to folfil, and the goals they are expected to
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attain. Inevitably. however, executives face behaviour that deviates from what job descriptions
prescribe or by-laws and other norms stipulate. Performance-seeking executives, when faced
with supervisors, peers or subordinates inclined to shirk their duties, revert to a language of
sincenity, truth, logic and personal responsibility: noble language.

Management education is regularly subject to disparate criicism Notably, it has been
attacked for having limited bearing on career success (Pfeffer & Fong, 2002), breeding know-
it-all arrogance (Mintzberg, 2004) and promulgating theories that undermuine management
practice (Ghoshal, 2003). This article’s lingmistic framework represents a partial remedy to
each of these malaises. It also offers a means of bringing discipline and ngour to a hitherto
largely overlooked aspect of management development: the deployment of language for
achieving organisational objectives. Indeed, the nmlti-element nature of this article’s schema
(replete with detail conceming language functions, their possible valees and archetypal
supporting examples) brings order to a domain of workplace existence which otherwise appears
ad-hoc and unmly.

The framework defended in this article supports the developmental aspirations of myriad
parties caught up in executive development. Although realisation of its benefits requires time,
a working understanding of its core principles obtains quickly. In practice, executives as noble
speakers welcome justified criticism, recogmize their own shortcomings and embrace
opportunities to improve and in so deing grow professionally. For their part, management
educators do their job well when they emphasise noble language skill in their quest to produce
responsible and performance-seeking acolytes. Outside the classroom, educators lift
themselves mto a higher league when they practse noble language in their deliberations with
students and in talking about scholarly performance Expressed differently, management
educators convinced by the value of noble lanpuage demonstrate therr commitment to its

application i their work through their choice of words and phraseology. In the end, words and
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phraseclogy are (and can only be) the substance of the action taken by a management educator;
for language 15 really the only weapon mn their arsenal.

In the classroom, there exist engaging techniques for teaching noble language, such as role-
plays, simmlation games and other experiential methods. Case studies in which protagonists are
placed in moral commdrums or in situations of conflict or disagreement also have versatility in
that they provide bases for diverse practice scenanios for aspiring noble speakers. These kinds
of approaches are typically well recerved by siudents, especially when compared with
conventional (lecture format) classroom content delivery (Power & Gould, 2011). In the
present case, non-orthodox teaching techniques are necessary in that facility with language is
procedural in nature and improves with practice. The cultivation of noble langnage skill will
also be facilitated through using techniques that develop resistance to attempts at manipulation,
typical of base speakers (Sagarin, Cialdini, Rice & Sema, 2002).

Conclusion

To the extent that it 1s discharged principally through oral commmication, the practice of
management is essentially a linguistic exercise. This is particularly the case for executives, who
have a special responsibility to develop facility with language, its finctions, and its effects on
those to whom it is directed. Indeed, as essentially planners and decision-makers, executives
are not an orgamsation’s doers; rather, they are the ones who talk and histen. Hence, they mmst
be convincing speakers if they aspire to be effective executives.

Although noble language is relevant beyond the executive coaching relationship and thus
in other contexts where conversations are used to persuade, it has special import for executive
development. Beyond such specific utility, a commitment to noble language offers more
universal advantages. Indeed, to the extent that thinking 1s talking to oneself, then the language

mdviduals use m thewr mfernal dialogue shapes their stream of consciousness, ther

24

249

Page 24 of 38



Page 25 of 38 Academy of Management Learning & Education

understanding of themselves and the world and ultimately their own behaviour and that of
others. At work as in life generally, mvoking base language in intemal dialogue leads to

nusperceving reality, which m tumn leads to making suboptimal decisions. Such a course
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:': prevents individuals from making responsible promises to themselves and others, renders them
s vilnerable to manipulation and reinforces feelings of dependency. The remedy for this kind of
14

15 self-inflicted misery 1s, as the Ancients knew, noble language.
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Tables
Level Function Content Values
5 | Promissory Commitments Responsibility | Non-responsibility
4 Adwisory Fecommendations | Cooperation Control
3 Arpumentative | Justifications Autonomy Heteronomy
2 Descriptive Descriptions Truth Falsehood
1 Expreszive Inmer states Revealing Concealing

Table 1: A nerarchy of language and values; adapted from Spillane (1987).

Implied function Noble language (effective Base language (ineffective

of langmage coaching) stresses... coaching) encourages...
Promussory Responsibility; courage. MNon-responsibility; cowardice.

. Awuthority; cooperation; Power; control; conflict;
Advisary understanding. COEICION.
. Autonomy; expertise; critique; Dependence; dogmatism; causes;

Argumentative choices; Teasons. EXCUSES.
Descrintive Truth; precision; synthesis; Falsehood; error; bias; prejudice;

scop impartiality; completeness. ambyguty; parbality; omussion.
Expressive Sincerity; clarity; revealing Lies; obscurity; concealing

EXpressions. EXpPIessions.

Table 2: Noble versus base language in the context of executive coaching.
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Appendix

First conversation (Bob is the coach and Tom is the peer)

Tom: Bob, can I talk to you for a couple of minutes? We've worked together for years. I
have a time management problem I just don’t get enough done mn a day. What do you
think?

Bob: Yeah, me, too. That's hard for all of us. I know your boss. It’s time someone made
him take control. Make him fix your problem. What's with that guy anyway?

Tom: I've asked him for help, but he said everything on my todo list is important and that
I need to get it all dome. He makes me feel even worse. What do you do?

Bob: Wow, your boss can be a real jerk! I'm glad I don’t work for him  Maybe you should
take a time mamagement course. That's an idea!

Tom: I'm already so busy. How am I going to find time to take a course?

Bob: I don't know. I'm just giving you some 1deas. Maybe you need to work more hours.

Tom: I'm already working 30 hours a week. If I work any more, I'll just be taking time
from moy family. What do you do?

Bob: I don't know. We all have a time management problem. Maybe you just forget about
it fior a while.

Tom: I suppose I just live with it hike everyone else.

Bob: You've got about 10-12 people working for you, nght?

Tom: I've got 12.

Bob: Dump some of your work on your people. Maybe they need to work harder. This
place never hires enough people.

Tom: They re already as busy as I am. I guess I just live with this.

Bob: How big is your budget — about one million?

Tom: Yeah, about one million?

Bob: Tell you what, go hire another employee — someone who'll work even harder for you,
OK? We need to get rid of the dead wood around here. Just do it.

Tom: I suppose. Whatever.
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Second conversation (Jack is the coach and Tom is the peer)

Tom: Jack, can I talk to you for a couple of mimutes? We've worked together for years. I
have a time management problem T just don’t get enough done in a day. What do you
think?

Jack: Tell me more. How did you conclude that you have that problem?

Tom: I never get everything done on my todo list. The more I get done, the more I end up
adding to the list. I talked to my boss and he just said, “You need to get it all done.™

Jack: What would successful time management look like to you?

Tom: Well, I'd get everythmg done on my hst.

Jack: How is that realistic?

Tom: It's not, but what else am I going to do?

Jack: How do you like to solve problems like this? For example, do you like to talk to
someone, make a list of pro’s and con’s, or read books about the subject?

Tom: Well, T do like to talk to a few people and to make a list of pro’s and con’s.

Jack: Who are some people you could talk to for help?

Tom: Well, I really think my boss owes me some advice — after all, that’s his job. Also, I
have two co-workers who seem to feel good about how they manage time.

Jack: How would you approach them? Sounds like you already tried to talk to your boss,
and that didn’t work out so well.

Tom: I'll start first with my co-workers — and T'll ask them for advice about approaching
our boss, too.

Jack: When will you realistically be able to talk to them? You seem so busy.

Tom: This is really important to me. I'll talk to my co-workers today to schedule time with
them.

Jack: How will you fit them mto your schedule, since you're so busy already?

Tom: Jack, this conversation is helping me to realize that I've got to do something. T'll
make time to talk to them.

Jack: Sounds like you're getting more perspective on this time management problem?

Tom: Yeah, maybe one of my problems is that I'm hoping some knd of fix will come along
without my having to make time for it.

Jack: That’s a good nsight, Tom.

Tom: Jack, this conversation was really helpful! ¥ou're really smart!

Jack: Tom, the answers seemed to come from you, not from me.
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1

2

i Jack: What was helpful about this conversabion?

5 Tom: T guess I really like the way that you just asked me good questions. It really made me
6

7 think — and I realized that I'm smarter than I thought!

g Jack: I'm glad to hear that! Thanks for being so honest m this conversation.
10

n

12 (These conversations have been extracted from MacNamara, 2011).

13

14

15

16

17

18

19
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Abstract

Alchough collective bargalning s essentlally a communlcation process, the role of language
(ae distinguizhed from discourse) In bargaining exchanges has recetved litcle attendon from
Induetrial relatone scholars. Bullding on the work of Kad Popper, thiz artide propozes
a decomposition of language Inbo funcolons and values and analyses thelr relevance
when partles to a collective bargaining encounter engage In an Integratve process. The
proposed framework provides labour negotlators seeking Integrathve cutcomes with
linguistic guidelines and scholars with a tool to analyse bargaining eochanges.

JEL Code: |52

Keywords
Authority, bargaining, Integrative outcomes, languages

Introduction

Human affsirs penerally and employment relationships specifically occur in contets of
indetarminacy (Baldamus, 1961; Bdwards, 1995; Smith, 2006). Thiz= iz the case becausa
no collective or individual agreament, no employment conmiract and no job deseription
can determine precisaly or conclusively how much effort is to be exerted in exchange for
given wages or working conditions. Moraover, convineing evidence, compelling moral
evalnations and logical demonstrations (i.e. propositions thathave an overwhelming sus-
sory power) are rarely available in workplace simations. When making claims, actors
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must therefore persvade their audience of the validity of their positions. In this sense, the
employ ment relationship is essentially a linguistic arena (Hamilton, 2001 ).

‘Within industrial relations settings, persuasion is panticularly salient during bargain-
ing exchanges. As Martin (1992} noted, ‘collective bargaining is a process of persuasion,
[inwhich each party attempis] to persuade the other side to improwe its offer or to reduce
its demands’ {p. 101} At some point in the process, one side delivers an assessment of
the current state-of-affairs and advances propositions to amend it, supponed by some
fiorm of reasoning calling on evidence, moral justification and application of the princi-
ples of logic. To this assessment and proposal, the other party responds and advances its
Own v iews. ATguments are thus weighed against each other and such ex changes normallby
resohe in agreements, formal or informal. These agreements are ty pically not definitive,
though, for situations keep evolving and arrangements need o be rewvised at regular inter
wals by the parties to the employment relationship. In any case, the endeawour is less
about closure (which remains temporary ) than it is about opening, response and counter-
proposal. Besides, unseccessful arpuments rarely disappear; they often retum, in one
shape or another, in future disputes (Kirkbride and Durcan, 1987: 7).

Sawveral scholars accept the central role of language in industrial relations (Blyton and
Tumbull, 2004; Bodan, 1994; Drew and Sorjonen, 1997). In existing research, howener,
when not refarring to tongues or the ability to speak them (Almond and Connolly, 2020;
Manzella, 2015; Ubalde and Alarcém, 2020), language is penerally understood in an
Orwellian sense. Indeed, as Hamilion (2001: 433—435) observed, for most industrial
relations authors, language is synomymous with attiemps (0 frame the context of discus-
si0ns, manipulate opinion and structure perception of reality. For instance, Eaton and
Kriesky (2001) analysed how managements used allegedly neutral language to control
union organising and card-check agreements. Similarly, Kirkbride (1986) studied how
the general manager of 8 medium-sized company employed ssemingly common lan-
guage o control discussions with worker representatices. In other words, indwstrial rela-
tions schodars hawe generally wnderstood language as discowrse, that is, as the way
cognition (beliefs, ideas, etc.) is communicated, taking account of the location of com-
munication, who speaks, why and when (van Dijk, 1997: 2). In s0 doing, these research-
ers have neglected the wse of language (words and phraseology, what they achieve and
what they reweal of speakers) as an object of anakytic interest.

The identification of language with discourse and its neglect as a distinct focal con-
struct are particularly visible in studies of collective bargaining exchanges.! Indeed, in
these imvestigations, researchers have typically examined the way protagonists frame
proceadings, before they take place, or during them. For instance, Wodak and van
Laawwen (2002) investigated the speeches of Austrian Chancellor Viktor Klima when he
exposad his youth unemploy ment policies. Cooper and Ellem (200E) anabysed the com-
munications of the Australian government when it launched its employment relationship
reforms (which, among other outcomes, reshaped the collective bargaining process). In
the same wein, Cutcher-Gershenfeld and Isaac (2018) investigated the way legislative
e 15 have shaped labour relations. Furthermore, while researchers have proposed com-
parative discursive anabyses of integrative and distributive negotiations (Donohue and
Roberio, 1996; Lillie, 2004; Olekalns et al., 1996; Rodriguez et al., 2016), linguistic
anakysas of such processes are rare. A notable exception to this observation is the study

265



Joufié and Spiftane 3

of Taylor and Thomas (200E), which found that successful negotiations (those resolving
in settlements agreed by both parties) are associated with higher levels of linguistic style
matching {word use coordination) by negotiators than unsuccessful negotiations.

Aristotle (1994) argued that suasory effectiveness has three intertwined elements:
logic, pathos (what hearers expect) and ethos (speaker-based). He also insisted that per-
suasion demanded style, analogies and metaphors, which, on his view, are more persus-
sive than literal expressions — an insight which has found empirical support (Sopory and
Dillard, 2042). Later authors hewe not deviated markedly from such recommendations,
adjusting only their illusirious predecessor’s analysis 0 modem circumstances. For
instance, A tkinson’s (1984: xvi) study of the ways inwhich politicians’ speeches arouse
andiences is, on the author’s own admission, a simplification and adapiation of Greek
(ie. mostly Aristotelian) techniques. Similarly, Burke (1969) did not diverge from
Avristotelian guidelines when he argued that hearers should identify with speakers if they
wint 0 persuade them. Despite their enduring merits and applicability, however, these
suasory techniques do not include linguistic considerations. Specifically, they gloss owver
the fact that language can be decomposed into functions and what their use reveals of
speakers’ and listeners” intentions.

This article contributes 1o industrial relations scholarship by proposing a linguistic
framework applicable to collective bargaining exchanges. Specifically, after a primer on
integrative bargaining, the article presents a framework which decomposes language into
functions and related valwes and analyses their contribution to the achievement of inte-
grative cutcomes. Such ouicomes, it is argwed, require that bargaining parties use effisc-
tive signalling, true descriptions, valid arguments and suthoritative advice about points
at issue, rather than attempt to control their counterpart throwgh awthoritarian communi-
cations. In addition to its practical valee for labour negotiators, this article’s linguistic
framework opens &venues for further research.

Integrative collective bargaining

As opposed to dismibutive negotiations which are constant-sum games, integratiee
exchanges are discussions inwhich panties seek to cooperate by reconciling their interests to
some degree, thereby increasing the total value of the sharing wpon which they settle
(Barmmeyer, 2017). Operating under adversarial preconceptions, people often do not look
for integrative outcomes during negotiations because they believe such amangemenits do not
exist (Basacr et al., 2008; Thompson and Hastie, 1990). On their view, the pool of vale is
fixed and therefore one panty’s gain is necessarily another party's loss. In such distributive
scenarios, while persuasion and agreement are desirable, they are not required when one
party has means o impose its will unilaterally. Howener, negotiations have mreby, if ever,
strictly binary ouicomes; rather, setdements typically include degrees of integration and
distribution (Barrmeyer, 2017; Pumam and Wilson, 1989). That is, in most cases, panties can
achieve a better ouicome than if they had simply exchanged compromises.

‘Within industrial relations settings, employers and employees seldom value the same
point at issue in the same way. Swch differences in valuation create muteally beneficial
opponunities and thus integrative bargaining outcomes. For instance, discussions about
the introduction of teamwork 0 improve productivity are opportunities o reduce
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wirkload or upskill employees. Even wage disputes can be tumed into opportunities o
reach agreement on flexitime or jobr secarity (Weiss and Schmidt, 200E). Alematively,
matiers nod initially included in the discussion can be brought into it o enlarge the field
in which reciprocated concessions can be found. Discovering whers such opponunities
lie and how o obtain them is that with which integrative bargaining is concerned.

Integrative bargaining requires that parties communicate collaboratively. Indeed, the
likelihond that parties discover, agree on and reciprocate beneficial opponunities
increases when they reveal their interests, beliefs and values and seek options throwgh
information sharing (Barmmeyer, 2017). Furthermore, since integrative bargaining
requires each panty to balance its own interests with those of the other, integrative out
comes are typically discovered through proposals and counterproposals, argument and
counterargument. Persistence is also required since ex posing one’s interests, understand-
ing those of others and creating mutually acceptable solutions takes more time and effort
than simply trading concessions without revealing their costs.

Industrial relations scholars hawe tended o consider labowr negotiations as a fundamen-
tally adversarial exarcise (Provis, 2000). Indead, although they have generally recognisad
cooperation as a desirable objective, most researchers hawve assumed a fundamentally con-
flictual perspective on the employment relationship (Bray et al., 2020). On this view, ine-
Erative cutcomes appear unrealisable. In fact, if they are to be achieved, some authors (2.2,
Friedman and Shapira, 1995; Fulmer et al., 2009) recommend resorting to bluffing, con-
cealment, distortion and deception in labour negotiations.

Thiz use of deceptive tactics when seeking achieves integrative outcomes s vulners-
ble to two rejoinders. First, any settlement reached by way of manipulative technigues
cannot be called integrative. Except in those rare cases where they benefit people apainst
their will, agreements reached through deception are exploitive in natwre, even if the
deceived party does not immediately realise that this is so. As such, these ouicomes
forego the additional value that could have been generated by way of a genuinely inte-
grative process (Townsend and Lowdoun, 2016). Second, even in adversarial sitwations,
ad hoc mutually beneficial agreements exist that improve on simple T win, you bosa’
ouicomes. Indeed, imespective of whether the work environment is “high trust” or “low
trust’ (Fom, 1974), parties to indusirial disputes, as a matter of practical necessity, nead to
find at least temporary agreement on day-to-day basic isswes. This conclusion holds
whichever perspective on the employment relationship one adopis, be it radicalism,
adversarial pluralism, collaborative pluralism, consultative wnitarism, autocratic wnits-
rism and egoism (Bray et al., 2020: 128).

More generally, when employers and employees enter collective bargaining negotia-
tions, they discuss rules and policies through which organisational goals are i be met.
Each side appoints representatives to participate in this process and make decisions on
its behalf. Such a delegation of decision-making power reduces the individual freadom
of the delegates, because employers and employees alike will remonsirate and ulti-
mately remone their mandate if they come io believe that their representatives no longar
act in what they perceive to be their best interests. Dielegates on either side thus retain
their mandate for as long as they can secure agreements deemsed to be advantageous by
those they represent. Integrative settlements belong to this category and sirengthen the
mandate of those who obtain them. The stability of the work organisation, as well as the
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general impression among its members that it is in capable hands, is also enhanced
thereby {Townsend and Lowdoun, 2016). Such consequences explain, in part, why inte-
grative bargaining ouicomes are superior, in terms of s@ff morale and workplace per-
formance, o dismibutive ones (Deery and beerson, 2005). Why and how these
improvements are achieved become clearer when analysing the functions of language
and their related values.

Language functions and values

The main function of languapge — communication — can be decomposed into (Sub}func-
tions. Building on the work of German linguist Bahler (2011 [1934]), Popper (1989
[1963]: 134T} analysed language inio the following four functions: expressive, signal-
ling, descriptive and argumentative. The expressive function sarves o convey the inner
states of the speaker, such as emotions and feelings. The signal function aims o elicit
reactions from others (for instance, linguistic responses). The descriptive function
imvoh-es statements about how a state-of affairs is perceived by the speaker. Finally, the
Argumeniative function concemns the presentation of reasons in connection with cenain
questions or problems. According 0 Popper (1972: 120-121), the powers of critical
argument are the powers of reasoning. They are, therefore, the basis of collective devel-
opment, if only in the form of a bargaining cutcome.

Popper, like Bahler before him, held that language functions form a hierarchy in
which each presupposes or implies its predecessor but not its successor. For instance,
description requires signalling (whether implicithy or explicitly, descriptions rely on
sense daia) but not argument. Howewer, arpument implies expression since it comeys 8
belief; it is a signal, since it calls for a response (agreement or rebuttal)y; finally, argument
i= also description since it is advanced with regard 1o a specific situation.

Popper (1989: 135) further argued that speakers activate language functions differ-
ently, according to antithetical values. Specifically, selFexpression is either revealing or
concealing, depending on whether it reveals the genuine emotions or feelings of the
speaker. Signalling is either effective or ineffective when speakers confuse their hearers.
‘While descriptions are either true or false, arpuments are either valid or im-alid.

Spillane {1987} completed Popper s hierarchy with the advisory function of language.
Since adwvising presupposes the giving of reasons to justify, confirm, refute or seek mew
recommendations, it follows that the advisory function entails the argumentative fumc-
tion- in giving advice, speakers argue. When there are pood reasons for accepting and
following advice, such communication is authoritative; comeersely, when a ‘recommen-
dation’ is imposad upon a listener, this communication {which is in fact an order) is better
qualified as auwthoritarian. Table | summarises the proposed hierarchy of language func-
tions and detnils their content and related values.

In a collective bargaining exchange, protagonists instantiate language functions in
one of their two possible antithetical values according to their preferences. These pref-
erences are not necessarily consistent. For example, 8 newly appointed human resource
manager might declare ‘There is no legal obligation 0 provide more than three shift
breaks’ (irue descriptive statement); to this declaration, A union representative may
respond disingenuously, trying o take advantage of her interlocutor’s recent amrival in
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Table I. A hicrarchy of language and vabues; adapeed from Spillane (1987).

Level Function Content Walues

5 Advisory Recommendations Cooperation Control

4 Argumernitative Justifications Aumonomy Heteronomy
3 Dlescriptive Descriptions Truth Fabsehood

1 Signalling Stimudi Effectiveness Ineffectiveness
| Eupreszive Inner states Rewealing Concealing

the organisation *A fourth break has been compamy policy for the last ten years’ (false
descriptive statement).

Expressing — the language of feelings

Thi expressive function of language is at the bottom of Table 1 because it is the most
primitive and least regulated form of language (it is also a form that does not require the
presence of other people). As mentionad, expressive statements are either revealing (sin-
care) or concealing (insincere ), althouwgh listeners cannot ascenain this status. The repu-
tation of theatre and movie aciors depends io a large degree on their ability 0 make
confected expressive statements (such as ‘1 am upset”) sound sincere. However, should a
general uncernainty develop about expressive language beyond the borders of the acting
winrld, questions of descriptive truth (and falsity) become intmactable and arguments
ahout material conditions impossible.

The last five decades have been marked by a growing emphasis on emotive language
and a corresponding decline of argument (Bloom, 1987; Joullié and Spillane, 2020: TE5F;
Palmer and Hardy, 2000). By starting their propositions with ‘1 feel”, ‘it seems 0 me” and
other expressions of comparable meaning, postmodern speakers make their witerances
imulnerable o criticism since it is impossible o0 argewe about another person’s feelings. In
the context of collective bargaining, when speakers elevaie feelings io the sais of facts
(1. treat them as descriptions), they not only place their claims on fragile grounds, but also
expose themselves o the charges of political incomectness and hypocrisy. Political incos
reciness, because statements about personal feelings are, in varying degrees, likeby 0 upsat
other peopla; hy pocrisy, because expressions of feelings cannot be judged sincers or insin-
care. When one inerlocutor advances an ex pressive statement, the other is thereby placed
in the unemviable position of a referes having io decide about the status of 2 move withowt
access o a rulebook. A polite refusal to consider the merits of the statement is a popular
response for thosa with a penchant for rational argumentation (Popper, 1989).

The subjective nature of expressive statements and the impossibility to decidewhether
they are sincere or insincere acquire special relevance when such communications are
employed in bargaining discussions. For instance, because there is no observable entity
or force called ‘psychological siress” or “job dissatisfaction”, managers and union repre-
sentatives have no choice but to rely on communications (spontanecus or collected by
wity 0Of interviews and questionnaires) from employees to evaluate sressful or unpleas-
ant work conditions. Moreower, while siressors typically originate from the extermal
emvironment, they cannot be divorced from the concerned individuals” perception of
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them (Karasek, 1979; Lazarus, 2006). Indeed, while noise is stressful for most people
(and is harmful at extreme lewels), for some, it is & source of stimulation (modem
‘music’ ). Employer representatives can there fore reject expressive statements like storess.
reports as resulting from employees’ psychological maladaptation or incompetence
rather than perining to work (or the workplace) itself. Similar comments apply o
Repetitive Strain Injury (RSI) or mental health claims: in the absence of identifiable
physical lesions or irauma - lacking in RE1 cases (Spillane, 2017; Spillane and Deves,
19ET), ruled out by definition for mental health problems (Szasz, 2004) - such claims are
vulnerable to out of hand dismiszal by the party against which they are directed {DeFrank
and heanceich, 1998: 61).

Signalling — the language of effectiveness

According to Popper (1989 134), signalling takes place whenever an expressive state-
ment of one individual operates upon another as a stimulus and triggers a response: from
the other individual. Signalling can therefore be voluntary or involuntary. For example,
A cry of despair may indwce despair in other people. Mot all expressions are so “comta-
gious’, however, since expressions of fear can encourage aggressors, while signs of cour
age typically discourage them. Humans share expressive and signalling language with
non-human animals.

Since the two lower functions are abw ays present when the higher ones are present, it
is ahways possible 0 analyse linguistic phenomena in terms of the lower functions, that
is, &5 expressions or signals. Popper (1972: 1204F) believes this approach is disastrous. In
his wiew, when communication fixates at the level of feelings and signals {or stimuli), the
higher functions of languape are not activated. Consequently, critical evalwation and
reasoning cannot take place and psychological (individwal and collective) development
becomes impossible. That is, when speakers do not go beyond ex pression and signalling,
they are bound io view the problems they are rying to address as resulting from ‘poor
communication’, A universal (but superficial) psewdo-explanation which does not require
speakers 0 engage in the higher and distinctively human aspects of linguistic interaction.
Moreower, by failing 0 develop arpuments, speakers are likely to address so-called
‘communication proflems’ by way of orders: ‘My way, or else’. This primitive form of
language, which only seeks obedience, does not achieve cooperation and therefore does.
not belong to an integrativ e exchange.

Describing — the language of truth

Descriptive language conveys statemeants about the world. Such statements are reguired
for collective barpaining exchanges 0 commence becauwse parties first need to agree
About the nature of the isswes they seek o address. More generally, the quality of a bar
gaining relationship has been defined as the exient to which parties are able to describe
to each other the constraints wnder which they operate (Brown, 20097 435). Inevitably,
how-ewver, disagreement about descriptions arise when parties misrepresent facts (will-
ingly or not). While a divergence of descriptions strains bargaining discussions, it also
represents an opportunity o consolidate them provided that the parties agree on a method

270



] The Economic and Lobour Relotions Resiew 000}

o resobve their differences. When carried out successfully, such remedial measures dis-
sobve misunderstandings, clarify the isswes at hand and build trust. Since integrative
exchanges require cooperation about poinis at isswe and since cooperation {as opposad to
manipulative control} cannot be achiewed through lies, the barpaining parties” prefarence
for truth or falsity determines whether the proceedings are integrative or distributive.

In bargaining discussions, the issue of truth (or falsity) of descriptions is ofien diffi-
cult in setile. This difficulty arises in part from the metaphorical natwre of human lan-
guape generally and the language of bargaining exchanpes specifically. As noted,
metaphorical sEteMents POSSEss MOTe SuasoTy power than literal statements; since their
intention is i0 persuade, negofiating parties tend to wse them liberally. It is, therefore,
unsurprising that the languapge of negotiations is replete with metaphors, typically derived
from the military, gaming and sports arenas (Cohen, 2003; Waison, 2004). Hence,
Gordian knots need to be cut and kites flown, while cands that are not kept close to one’s
chest are at risk of being shot down by negotiators playing hardball or taking the role of
the Devil's advocate.

Notwithstanding their suasory effectivensess, metaphorical statements are figures of
speach that are not literally true. They are therefore false. Consequenthy, when metaphors
multiply, discussions become confused because speakers no longer mean what they say
or say what they mean (Palmer and Dunford, 1996). In terms of the hierarchy presented
in Tabde 1, when confronted with metaphors or ambiguous descriptions, bargaining par
ties either progress io argument or revert to signalling and expressive language. In the
current (postmodam) times of ‘post-truth’, they are likely to regress. Ambiguous lan-
guage and metaphorical statements have at least one merit; however, they point o the
walue and necessity of arguing about descriptions. Cross-critical evaluation of descrip-
tions (the Socratic method) transforms acrimonious ex changes into more mature comear-
sations in which speakers engage in constructive arpument. At this stage of a discussion,
the higher levels of the linguistic hierarchy come into play.

Arguing — the language of cooperation
Contrary to postmodem belief, arguing is the language of cooperation because angu-
menis enable paople to ex pose justifications and to explain why their opinion and recom-
mendations are valid (Catani, 2008). Critical arguments clarify problems, expose
misconceptions and reveal lies. They also unmask dopmatists and extremists and those
who try to present conientious situations as one-sided affairs. Furthermore, argument
suppors integrative outcomes (Putnam and Wilson, 1989; Roloff et al., 1989). Indead,
barpaining is a process of proposal exchange, development and debate. Integrative bar
gaining is tentative and exploratory since it aims at enlarging the pool of valee to be
shared between parties rather than imposing settlement. Since the critical assessment of
recommendations and assumpdions reveals what alternatives exist, parties seeking inte-
grative outcomes will find in critically reviewing propositions a common process from
which new ideas are generated and mutwally beneficial solutions appraised.
Employer and employes represeniatives benefit from developing their argumentative
skills. On one hand, valid argumentation enables speakers o convince others of the
stremgth of their case without hiving recourse to hying, misrepresentation or coercion. On
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the other hamd, those skilled in critical argumentation see through attempis on the part of
others o act in these ways. Unscrupulous labour negotiatons can iy o sat the terms of
the debate, frame reality or confuse their counterparts by way of misleading statements,
tangential or unrelated considerations and fallacious argumenits. Studies such as Kirkbride
(1986, 198E) offer examples of exchanges that executives controlled through wse of such
tactics, which union representatives failed to challenge when they could. Comversaly,
Rackham and Carlisle (1978a, 1978h) identified labowr negotiations in which one party
successfully resisted attempis by the other to side-track the discussion by way of compel-
ling and repeated argument.

More generally, the bargaining table is, for some, a foram to demonstrate their verbal
skills and impose their views. Arpumentative languape s therefore a protection against
efforts on the part of a speaker o direct discussions tow ards distributive bargaining when
an integrative settlement is in fact possible. Funthermore, knowing that arguing and
counier-arguing will take place during discussions minimises the likelihood that bargain-
ing parties will perceive proceadings in terms of domination and submission. In this
sense, A shared critical inquiry is a language of mutual recognition (Emmel, 2008} that
builds trust between management and union representatives. The sharing of critical argu-
ments and justifications also exemplifies reciprocity in communication, essential when
negotiaions want to avoid conflict escalation (Putnam and Jones, 1982: 191).

Advising — the language of authority

Addvising is the language of authority because asking for (and prowiding) advice assumes
that the advice-giver possesses authoritative knowledge that the advice-seeker does not
possess. Authority is especially visible in cases where adwvice is accepted without deci-
sive evidence or conclusive reason. So-called “arguments from authority ' achieve only 5o
much, however; recommendations normally require justifications, imphying that, in the
linguistic hierarchy, the advisory function of language is above the argumentative func-
tion. Justifications for advice can be implicit or explicit, easily identified or requiring
sustained research. For instance, whty workers should wear their hardhats on construction
sites does ot requine much, if any, explanation. Why employers should provide workers
whi wear prescription glasses with free comective safety spectacles does call for some
elaboration, which may (or may not) be effective. Whatewer the case, when advice is
accepted, authority has been established. As Friedrich (1963) argued, authority arises
from reasoned elaboration, that is, from exchanges between individuals cooperatively
seeking, evaluvating and disseminating knowladge by way of argument, counterargument
and critical evaluation.

As Spillane (1987: 221) noted, the language of advice, which relies on such expres-
sions as “should’, ‘ought to’, ‘in the interest of”, ‘I recommend’ and others of comparable
imtent is close o the language of power, with which it is often confused. In the workplace
generally and during collective barpaining exchanges specifically, the difference between
Authoritative and authoritarian language maters. Indeed, the difference between the lan-
guage of advice and the language of power reflects the difference between situations
where employees accept and behave according to recommendations (because they
believe that such behaviour is appropriate) and those situations where employees comphy
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and behave according to orders. The source of authority thus differs from that of power:
those who exercise or aspire i0 authority seek consent. Those who are happy to coerce
others content themsehes with commands accompanied by threats.

‘While employers have power over those they employ 50 long as they can dismiss
them, employees can form or join & rade union to generate power counter o that of their
employer. However, even within an adversarial context, might is not right- power not
constrained by awthority leads to brutality and disregard of human righis. That a collec-
tive bargaining process takes place attests to the existence of a desire, shared by employ-
ers and employees alike, to bring power under the mitigating control of authority. Indeed,
fior an organisation to operate, not only does a degree of consensus hawve 1o exist within
its members on what actions are acceptable and desirable (Bamard, 1968: 168—169), but
employers and employees alike must control their behaviouwr according to general and ad
hoc rules, by-laws and implicit nomms. Authority is therefore a concession reguiring
moral agreement: to grant authority is (o authorise the exercise of power and o hold
individuals responsible for it.

If the minimum condition for the emergence and acceptance of authority is a shared
elaboration of reasons, authority is not exclusively wvested in the employer, but i found
throughout the work organisation. While employers authorise executives o act on their
behalf and employees o work, employees auwthorise employers to direct them. While
such authorizations are nommally formalised in writing, documents such as employment
contracts do not achieve amything in and of themseb-es. They affect reality only insofar
as people adhere to them. Authority within the workplace thus requires some form of
continuous, open discussion in which employers and employees {or their appointed rep-
reseniatives) participate. In this respect, a collective bargaining negotiation is an ideal
forum in which o establish authority. During bargaining exchanges, employers and
union representatives seeking integrative outcomes establish their authority, avoid coer
cion, share knowledge and appreciate the ethical aspects of the organisation to which
they belong. Indeed, when the proceedings resobva in an owtcome that is agreed by the
parties, that ouicome becomes auwthoritative (Stinchcombe, 1986: 152). In other words,
authoritative employer and employes representatives value integrative outcomes over
distributive ones.

T executives and employes representatives who believe that negotiations are best
run according io a distributive approach becauwse employment is a power struggle, one
will retort that the language of authority does not dissobwa the conflict in the employment
relationship. Rather, the view advanced here is that such a conflict is temporarily and
partially subsumable under agreement about a specific policy or management decision.
Such situations arise because, even in an adversarial owtline, thers are cases whera poli-
cies and decisions are found reasomable (in the sense of rational, ethical, desirable and
acceptable) by employers and employees alike.

‘While it is e that a slack job market, tight profit margins and unfavourable eco-
nomic conditions far-our employer representatives during bargaining proceedings, these
factors do not, in and of themselves, establish executives’ authority. What establishes
authority in bargaining discussions is a capacity for reasoned elaboration (argument and
critical evaluation)), steeped in factual knowledge and logical thinking therefrom. Even if

273



Joufivé and Spifane T

executive and wnion representatives do not start from equal premises, establishing
authority on work-related problems during bargaining is an objective achiewable by all.

In summary, iniegrative bargaining outcomes requine that each side of the bargaining
eble practises a language of effectve signalling, true descriptions and +alid reasoning, cul-
minating in authoritative advice. This conclusion assumes that signalling effectivensss is
preferred to ineffecti eness, truth to falsity, mtionality o imationality, authoritative adwvice o
uthoritarian commands and cooperation o0 coercion. Although widespread, such prefer-
ences are Nt universal. In amy workplace, there will be emplomyees, be they executives,
employes represeniatives, managers of operatives, ready o lie, misrepresent, confuse,
manipulate and coerce others in the name of percedved personal, collectiv e or orpanisational
interests, How ever, since integrative oulcomes are recognisad a5 mutually beneficial by the
‘bargaining parties, they are not achieved throuwgh manipulative language.

Research implications

Oweer the last few decades, industrial relations and their governance mechanisms have
fundamentally changed. During the 1980s and 1990, the post-war systems of collective
‘bargaining that Dunlop { 1958) and Flanders {1970) theorised as having for objectives the
elaboration of rules gowerning workplace relations have almost disappeared. Human
Resource Management (HRM) practices applied across indusiries and growing body of
legislation now dominate industrial relations regimes (Dobbin and Sutton, 1998; Weil,
2014). These changes have been accompanied by a marked decling in wnion membership
across members of the Organisation for Economic Co-operation and Dewvelopment
(OECD, 2020.) and a comasponding weakening of the legitimacy of maditional forms of
representation (Upchurch et al., 2016). In the European Union, collective bargaining out-
comes on such matiers as raining, wage modemation and flexibilisation of wage setting
and working time have become progressively distributive (Glassner and Keune, 2012)

Since the late 1990s, employers have increasingly adopied flexible ‘organic’ organiss-
tional structures inwhich decision-making is decentralised, hierarchies flatienad and unity
of command abandoned for cross-functional teams and matrix stuctures (Raglin, 20017,
The HEM regime still prewails, but the workplace it powens has morphed. Whereas,
maodernity had replaced farm labowr with factory labouwr and separated the economic sphere
(the workplace) from the domestic one (the household), postmodemity (the advent of
which coincides with the start of the HRM era) hes replaced the bureawcracies the rise of
which Weber predicted with ever-changing adhocracies (Joullié and Spillane, 2020 299
302). Simultaneously, the virtual office and pervasive mobile telecommunications hawve all
but abolished the ideas of fixed working hours and workplace. At home, on the road and
ever mone rarely at work, employees are now contctable around the clock, 7 diys a week,
12months a year. The work-life balance debates of the Weberian workplace have become
discussions about work-life integration (Williams et al., 2016).

If a degree of agreement exists on the nature of the changes that industrial relations
settings have endured, analyses diverge about their causes. While most authors locate
them in the growing popularity of “organic’ structures (Cosh et al., 2012), others hawve
analysed them as stemming from the rise of identity politics (Bullard and Johnson, 20040;
Piore and Safford, 2006). According to this aliemative account, the axis of social and
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political enrolment has shifted. Rather than being rooted in the workplace allegiances
(class, status, profession and indusiry ) that the traditional forms of representation embod-
ied, employee mobilisation now originates from considerations external o the work-
place, notably sex, mender, religion, ethnicity, age, disability and other interests promoted
by informal *grassroots’ communities. It is noteworthy that, owing io their nature, such
considerations rest at least partly on feelings that individuals harbowr about characteris-
tics which they beliewe define them at work and elsewhere.

Deciding which of the aforementioned explanations of changes in industrial relations
sedtings is commect is ot a required undemaking of the current essay. More relevant is o
ohserve that the linguistic framework proposed in these pages strengthens the woice of
employees seeking solutions 10 work-related problems and thus contributes o the legiti-
macy of those who represent them, regardless of their owerall setting. Indead, while
integrative outcomes cannot be guarantesd when the other party has decided against
them as a matter of principle, the more the woice of employees is conveyed in a language
of effective signalling, tree descriptions, valid reasoning and awthoritative advice, the
more it is difficult to ignore. This is especially the case when the issues at hand stem not
from industry-wide problems to be dealt with by way of abstract, general legislation or
blanket HRM- inspired policy, but rather find their source in organisational specifics the
solutions. to which are to be found out of practical necessity. Employee representative
bodies, regardless of their form, which achieve integrathve outcomes legitimate their
existence, in the eyes of those they defend as well a5 in the eyes of those against whom
they bargain. To the extent that this anficle defines the languape of integrative discus-
sions, it prowvides a linguistic basis for such (reflegitimation effon.

Beyond a strengthening of employee woice, the linguistic framework exposad here
ouilines ways of analysing the language of the employment relationship generally. Thres
distinct y et interrelated avenuwes of research present themselwes. First, the model acknow -
edpes the communication of fieelings, such as those arising from work situations fiownd
stressful, yot does not include such a language as an accepiable basis for the formulation
of grievances and the justification of policies. Instead of expressions, integrative out
comes rest on sialements (reports on organisational performance, number of howrs lost o
accidents, etc.) and arguments the respective truth and walidity of which are critically
evaluable and thus accepiable by amyone. While executives and wnion representatives
can use the lnguistic anabysis offered in the preceding pages as guidelines in their bar
gaining discussions, researchers can wse it to condwct post hoc reviews of these discus-
sions and explain why they seccesded (or failed) to achieve integrative outcomes. It is
thiz usage of the framework that has been emphasised in this anticle to this point

Sacond, the linguistic guidelines outlined in this article allow considerations extermal
io the employment relationship to be brought into bangaining discussions, but only inso-
far as they can be critically evaluated by the other pany and found to be relevant to the
workplace. Indeed, if the lowest level of language allowed in bargrining discussions are
descriptions that are in principle refutable by those against whom they are directed, par-
ties cannot advance claims stemming solely from their being members of a specific
group. Speakers whowant to keep identity politics out of bargaining exchanges can press
those advancing claims stemming from what they fisel is their "essence’ i formulate
instead factual descriptions. For their part, researchers wanting 0 appreciate how
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identity politics have made their way into bargaining exchanges can use this article’s
linguistic framework t0 analyse the content of these discussions 0 show the exient o
which feelings were allowed in the proceedings. Conducted redrospectively, research
conducted on thesa lines will help answer the question about the causes of the changes in
indusirial relations settings broached earlier. That is, a historical analysis across indus-
tries of the language of bargaining exchanges will reveal the degree 0 which expressions
hawe come into bargaining proceedings, their nature (i.e. whether they are about sex,
ethnicity, religion, etc.), when they stanted to dominate discussions — assuming they have
— amd whether this dominance preceded or succeeded the rise of “organic’ siruciures.

Third, this article’s linguistic framework emphasises as bases for integrative bargain-
ing discussions propositions that can be critically evaluated by employer and employee
representatives. As such, it provides a firm grounding for assessing the challenges that
OIgAnic siructures generate (rarefaction of career prospects, confusion caused by mulii-
ple lines of command, requirement for lifelong learning, blumring of the work-home fron-
tier, etc.) for employees. In this sense, while adwocating rationality of argument and
sounddness of advice, the framework proposed here can be viewed as protection from
bureawcratic alienation insofar as it safeguards the identity, integrity and legitimated
existence of workers by way of integrative bargaining outcomes. Expressed differently,
to the extent that it recommends a rational approach io workplace issuwes over an ima-
tional one, the analysis offered here outlines is compatible with Weberian industrial rela-
tions settings while offering protection against “iron cage” alienation. Industrial relations
scholars attracted by such a prospect can use this article’s linguistic framework in their
analysis of workplace problems and in the formulation of their solutions.

Conclusion

To the extent that indusirial relations settings generally and collective bargaining processes
specifically are essentially linguistic arenas, parties to the employment relationship have
little choice but 0 be sensitive i0 language and its effects on those to whom it is directed.
Specifically, parties io collective bargaining will note that integrath e oulcomes requine use
of a distinctive language, namely a language of effective signalling, true descriptions, valid
reasoning and awthoritative advice. While using such language does not prevent distribae-
thwe ouicomes altogether, it comveys the strongest resistance o speakers commitied o
imposing their views. Moreower, even if ignored during a round of bargaining exchanges,
A language of effective sipnalling, true descriptions, rational arpument and authoritative
advice strengthens the voice of speakers in future discussions. Awthoritative language thus
does not ignore or belittle the conflict that lies in the employment relationship. Rather,
Authoritative language improves the legitimacy of those who speak it and the likelihood
that disputes are satiled according io their preferences.

Finally, if industrial relations settings require nowvel forms and processes of employee
representation because the postmodern workplace is inimical to traditional trade unions,
then research inio ways o consolidate such new representative amangements is espe-
cially indicated. Achieving bargaining outcomes that are in the interest of employees
legitimates whichever form of representation they use. The linguistic analysis advanced
here has therefore practical and research valwe.
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Mote

I.  The Brirish Journal of Imdustrial Reletions has yet io publish an article contnining the terms
“bargnining” and ‘language” in the title, shstmct or body of the text. The frdustrial and Labar
Relations Review has published five stadies contnining these words, but none which consid-
ers lnguage (os distinct from discourse) in collective bargaining as its focal topic. Sincs its
first isswe, The Ecomamic and Labour &dafions Review has published one article in which
the word “language” appears in the abstract (Ubakde and A larcim, 2020), but in this shady, the
word means “iongue”. As for the Jourmal of Colled ive Negotiztions, it did not publish one
articke with theword “langunge” in it over its 36 years of existence.
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Abstract

Managerialiemn, as an Ideology and management practice, |8 grounded on a theory of authority.
Such grounding has been neglected In the relevant licerature since scholare have generally
treated authority as a form of power and have Ignored the view that authority Is also a source
of power. Following a review of the construct of authoricy as it appears In the works of noted
sochl psychologists and critical management authors, this essay argues that Carl Friedrich's
theory of authoricy as reasoned elaboration reveals two manifestations: authortativenass and
authorizarianiem. It s argued here that manageraliem draws on authoritarian ideas and practioes,
whereas management, as tradicionally concelved, draws on authoriatvensss. To promote
authoritative management, therefore, 1 to reslst (authoritarian) manageralism since authoricy
redirects power to technlcal experts and professional colleagues and thereby limits managerial
power.

Keywords

Argumentation, authoricarianiem, authoricativeness, authority, power, reasoned elaboration

Introduction

In his survey of the ideological context of employment relations, Godard (2011) identified five
perspectives on management, which (taken togather) have a lefi-right political character. On the
left of the spectrum, he placed radical Marxism, then (moving incrementally to the right) libaral
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refirmism, orthodos pluralism, managerialism and finally neoliberalism. What differentiates
orthodox pluralists from managerialist scholars, according o Godard, is the way they conceive of
conflict in the employment relationship. While orthodos pluralist scholars consider that conflict is
legitimate and requires govemance mechanisms, their managerialist counterparts hold it to be ille-
gitimate. Specifically, managerialists regard owen manifestations of conflict in the employ ment
relationship as the result of & misunderstanding on the part of employees or other organisational
dysfunctions, including suboptimal management practices. Further (and still according to CGodarnd),
the former position characterises the ideology of industrial relations scholarship, the latier that of
the human respurces management literature. The success of human resources management, &s 8
body of ideas and practices, and the progressive adoption by managers of the managerialist per-
spective throughout the second half of the 20th century (Clegg, 2014; Dobbin and Sution, 1998;
Dworan, 2016; Klikaver, 2019; Shepherd, 2018; Weil, 2014) is compatible with Godard’s (2011)
amalysis.

Notwithstanding its current prewalence, managerialism is rarely promoted as such. To those
who endorse it, managerialism is an effective and efficient approach for the reform and running of
wirkplaces based on the principle that organisations pursee goals defined by managers on behalf
of all corporate stakeholders (Halligan, 1991; Lee and Lawrence, 2015; Paterson, 1988). Further,
managers are equipped with the sort of specialisad knowledge and skill that enables them to devise
and implement valwe-free means for achieving relevant objectives.

To critics, the self-referential aspect of a definition according to which managers knonw best how
o achiewe the goals they define reveals managerialism as a self~promoting ideclogy (Klikauer,
2013; Locke and Spendar, 2011). To illustrate their criticism, these scholars point to the wiy mana-
gerialists have enmenched themselves in all comers of the power structure of firms, Museums,
government bodies, wniversities, hospitls and other public administrations (Baddeley, 2013;
Gordon and Whitchurch, 2010; Owereem and Tholen, 2011; Rhodes, 1996; Stole, 2017). S0 con-
ceived, managerialism is encountered wherever “management, as a form and a5 a process, becomes
an end in itself, a self-serving entity”’ (Barberis, 20013: 327). Funther, commentators have noted
that although managers are purponedly working in a post-growth era (i.e. in 8 context of saturated
markets, at least in developed economies), they continue to add layers of technocracy o their
employing firms, thereby consolidating managerialism (Blihdomn, 2017; Meyer, 2020).

Beyond sprawling technocracy, one of the most notable manifestations of managerialism has
been a progressive concentration of power in the hands of professional managers who mone
between industry sectors (A bbott, 2015; Barberis, 2013; Klikauver, 2013; Locke and Spender,
2011). As executives have secured ever more power and income, middle management has dimin-
ished in its relative size and power base (Ehrenreich, 200¢; Thomas and Dunkerley, 1999;
‘Wheatley, 1992). Simultaneously, the authority of ex perts and non-management professionals has
ernded (Lynch, 2014; Shepherd, 2018; Smith and Hussey, 2010; Vincent, 2011; Ward, 2011).
‘While these manifestations of managerialism hawe received sustained attention from researchers,
no theory of managerialism, that is, no analysis of its underlying modis operandi, has been pro-
posad o date.

Since managerialism entails, in addition to a possible ideological commitment, a form of man-
agement, anabysing it requires a focus on management as 8 human encounter. Indesd, as an abstract
nown, ‘management’ denotes a social relationship between managers and the mdividuals and
resources they overses. As such, analysing management requires a concepiual scheme in which the
overseers and those they mwerses are established as reference points betwean which ‘management”
finds its meaning. To that purpose, social psychologists have stwdied, theoretically and experimen-
tally, such relational concepis as conformity, obedience, legitimacy, power, influence and awthority.
Yet, these elements can be present and management absent and none is essential for its presence
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(Spillane and Martin, 2005). The challenge for management theorists has been o agree on founda-
tional components which, iff comectly identified, provide substance for empirical inguiry. In the
relewant literature, two popular research themes hive been power and authority.

As Taylor and Van Every (2014 xiii-xvii) hawve noted, althouwgh authority is a concept central o
organisational life, the management and organisational communication literature is uninformative.
Specifically, Taylor and Wan Every (2014: xviii) observe that when authors purpornt o analyse
Buthority, they typically analyse power. In their works, the two notions are generally linked and not
distinguished, resulting in a paucity of empirical studies of authority (a5 distinct from power) in the
management literature. Management historian Kiechel (2012: 73) concurs, commenting that the
question of the nature and source of authority, although typically present in the background of
management theory, has not received much attention from researchers. Herbst (2006: 285) also
noted this neglect when she commented that *On the nature of authority — what it actually is — we
are fairly silent these days, typically unwilling to open what we suspect is a rather densely packed
can of slippery womms™. It is patent, she added, that the study of authority in various academic
disciplines has become “oddly unfashionable’.

If analysing management requires a theory of authority, 50 does studying managerialism since
it is A particular form of management practice. Surprisingly, while early analysts of management
from the 1930s to the 1960s considered authority in some detail (e.g. Bamard, 1938; Bendix, 1956;
Follett, 1926), the role of authority in manapgerialism is not discussed or even recognized. For
example, recent books on managerialism do not list *authority” in their indexes (e.g. Considine and
Painter, 1997; Enternan, 1993; Klikawer, 2013; Locke and Spender, 2011; Parker, 2002; Rees and
Rodley, 1995). Treating managerialism as an ideal type, Barberis (2013) does not discuss whether
of how managerialism reconciles with authority. Similarly silent is Klikawer, 2013, 20019: 2-3),
who argues that managerialism is the (authoritarian) imposition of managerial techniques, thus
implicitly equating authority with legitimate power. Rarely explicitly acknowledged, such a view
of managerialism as resting on and manifesting in authoritarian practices is in fact widely accepted
(e.g. Locke and Spender, 2011; Parker, 2002; Shepherd, 201E).

The central thesis of this essay is that the rise of managerialism is best analysed as A manifesia-
tion of the decline of managerial authority and the rise of managerial power within workplaces.
This decline, it is argued, has remained largely unnoticed by scholars because of the widespread
conflation of power and authority in the management literature. It follows from this thesis that
resisting managerialism requires two undertakings. First, it necessitates re-establishing the concep-
tual distinction between power and awthority. As will be explained, this distinction is not o be
identified with that of A ristotelian origin and taken up notably (ifin differing directions) by Grotius,
Hobbes and Spinoza, between porentia and porestas. Indeed, speaking broadly, these thinkers saw
PoleTtia 85 power {capacity o act) and porestay &s legitimised or kaw ful power, whether realised or
not {Campos, 20012: #9-101). Second, resisting managerialism requires rehabilitating authoritativae
MANAgemant as 8 protection against authoritarian practices. In other words, authoritative manage-
ment is a defence against managerialism because authority redirects power o technical experts and
professionals and thereby limits managerial power (Barley, 1996; Hirschhom, 1998). Although he
has been often misundarsinod on this point, Dyecker (1972, 1974) did not argue otherw ise when ha
inzisted that managerial authority emerges from argumeniation and debate as opposed o coercion
and authoritarian direction.

It iz not A required wndertaking of the present essay 0 ascertain why, from the mid- 1970,
research inio authority has been replaced by research into power. Nor is it necessary i inguire inio
the several ways in which power has been concepiualised in the management literature. Authors
have already offered such ambitious reviews: notable examples are Anderson and Brion (2014),
Fleming and Spicer (2014) and Sturm and Antonakis (2015). Rather, to advance this essay’s
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arpument, a brief history of the concept of authority from ancient Greece to critical management
authors, by way of Weber, Bamard, Simon, French and Raven and Arendt is offered. This histony
shows that authority has two faces: a form of powaer (as in ‘the authorities hawve decided to close
borders”) and a source of power (as in ‘1 do as she says becauwse she is an awthority in her fiald™). It
is further argued that this dual nature has remained largely wnrecognised in the recent lilerature,
even in the works of noted auwthors.

Omiz author who did recognise the dual nature of authority is German A merican political theorist
Friedrich {1958, 1963, 1972). An exposition of Friedrich’s analysis of authority, implicitly accepted
in public administration literature (Plant, 200 1) but largely ignored in current management scholar-
ship, is given after this article’s historical owerview. This exposition shows that Friedrich's per-
spective provides a parsimonious solution to the problem of disentangling power from awthority,
an exercise which, in turm, sheds light on the decline of authority and indicates why such decline
accompaniad the rise of managerialism. The conclusion summarises the owerall argument and
adumbrates its implications beyond the realm of work orpanisations.

The two faces of authority: A brief history

Management authors have penerally conflated awthority and power. Specifically, their standard
approach has been to atribute indifferently 10 authority two meanings, one derived from Weher
(1947} and based on legitimate domination, the other derived from Barnard (1938} and based on
subordinate concession, or authorisation. Robbins et al. (2018: 656) offer an example of this equiv-
ocation when they define authority as “the rights inherent in a2 managerial position to tell people
what to do and to expact them to do it”. Such a conflation of the two meanings is also frequent in
social peychology, with Gilowitch et al. (2019 428) holding that ‘authority is power that derives
from institutionalised roles or amangements’. In both cases, awthority is equated with power; &
management regime based on such an wnderstanding of authority is *authoritarian’, in the sense
that managers” right io command is based on their role in a formal hierarchy.

In some cases, labelling management as authoritarian is noncontrowersial, becawse some author
itarian managers perform effectively and thereby demonstrate their power without being author-
ised to act as they do. Howewer, if they seek authority as authorisation, managers require reference
o0 others, because they cannot authorise themsebees. They must have authority conceded by col-
leagues and such concession entails considerations of what is acceptable to them. More generally,
the exercise of power is bound to affect others who will assess its consaquences and evaluate their
desirability and acceptability. This ewaluation establishes the inseparability, both theoretical and
practical, of power and authority and their centrality in management and leadership relationships
{Joullié et al, 2021; Spillane and Joullié, 2015). However, this inseparability does not imply that
the tw constrects should not, or cannot, be meaningfully distinguished. A historical perspactive on
the development of the two concepis assists in such a delineation effiore.

Rome and ancient Greece
Most English political concepts are drawn from Latin, including ‘gowemment’, “justice’ and
“authority’. The Romans themseb-es imported these ideas from ancient Greece (Kristeller, 1979).
Hiwawer, in the transfer of abstractions from classical Greek to the more practical Latin, concep-
tual subileties were often glossed over. It is fortunate, therefore, that “auwthority” has similar deriva-
tions in both classical Greek and Latin.

The ancient Greeks thowght of authority as the ability to start discussions and bring them to
conclusion through argumentation. For example, whereas in Homer arché signifies “initiathee”
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which ‘gets things done” and is manifested as a cause of activity in others, Aristote wrote of the
“double power” of arohé, that of initiating matters and bringing them to completion (Barker, 1968).
In ancient Greek literature, areké is also frequently used o designate “rule” or “gowemment’, since
the term archon refers to ruler or gowernor. This latter use implies that arcké expresses both the
exercise of initiative and the voluntary response to (and acceptance of) such initiatives. It is note-
worthy that this habit of applying arché to those in positions of power amounts to conflating
authority and power.

The translation of arché into Latin confirmed the conceptual link with initiative but was ambiv-
alent about representing authority as power. This ambiguity set the pattem for awthority to be
regarded as a special form of power. Indeed, in most Roman writing, authority is firmly linked with
command positions, reflecting the political awthoritarianism of an ara in which rulers held that
might constitutes right. However, the Latin lators of arché emphasised initiative rather than
power; the term they retained deriees from mucror (originator, promoter, author) and e aorifas,
which refers to producing, inventing or innowating in the public arena. This Roman fusion of
authority and power illustrates the fact that mucroritay supplements an act of will by adding reasons
oo it. In Latin, suthority is then more than adice, yet less than command. In this sense, it is advice
which cannot be properly disregardad, such &= when a doctor advises a patient (Friedrich, 1972:
219

Following Roman practice, from the early 14th century, suthogity was associated with individu-
als who were recognised as possessing legitimate know ledge, especially of a religiows kind (Hall,
1997). This use gave rise o the notion of an “awthoritative viewpoint’. By the 19th century, this
meaning was linked to that of “expert”, a person who is regarded as an authority in a certain field.
Howewver, Ginsberg (2016: 92) notes that “if awthority weakenad in relation to knowladge, it
strengthenad in relation to power and from the 16th century omeards it is a key political term in a
sense that the [Oxford English Dictionary] defines it as “power or right to give orders, make deci-
sions, and enforce obedience™. With this change of emphasis, the scene was set for enduring
ambiguity about the two faces of authority: authoritati-eness and authoritarian.

Max Weber and Chester Barnard

‘Weber (1947) argued that the concept of power is the fundamental construct in social sciences.
Howeneer, he came to regand power as too protesn 3 notion o be useful becavse all human encoun-
ters can be judged to put cernain individuals in a position to0 impose their will on others. He there-
fore turmed his atiention o more specific relationships, notably domination, rulership and
legitimacy. Webar's fiocus is visible in his preference for Herrschaf over duwforind, which shows
that his theory is a theory of (legitimate) rule rather than mere power. Weber's prefemmad terminol-
ogy also implies that to translate Herrschaf directly into authority is mistaken because it creates
the (misleading) impression that to hawe a position of formal povwer is, ipse ficio, 0 have authority.
This conflation is far from Weber’s thought since he considered a power strocture to be 8 system
of rule that does not require the assent of those dominated (the confusion surmounding the meaning
of Herrschaff diminishes if is translated as ‘rule”).

‘Weber (1947) conceived of legitimate rule as a relationship between two parties. In manage-
ment, these parties are managers and subordinates and the central factor in the relationship is the
meaning that the parties attribute to it. An essential component of that meaning is that managers not
only issue commands, but they also claim the right to do so. Similarly, the obedience of subordi-
nates obains from their assessment that managers have a right to issve commands and control them
within specified parameters. As such, for Weber, unlike the traditional and charismatic claims o
legitimacy which are based on appeals to individuals, legal-rational legitimacy is embedded in the
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social order. It extends o individuals only insofar as they occupy legitimised roles and, even there,
their powers are limited to a “sphere of competence’ which is defined within that social order.

Weber (1947) made rationality a basis for role legitimacy only and considered all personal
legitimacy to be basad on non-rational criteria. Further, he insisted that there is a fundamental dif-
ference between a claim to legitimacy based on technical competence and one based on personal
qualities. He argued that charismatics derive their influence from exceptional personal characteris-
tics of a non-rational nature (one can think of the Reverend Jim Jones and his suicide cult to illus-
trate Weber's point). Yet it is apparent that some managers secure A sizeable follow ing not because
of charismatic qualities, but because they propose to sobee problems with which others are grap-
pling (such as A competent project manager would in a contemporary IT firm). In other words,
Weber's analysis does not easily account for managers who are fiollowed becawse of their superior
ahility to address challenging problems. Following individuals bacause they can resobe dilemmas
is rational; doing so does not automatically impose charismatic status wpon them but simply indi-
cates that they are authorities in relevant matters (Andreski, 1988)

Opposing Weber is Bamard (1938} who emphasised authority as the foundational concept in
management. Authority, Bamard argued, has two aspects: a subjective element represented by the
personal acceptance of a directive as authoritative, and an objective element embodied in the con-
tent of the communication by vinue of which that communication is accepied. To appreciate this
distinction, consider the case of the rookie police officer listening to his sergeant whom he admires
and respects and who is also comvinced that the substance of what his superior is telling him (on
this occasion) is justified. Hence, for Bamnard, authority lies with those to whom it applies, because
it represenis the willingness and capacity of individuals to submit io the necessities of organiszation.
Accordingly, 8 manager does not have authority. Rather, authority rests with organisational com-
munications and their assant from those to whom they are directed.

Barnard (1938) believed that assent is 2 necessary and sufficient condition for a management
relationship to be classed as one of authority. This position is, however, untenable. A more accurate
anakysis reveals that if assent is indeed & necessary condition for the management relationship to
b classed as one of authority (which, for Barmard, implies willingness), it is not a sufficient condi-
tion. For example, if @ manager (4) threatens a colleague (B) with dismissal if B does not behawve
illegally as instructed, B may assent to A’s demands, but it cannot be claimed that & & exercising
authority. The denial rests on the argument that B's situation was created by A's use of a form of
porwear which rans counter to authority.

A5 a practicing manager, Bamard was struck by the frequency withwhich managerial directives
are disobeyed. This observation led him 1o ask how it is possible for managers (o sscure consistent
and sustained cooperation if the acceptance of authority rests with subordinate colleagues. His
answer is that those who pain advantages from the organisation's rewards actively support the
maintenance of authority therein. That is, for Barmard (1938: 168- 169, the informal shared view
of the work community makes individwals reluctant to guestion suthority that is within what he
called their “zone of indifference’. In this zone, employees uncritically accept orders becawse such
missives are deamed 0 be consistent with the @asks implicitly accepted when they became employ-
ees. The formal instantiation of this principle is the commonly accepted, but nonetheless mistaken,
view that authority comes from above. Seen in this light, authority is another name for the willing-
ness to submit to the necessities of organisations. Comversely, disobedience of an instruction by an
employes towhom it is addressed is an effective denial of its authority and amounts o challenging
the organisation’s siructure, processes and objectives.

Weber {1947} acknowledged that assent is a factor in relationships of Herrschaf, even when it
rests on coercion. On his view, such a sitwation is an outlier case, because he held that there is
ahways an imeducible element of voluntary compliance in awthoritarian relationships. Howeer,
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what is an exireme case for Weber is the fundamental nature of authority for Bamard (1938: 164),
fior whom the army is the “greatest of all democracies® becawse soldiers personally decide to follow
orders. Barmard combined this position with his view of the *fiction of superior authority” and thus
rejecied traditional models of authority based on (legitimate) power. As Perrow (1986 1) noted
though, the fiction of the superior authority is “hardly a fiction if one can be fired for disobeying
orders or shot for not moving ahead on orders’.

In summary, while Weber was ambivalent about the pow er of bureawcracy, Bamard was opti-
mistic because, for him, bureascracy is essentially a cooperative, democratic and benign contribu-
tion to human progress. In Weber's casa, bureawcracies are power sifoctures that are legitimated by
rational values, run by technical experts and defined by the principle of hierarchy. In Bamard's
casa, bureaucracies are communicative processes which apprise managers of relevant information
and infirm them of their responsibilities; in his analysis, neither legitimacy nor hierarchy plays a
significant role. However, by making accepiance of managerial communications crucial, Bamard
ignored the difference between “authority” based on coercion and authority based on the rational
evaluation of communications. There is no place in Bamard's theory for rational argumentation.

Herbert Simon

Although there are similarities between Weber's and Bamard’s theories of authority, the general
tendency in the management literature is o see them as champions of incompatible perspectives.
Une exception to this observation is Simon (1976), who argued for a convergence of Weber's and
Bamard's views. For S3imon, such an attempt is possible because Weber's and Bamard's distinc-
tions between power and authority are phenomenological. Indeed, for both authors, the reasons for
obedience stem from subordinates™ perceptions of the managerial role as legitimate rather than
CORTTive.

In line with hiz general commitment io logical positivism, Simon (1976) believed that authority
should be defined objectively and assessed using behawiouristic protocols. Specifically, he argued
that it is only when an unambiguoushy observable and codified interaction betw een a2 manager and
subordinates occurs that amthority existss awthority exisis when managers command with the
ex pectation that the command will be obeyed. Subordinates, in obeying the order, hold in abeyance
their own critical judgements for evaluating it Whilst Simon’s theory begs the question conceming
the moitivation behind the suspension of critical evaluation, his definition embraces the reality of
organisational elements and corporate goals, in the name of which employees defer critical
e aluation.

Authority, for Bimon (1976 151-152), is one of several forms of influence. Its distinguishing
characteristic is that it does not nacessarily seek 0 conv ince subordinates but gain their acgquies-
cence. That s, when decisions and commands are guestioned, it is the authority figure who has the
last wiord in the disagreement. Elsewhere, Simon (1976: 125) indicated that awthority is a kind of
power, “the power to make decisions which guide the actions of amother”.

In claiming that authority is a form of influence and power, Simon parados ically drew attention
to & deficiency in his own conception. Specifically, Simon’s view does not allow distinctions o be
made between authority, power and influence. Yet not only are these distinctions desirable consid-
ering the use of these terms in everyday language, but they are also reguired. Indeed, rigorous
analysis necessitates that catepories be distinct, their population specifiable and their use consist-
ent. Moreower, Simon's conception does not account for the possibility of a gradation of accept-
ance. For example, if a kitchen hand is asked by his fast-food manager o precook thiny burgers
even though no such customer order has been received, he may share her desire io anticipate the
evening peak hour, but not to prepare s0 many meals in advance. In other words, it is possible (in
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fact commonplace) that employees only partially embrace the reasoning which wnderpins their
managers” directions. Yet Simon wanted to exclude from his notion of awthority those sitwations
where subordinates examine and evaluate the merits of a manager’s proposals and become con-
vinced that the proposals should be carried out. If Simon were comect, circumstances where sub-
ordinates give independent evaluation of, and agreement with, a8 manager’s orders would not be
instances of authority, even though subordinates would carmy out those orders.

In his book, Simon (1976) adopted at least five definitions of awthority (p. 11, 22, 125, 128,
151). Following Bamnard, he ended wp introducing in his mode] the subjective reactions of subor-
dinates, implying that authority is present where obedience anticipates as well as follows com-
mands (inwhich case, observed behaviour is not sufficient to demonstrate an authority relationship,
contrary 0 Simon’s behay iouristic pramizes). Further, Simon followed Weber and Bamard in iden-
tifying confidence (technical =kill) and legitimisation where authority is present, adding social
approreal together with sanctions and rewards. As with Barmard, these additions conflate swthority
with powaear.

Like Simon’s, attempts o define authority in purely objective terms inevitably lead to an ower-
generalisation of the concept and gloss over explanatory distinctions in human behaviour.
Mevertheless, Simon set a trend which most social psychologists have followed when they com-
menced their analyses with the inclusive notion of power and attempted to derive the concept of
authority from it (Cartwright, 1959; French and Raven, 1959). Understandably so: as Cartwright
{1959: 184) noted, “the general trend toward defining [pow er] 20 as to inclede mamy forms of social
influence [including authority] owght o0 reduce substantially social psychologists” reluctance o
employ it in describing social interaction”. There are, however, risks in equating social power with
authority. These risks are particularly visible in the welbknown typology of French and Raven
{1959

French and Raven

According to French and Raven {1959), social power comes in five forms: referent (or attraction];
reward; coercive; legitimate; expert. Although widely and uncritically quoted in management
texthooks (e.g. Bolman and Deal, 2017; Robbins et al.,, 2018), this decomposition of power’s
bases is not satisfactory. Indeed, to be independent, the five calegories must be operationally
defined narrowly and mutually exclusively. However, French and Raven did not respect this
imperative. The lack of independence in their categories (bases) can be seen in the relationship
between refarent, expert and legitimate power in both the theoretical and empirical literature (2.g.
Lyngstad, 2017). Further, reward and coercive power do not depend on the consent of the subor-
dinate party, whereas legitimate, expert and referent power cannot operate without the active
concurrence of subordinates. This difference shows that French and Raven’s five bases of social
power reduce o two Categories. ‘power” (coercive and reward) and “awthority” (referent, expert
and legitimate).

Furthermore, French and Ravens {1959: 151) use of the term “legitimate” is confusing. Indeed,
legitimate power, for them, arises because one group of people believes that another panty has a
right to prescribe behay iour (in their words: ‘legitimate power is based on the perception by [per-
son A ] that [person B] has a legitimate right to prescribe behav ior for him*). This definition implies
a normative basis (typically moral) and thus allows for the term “right” to be considered phenom-
enologically (i.e. subjectively): what is a “right” prescription for one individual may not be so for
another. Howeser, French and Raven’s definition also allows “right” to be received in & narmower,
legalistic sense. Since French and Raven distinguished legitimate power from referent power
{which includes subjective elements), it is safe 0 conclude that they employed the term
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‘legitimate” in its second, more exclusive sense. Given such comtext, to avoid confusion, a better
exprassion would have perhaps been “legal power’. Whatewer the case, French and Raven’s con-
cepitual imprecision has resulted in theorists often defining authority as legitimate power and thus
identifying authority with formal power. This identification in tum leads (o the view that referent
and expert power are somehow of a different order to the notion of auwthority, muddying further the
concapiual waters. One author who sought to clarify them and distinguish authority from power is
Hannah Arendt.

Hannch Arendt

In a noted essay “What is Authority™, Arendt (1961) discussed not what authority is but what it
wis. Indeed, on her wiew, 20th-century Western society is in the middle of a crisis triggered by the
disappearance of authority. She argwed that this vanishing is itself the consequence of the decline,
almost to the point of extinction, of auwthority's two historical sources: religion (which has bean
secularised) and tradition (which is seen as outdated). Manifestations of these phenomena includa
people losing their sense of life purpose and the pervasive impression that society is berefit of order
and stability {(Arendt, 1961: 95).

Contrasting authority with power, Arendt (1961: 93) noted that authority “precludes the use of
external means of coercion; where force is wsed, authority itself has failed’. She (Arendt, 1961
102-103) observed that *if violence fulfills the same function as authority — namely, makes people
obey — then violence s authority”. Indeed, for her (Arendt, 1961: 106), *authority implies an obedi-
ence in which men retain their freedom’. Howewver, Arendt (1961: 93) added that awthority “is
incompatible with persuasion, which presupposes equality and works through a process of argu-
mentation. Where arguments are used, authority is left in abeyance’. This dual incompatibility
{with both power and reason) of authority allows Arendt 0 argee against a return to the ancient
Greek conceptions of Plato and A ristodle.

For Plato, Arendt (1961: 107-110) explained, awthority canmnot come from perswasion and argu-
ment. Indead, if persuasion and argument could establish authority, Socrates” trial (which saw him
recebee the death penalty for allegedly comupting Athens’ youth) would hawve consecrated him as
an exemplary citizen. Rather, Platonic authority, in Arendt’s reading of The Republic, comes from
truth, because the self-evident nature of truth compels the mind in ways that are stronger than per-
suasion and argument However, only the few (the philosopher-kings) can know and thus be sub-
Jject to the authority of the truth; the multitude, which is easily swayed by myths, cannot be trusted
to do the same. Ultimately, Arendt concluded, the establishment of Platonic authority reguires
violence (the same conclusion obtains from Plaio’s later attempts 0 ground awthority on laws,
which will inevitably have to be enforced).

Aristotle’s solution 0 the problem of establishing authority fares no better than Plato’s in
Arendt’s (1961: 115-119) analysis. Indead, just like Plato’s, Aristotelian authority assumes a divi-
siom batween rulers and the ruled, with educators (and by extension, experts and scientists) playing
the role of the philosopher-kings by imposing knowladge on their students. The violence inherant
in Greek authority, Arendt (1961: 120-123) held, is best undersiood when viewed against the
Roman conception. Specifically, Roman avthority did not require coercion because it was con-
caived of as flowing from the city’s sacralised ancestors (Romulus in particular) to its citizens by
wity of the Senate. That is, Rome was thought as not having been simply built but authored and this
glorious foundation infused Roman life with a collective spirit that guided its development. Roman
authority thus united past and future generations through the acceptance of, and commitment to, a
miythical +iskon.
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In summary, on Arendt’s account, authority has permanently died out. Further, neither truth, nor
PeTsuasion, Nor Argument, nor science will assist Western society in overcoming the existential
crisis that the loss of authority triggered. Similarly, religion and tradition will not remedy the
malaise since they are no longer authoritative. To alleviate the disappearance of authority, A remdt
(1961: 1346 placed her hopes in modem revolutions. Indeed, in the last pages of her essay, she
argued that the American Revolution, with its ideals of freedom and justice enshrined in the
Declaration of Independence and the Constitution, exemplifies the sort of political event capable
of providing the foundations for society s rejuvenation.

Irrespective of the merits of Arendt’s owerall thesis, ber conclusion underlines that her ‘author-
ity” only tangentially (i.e. terminologically) connects with “authority” as undersiood by Weber,
Simon and French and Raven. Indead, her effort o distinguish authority from power lead her to
divorce the two concepds entirely. Furthermore, she argued that authority is part foundational myth
amd part political vision but did not identify a psychological process (swuch as reason or perswasion)
emsuTing its accepiance. Arendi’s conception embeds ideals that bring citizens together and ulti-
matehy create social cohesion, but she did not explain why people should embrace them. However,
and whatever Arendt's authority is precisely, her (somewhat self contradicting) argument to the
aeffect that establishing authority by way of argument, reason and know ladge entails oppression has
not been without legacy. It has notably survived in critical management studies.

Critical management studies

Since their inception in the early 19, critical management stwdies have produced a multifac-
eted body of scholarship that resists simple classification. Despite the diversity of the phenomena
they research, critical scholars share a concern to reveal the noxious psychological, social and
emvironmental consequences of firms, organisational life and economic systems. Inspired by the
work of Michel Foucault, critical authors penerally conceive of administrations, hospitals, pris-
ons, universities and private cofporations as nod just institutions but structures sustained by the
generation of power. From this perspective, such institutions are ideology driven. As such, they
are oppressive and dehumanising in nature despite their purponed contributions o society or the
humane (and often team-based) processes they ostensibly adopt as aliernatives to traditional com-
mand-and-control power stroctures (Barker, 1993; Grey and Willmott, 2005; Joullié and Gould,
2021

Another precept shared by most critical management authors siems from the view, of postsiruc-
turalist origin, that language is iself a srecture {Bumrell and Morgan, 1979; Green and Li, 2011).
Accordingly, grammar, syntax, vocabulary, spelling and symbols do not liberate through the acts
of the (salf-)expression they make possible. Rather, these elements oppress and alienate, in that
indiwiduals must imoke language to reflect on themseh-es and other phenomena. Even logic and
rationality, since they require and proceed through symbols, are suspecied of being vehicles of
domination and dehumanisation (A ppelrouth and Edles, 2011). Applied to organisation studies,
this reasoning reveals that management theories, concepts, processes, discourses and phrases (e.g.
the expression ‘human resources’) are instruments of enslavement that tum organisations into peEy-
chic prisons {Barker, 1993; Morgan, 2006). Further, by way of @ver more pervasive organisational
communications, products and practices, managerial discourses creep out of corporations and col-
onise society. In so doing, they cormupt the educational system, im-ade stealthily people’s thinking
and witimately threaten democracy (Deete, 1992). Managerial authority, since it is essentially dis-
course-based, belongs o the corporate-managerial arsenal and is mot grounded in objective, walwe-
free and rational knowledge. Rather, it is an auxiliary o power, one of the means through which
managers dominate, manipulate and conirol employess. As Adler et al. {2007: 136) note, ‘Power

290



Spillane and Joullé 1]

within firms is not merely an overlay on a rational authority structure: the finm is essentially an
exercise of coeTcive powear’.

Scholars embracing the perspective advanced by the Montréal School of organisational com-
munication hawe sought 0 complement the conception of Authority as A purely managerial phe-
nomenon (Benoit-Bamé and Cooren, 2009; Taylor and Van Every, 2014). For such researchers,
organisations are realised, experienced and identified primarily in, and thus constituted by, com-
municative evenis and processes (K @mmeman, 2001). These events and processes entail such ele-
MEnts 85 com-ersations, symbols, metaphors, buildings and other anefacts, each considered as a
“text’ that organisational members ‘read’ (Cooren et al., 20011; Puiman and MNicotera, 2009). On
these bases, authority is a process which authors organisational members® legitimacy, identity and
purpose (Spee and Jarzabkowski, 2011; Taylor, 2001). Such outcomes are not fixed, however. For
example, collaborative work is an organisational encounter in which authoring and de-awthoring
processes play out, creating and erasing lines of authority, defining and redefining how work s o
be accomplished (Koschmann and Burk, 2016).

Further, scholars aligned with the Moniréal School conceive of texts and communicative events
a5 performative in the sense that their mere realization and ex istence produce results independenthy
of those who create, enact or read them. A s such, and according to A ctor Network Theory (Latour,
2005), agency is not exclusively a property of living systems but also a feature of texts and com-
municative events. This view implies that communications (broadly conceived), symbols, abstrac-
tions and material objects are all authoritathe texts (Kuhn, 2008). They possess and exen authority,
which is manifested when they are exhibited, referred to or invoked during conversations; Benoit-
Bami and Cooren {2009) call such processes ‘presentification’. Authoritative texis also act through
individuals, as is the case for exampla when an official speaks on behalf of “The White Housa™.

The view of authority a5 a bundle of {de}authoring processes acting on and throwgh organisa-
tional members is in keeping with the conception that language is itself an element of a broader
power siructure. A ccepting the constitutive role of communications thus leads to view ing author-
ity as producing, rather than being produced by, employees” moles, identities and legitimacy.
Despite their desire to advance nowvel conceptions of authority, scholars of the Moniréal School
have thus fallen back on the view shared by most critical management authors. They conceive of
Authority as being endowed with its own power and agency, the effects of which are practically
and conceptually indistinguishable from those of the peneral power structure. Indeed, as Benoit-
Bamé and Cooren (2009 9 and 28) assent, not only is ‘power (and, by implication, auwthority)
[distributed] among organizational members®, but also “awthority [. . .] consists of a specific way
of exerting power’.! Hence, for all intents and purposes, critical management scholars, whether
affiliated with the Moniréal School or not, do not propose a theory of authority differing substan-
tially from that of mainsiream management authors: they concetve of awthority s a form of
POwar.

Carl Friedrich: Authority as reasoned elaboration

One of the earliest critics of the conflation of power and authority is Friedrich (1958, 1963, 1972).
Teaching full time at Harvard from 1926, then altermatively at Harvard and the University of
Heidelberg from 1956 until his retirement in 197 1, Friedrich wrote on public administration, politi-
cal theory and totalitarianism. Noted for his knowledge of German constitutional history, he
advised the US occupying forces during de-Mazification and participated in the drafting of Wast
Germany s post-war constitution {Berger, 1984). Friedrich’s lifelong concems included the rec-
onciliation of bureawcracy with personal and professional responsibility, the respective roles
(and scope for decision-making) of policymakers and administrators, and the possibility for
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administrators to engage in public argument and debate {Plant, 20011). Uniting these concemns is his
theory of authority.

Observing that authority has been juxtaposed io freedom, or to force, or o reason, Friedrich {1958:
29} lamemited that *[authority ] has been praised and condemned in all these contexts, and as a result,
the word has been incorporated in a pejorative adjective, “Buthoritarian”, and linked as a general
characteristic to “personality” a5 an objectionable and emadicable trait”. More specifically, Friedrich
dizagreed with the proposition that awthority should be defined in terms of power, legitimate or ofh-
erwisa. Om his view, the tree nature of authority has been obscured by the pejorative term “authoritar-
ian” which does not refer o someone possessing authority, but rather to someone pretending o do so.
Further, Friedrich argued that while there are greater or lesser degrees of reasoning, and hence ration-
ality, imvobved in authority relationships generally, attempts to identify authorite with the imational
miss the fundamental point that authority is, by etymology and definition, related to reason. Largehy
overlooked by management scholars, Friedrich's work deserves rescuing from oblivion (an effon o
which Harbst, 2006; Plant, 2011; Spillane and Joullié, 2015 have contributed)

Like Barnard, Friedrich defined awthority as a quality of communication rather than of a person.
Unlike Barmard, however, Friedrich (1963: 224) conceived of authority as the quality of a com-
munication that is capable of reasoned elabomation. This capacity for reasoned elaboration is in
terms of ‘the opinions, values, beliefs, interests and needs of the community within which the
authority operates’ (Friedrich, 1963: 226). In authority relationships, the communication requess-
ing acceptance is recognised as being supponted by reasons why the request is a desirable one. Such
a requirement also applies io a power wiglder. However, a crucial difference is that power wiglders
hawe the option o enforce obedience without engaging in reasoned elaboration. To put it differ-
enithy, subordinates do not neces=sarily perceive the situation as indicating that reasoned elaboration
will be forthcoming or even required.

For Friedrich (1963 161}, power is manifiested in the coniext of relationships and iz indexed
through obsarying change in the behaviour of thoss to whom it is directed. Although conceptualby
independent, power and authority are therefore closely related. Further, they can both be analysed
in terms of obedience. Indead, as Friedrich noted, much institutionalised power is maintained with-
out individuals elaborating or justifying their directions. However, a line of demarcation can still
be drawn between them because, for Friedrich, authority is a source of power rather than a form of
power. That is, authority is a quality of individuals that enhances their power but is not itself powar.
Hence, o be authoritative, a power wiglder must offer convincing reasons for a proposed cowrse of
action, taking account of the interests, beliefs and valves of those to whom the arguments are
directed. In this sense, managers who hawe “lost their authority” have lost a form of their power
because their communications are degraded. Such siuations arise when managers cease 10 engage
in reasoned elaboration or because the valuwes of the community hawe changed, making their arpu-
ments less convincing (Friedrich, 1963: 226-227).

Friedrich criticised Weber for equating authority {capacity for reasoned elaboration)with legiti-
macy. As he put it, “authority s the capacity for reasoned elaboration is capable of creating legiti-
macy wherever it provides good reasons for the title to rele’ (Friedrich, 1963 236-237).
Furthermore, authority helps to legitimise power becawse the capacity 0 isswe CommMunications,
with an appropriate convincing rationale, embraces the right o rule. Authority thus butiresses
legitimacy. & uthority is not legitimate power as Weber would have it, for legitimate power exists
in warious forms without a capacity for reasoned elaboration. In workplaces, what is required is a
rationale for following managers: a demonstration or a conviction that managers can prowide guid-
ance and seccessfully direct others tow ards group goals.

Friedrich (1963: 127) also criticised Bamard for unduby extending a theory of informal organi-
sation o remedy the defects of his theory of formal orpanisation. This extension adversely affected
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his theory of authority because he had 0 make dubious assumptions. For example, Barmard broad-
enid the concept of cooperation to cover all situations in which people work together, including
thosa that imvobee coercion. Instead, Friedrich argued that a distinction should be made between
‘cooperative’ and ‘directive’ styles of managing. In the cooperative (or authoritative) organisation,
the contributions of all relevant colleagues are elicited and voluntarily made; in the directive (or
authoritarian) organisation, they are ordered and enforced. More generally, Friedrich held against
Bamard that he glorified work organisations by claiming that authority is accepted willingly and
does not exist at all unless it is so granted. In such an analysis, disruptive factors are either viewad
in positive terms or minimised. The problem areas of organisational life — power, conflict, compet-
ing ideclogies — are thus either ignored or left to be dealt with by authoritarian executives.

‘When considered in Friedrich’s sense, authority is distinct from the uwse of power and coercion
that is typically implied in the notion of ‘authoritarian’. Indeed, for Friedrich (1972: 116), an
“awthoritarian’ (manager) is one who orders rather than argues, directs rather than advises, com-
mands rather than sugpesis, to make colleagues conform and obey. In management, authority is
enhanced if all parties have relevant knowledge and communicate it to each other. The crucial ele-
ment is the perceived rationality of communications and their ability o sob-e problems. As such,
the authority of managers increases when organisational solutions are offered through reasoned
elaboration and acted wpon. That i, ‘The fact that [a manager’s] decisions, commands or other
communications could be reinforced by reasoned elaboration relating them to established valwes
and beliefs will lend [the manager’s] acts that “authority™ without which discretion becomes arbi-
trary abuse of power” (Friedrich, 1958: 45). Authoritative managers, therefore, recognise their
responsibility for discretionary acts as an obligation to retain their regard for reasoned elaboration.
“Omce this regard is lost— and it may be lost by [managers] at large no longer accepting reason as
A guide — the night of meaningless violence s upon ws” (Friedrich, 1958: 48).

Friedrich extended his conception of authority to embrace situations where people {communica-
tion receivers) adopt a speaker’s belief without due justification. He quoted approvingly Lewis
(184% &-T) definition of authority: “He who believes wpon authority, entertains the opinion, simply
because it is entertained by a person who appears io him likely to think comectly on the subject’.
This definition extends the analysis of authority into the psychological arena and by so doing
emphasises the concessional elements of an authority-based relationship. Friedrich’s insistence on
such psychological aspecis, when applied to Weber’s sociological analysis, raises anew the ques-
tion of whether authority (in Friedrich’s sense of reasoned elaboration) can exist in legal-rational
organisations (bureaucracies). Indeed, in bureawcracies, the informal awthority of technical expents
is bound i0 conflict with the more ensconced formal auwthority of managers. In practice, the effects
technical experts hawe on managerial authority will differ in degree according o the matter being
addressed. For example, the best way i0 achieve a group poal i more likely to be open to critical
discussion than reflection on the relevance of the goal itself.

If workplaces are legal-rational entities (which admitiedly is not abways the case), the contribu-
tion of authority figures is essential to their survival and prosperity. Power, legitimate or otherwise,
is thus an insufficient basis for organisational effectiveness because, to be effective, managers nead
o supplement their legitimate power with authority which is vested in communications that are
capable of reasoned elaboration and persuasively disseminated. As work organisations are funda-
mentally dependent on the cumulation of knowledge, the contribution of authoritative individuals
is indispensable. On this view, managerial authority is grounded on technical and persuasive skills.

Support for the view that managerial authority is underpinned by technical and persuasive skills
comes from Popper (1962, 1996), for whom argument is the basis for personal and social develop-
ment. A5 such, Popper would be critical of managers who ignore or reject argument in their work.
Such rejection typically takes two forms. First, authoritarian managers eschew argument preferring
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o imwoke orders or threats: “Dio this, or else”. Second, some managers who do not embrace argu-
ment encourage colleaguas to express their feelings. For Popper, each kind of argument-rajection
tactic is disastrous. Indeed, if language is viewed merely as expression of directives or feelings,
managers neglect the fact that through language they offer true or false statements and produce
valid or invalid arguments. Besides, while management language s largely descriptive, descrip-
tions are often ambiguous, biassed, incomplete or unduly laced with metphors (Coben, 2003).
Managerial statements thus call for clarification, argument and criticism (understood here as a
truth-finding process; of. Popper, 1996 91).

Managerialism and authority

Inworkplaces, a consequence of treating authority exclusively as a form of power is to confine
its attribution o managers, as if only managers could hawve awthority. Further, the neglect of
authority as 8 source of power leads to the view that non-managerial technical experts are not
suthorities in their fields. Howewer, while managerial power is concemnead with the ability to rule,
the recognition of individuals as authoritative owing to their special knowledge or skill does not
imply a claim or ability to rule. A distinction needs to be made, therefore, between managers as
fiormal authorities and (non-managerial) employees, experts and other professionals as informal
authorities.

Thiz basis of professional asthority is technical knowledge and competence. As such, authorita-
tive professionals act as a source of innowation by providing managers with effective ways of
achieving organisational goals. As 2 matter of orthodoxy, managers are supposad to wphold the
cormect ways of doing things whilst also {paradox ically ) scanning the environment fior better ways.
In these circumstances, the contributions of professionals, provided they accord with onganisa-
tional aims, should receive managerial support. Such context sets the scene for a delicate act of
managerial balancing. On the one hand, the expertise of profiessionals and the way it contributes o
organizational performance consolidates managerial power. On the other hand, as a source of
power, profiessional authority weakens managerial power. One way to eliminate such tension is o
claim both ex pertise and ability to rule, that i, wo claim both authority and power throwgh resont o
the notion of hierarchical position. Managerialism, the perspective of management which is
grounded on the principle that managers simultanecusly have the ability and right to rule cwing o
their role and superior knowledge, rests precisely on sech claims.

The neglect of Friedrich’s anahysis of authority and the widespread conflation of power and
authority, reviewed earlier, hawe inhibited a scholarly analysis of managerialism as resting on a
theory of authority. Howeser, not all scholars have neglected o study the degres o which manage-
rialism reconciles with, or at least makes room for, authoritative workplace relationships. Indeed,
the question is implicit in MacIntyre's (2007) well-known critique of bureaucratic managemeant.
According to Maclntyre (2007: E6), managerialists:

“justify themselves and their claims to authority, power and money by imeoking their own competence as
scientific managers of social change [and their] mode of justification [. . ] lies in the appeal 1o bis (or later
ber) mbility to deploy & body of scientific and above all social scientific knowledge organdized in terms of
and understood s comprising o set of universal law-like generalizations”.

For MacIntyre {2007 ), whatever bureaucratic managers have, they do not possess the keys to an
imaginary kingdom. In other words, they do not have access to specialised knowledge and their
attempis t0 present themseh-es as morally nevtral guardians of effectiveness and efficiency are
Jejuni. Managerialists have therefore a vested interest in concealing or diminishing the presence of
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imstitutional conflict and in avoiding rational argumentation and debate. Indeed, not onby are such
exchanges unpredictable and thus unmanageabla, but they also nisk damaging the image of the
managerialist a5 an expert in human affairs, technical expert in business, social scientist and
“leader’. One way for managerialisis to protect themsab-es from such damage is (0 double down on
their claim io authority 8s institutionalised power.

In addition io owert, if unsophisticated, assertions of power, insidious evenues axist for manage-
rialists to (iry to) control their colleagues. One such avenue obtains from the growing emphasiz on
emotive langueage and the cormesponding decline of argument that have characterised the last dec-
ades (Joullié and Spillane, 2020; Palmer and Hardy, 2000). The opponunity therefore exists for
managearialists o conduct meetings during which participants are encouraged o share their feal-
ing=, opinions and valwes with each other and engage in what amounts to group (pseudo) pay cho-
therapeuntic sessions. However, emotion-venting meetings of such kind vitiate decision-making
because feelings are private and inscrutable and thes canmot be critically evaluated. Further, when
emotional catharsis takes priority over rational deliberation, exchanges are not conduchee to pro-
ducing fact-based challenges to managerialist power. Besides, ‘ex pressiva’ meatings facilitate the
pursnit of Machizvellian, manipulative goals. Specifically, they are liable 0 being interpreted as
evidence of the caring atientions of managerialists, or a sleight of hand in which employees are
given the false impression that they are being consulted on consequential issues. By way of con-
trast, authoriative managens (in Friedrich’s and Popper’s sense) actively encourage and promote
argument for including employees’ perspectives on mission-relevant matters and rational decision-
making related thereto.

Often misundersiood on this point (e_g. Ganiman, 2005), Drecker (1972, 1974) was critical of
managearialism and advanced views compatible with those of Friedrich. For example, Dyucker
{1972) predicted that professional experts (or ‘knowledge workers’) would become major con-
tributors to organisational effect: and m wiuld nead to recognise and reward their
Authority. Further, he wamed against the expanding power of cost centres relative to profit centres
and the dangers of bureaucratic management and the centralisation of managerial power. Drucker
also argwed that managers should replace external contmol with intermnal control arguing, with exis-
tentialisis, that managers should promote freedom and personal responsibility at work (Joullié and
Spillane, 2020). On his view, granting employees responsibility for continuous improsement in
their jobs enhances corporate performance. Finally, Drucker agreed indirectly with Friedrich (and
Popper) that authoritative management requires a language that emphasises valid reasoning and
culminates in authoritative advice.

The defence of authority offered in this article is not & nafve or thinly disguised endorsement of
A pro-management position, itself stemming from an wncritical adherence to 2 unitarisi perspectie
of the employment relationship {Godard, 2011). Indeed, promoting authority does not imply, as
managerialists have it, thai managers can be trusted to make decisions benefitting the entire work-
place on the assumption that no fundamental divergence of interesis exists within it Rather, esiab-
lishing authority as a bulwark against managerialism amounis o saying that workplace conflicts
are temporarity and partially subsumable throwgh negotiation and the finding of common ground.
Such a context exists because, even where long-term interesis di-erge, reasoned elaboration (a
process that entails argument and debate) allows employers and employees to find ad hoc wtilitar-
ian courses of action that each panty accommaodates (Joullié and Spillane, 2021). Expressed differ-
ently, authority 88 2 source of power stemming from reasoned elaboration is not a8 managerial
prerogative but exists at each level of a workplace hierarchy. What creates authority is a capacity
and inclination for dialogue and critical evaluation, arising from circumstantial knowledge, axper-
tise and the application of logical thinking. Those who aspire to authority expose their reasons,
whloe critical exchanges and seek consent, a process which is conducive to professional
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denvelopment (Joullié et al., in press). Comersely, those, like managerialists, who habituwally coarce
or control others, content themsehses with commands accompaniad by threats.

In summary, managerialism a5 a management practice is characterisad by awthoritarian forms of
conirol rather than workplace relationships based on authoritativeness. As management mutated
into managerialism, senior managers secured more decision-making power, middle managers were
eliminated and technical experts ignored. S0 long as authority is anabysed as a form of power and
the view that it is a source of power is neglected, those who lament the rise of managerialism will
remain unable o interpret it as stemming from a decline of authority. In other words, resisting
managerialism entails the restoration of authority as a source, and not a form, of power.

Conclusion

This essay has argued that management authors have generally considersd managerial asthority as
a fiorm of power. On thair view, the two concepts are conflated because they conceive of the right
o command as grounded on control and coercion. Auwthority, in this sense, merges with “authoritar-
ian’. A second, overlooked view of managerial authority considers the realisation of organisational
goals along with psychosocial factors. Such consideration requires a definition of authority which
includes subjective and concessional aspects and links authority with authorisation, in tum poing-
ing to an evaluative process. It is noteworthy that this second view of managerial awthority is
compatible with the first, insofar as imposing authority (by way of the exercise of power) on some-
oni Tequires prior concession by others of the auwthorisation to do so.

The most influential proponent of the ‘concessional” view is Bamard (1938) who arguees that
authority rests with those to whom it applies. Such a conception of authority requires assent and
eniails that the effects of authority are cancelled by dissent. Further, because power cannot be dis-
sobved by mere dissent, Bamard's view entails 8 conceptual separation of awthority from powar.
Largely neglected by managament authors, Friedrich (1963) proposes an anakysis which expands
on and refines Barmmard’s concessional view of authority. Specifically, in keeping with the way the
Romans and ancient Greeks understood the term, authority is for Friedrich a capacity for reasoned
elaboration, that iz, for a justification, through argument and debate, that is found o be rational,
reasonable and comvincing. Understood in this way, authority applies to communications, not o
persons. It is notable that Popper’s (1962) view of personal and sociedal development by way of
open, critical exchanges = compatible with and suppons Friedrich’s thesis. So does Drecker’s
(1972, 1974} promotion of decentralised decision-making, semi-autonomoues work groups and
wirkmanship expertisa.

As it emerges from the work of Bamard, Friedrich and Popper, authority develops from coop-
erative exchanges betwesen managers and colleagwes. Awthoritat-e management, therefore,
requires valid reasoning and critical argument. Such initial commitments culminate natuwrally in
authoritative advice. This conclusion holds io the extent that there is a peneral preference for truth
over falsity, rationality over imationality, authoritative advice over authoritarian commands and
cooparation over coercion. In the age of managerialism, that is, of forceful implementation of (and
allegiance to) managerial techniques, elimination of middle managers and silencing of technical
expertise, such preferences cannot be taken for granted. It is, howewer, through the defence and
revival of these preferences that the tide of managerialism can be reversad.

Multi-faceted conseguences of managerialism hawve been observed in corporations, hospitals,
Museulns, ulihversities, go-emment and other aspects of community life. Underpinning these well-
documented phenomena is a neglect of authority a5 2 source of power and a parallel decline of
authoritative workplace relationships. Howewer, the weakening of authority (and the accomparny-
ing growing disregard for argument) is noticeable in other, less researched, areas. For example, as
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debate about climate change and the current Covid-19 pandemic illustrates, the contemporary
media and political landscape comes with a new breed of ideclogue whao, aided by public relations
specialists, not only ignores but publicly ridicules expert vwoices. Authority as a source of power is
thus not simply a scholarly theme, or 2 managerial preference. Indeed, as Popper arguad, it iz also
A zocial and democratic concern. Therein lies a fertile research agenda.
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Mote

1. Bemnit-Bamé and Cooren’s (2009: 6) identification of awthority with power is also visible in their refer-
ence to Hobbes' and Machimvelli’s waorks as scholarship on authority, & topic that both philoscpheors have
in fact nomriously neglecied, fooussing instead on power.
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oniwnssith Loval, Gt (0, Cansda Ankrram, lepitimate authority is defined as a form of power
Corme - to which subjects suhmit irationally This view assumes 2
Jeun-Frienns Joullid, Linnard de ¥iec Tl cansative process which the subjects” behavigur 15 said to
[lere mitnirn Femwerh Cermr, %2 018 Paie [a : .. = c
Doiamas, France. manifest. Forthermore, this viewr aemmes thar there is ille-
Bluaid jrvn-vhivene joolin@idyvioci & gitimate {or malevolent) anthority. Card |. Friedrich's theory

of anthority as reasoned elabomtion offers an altermatie
authority and soch related construets 23 power and lepri-
re-interpretation of the classeal studies of conformity and
obedience is called forth Such an exercise produces insights
ininiamtu\fthtdhd]ﬂinﬂ':mtmmﬁ:l,ifnutdh-
turbing, resalts. Specifically, it leads to an understanding of
laboratory conformity and obedience in mtional terms.
EEYWORDS

by, o Boi iy, bagghicicy, bk p—

BACEGROUND

The conceptual analysiz of authority and the related coneepes of power and legitimaey is 2 sk wich
which scholars have wrestled from ancient times to the last guarter of the toentieth cenmry. In social
peyeholopy, such attention is nnsurprising becanse feor ipmes are more cracial than nnderstanding whye
people obey arders, agree to perform tasks and accept commmmications. However, according to Flerbst
(2006, p. 285, the thearstical stady of suthorty has become ‘oddly unfashionable’ sinee the mid-1870s
and the start of what Elme (2008, p. 35} ealls the Dark Age’ of obedience research Sevenal pressing
questions hare still to receive convineing answers; for insmance, no persmasive explanation for the be-
havigur of the subjects of Milgram'®s (1974 obedience studies is amilable today (Reicher 8 Flaslam,
2017, p- 123).

B ] far Prpeial. 20315, ileyenlindbeary.com/joarmal/las € 302 Tha British Prychological Sociary | 1
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& Haslam, 2017}, Flerbst (2004) attobutes the neglect of aathorisy as a research theme o ity dentifi-
mmﬁpmhmﬂﬁ‘mhmm‘humlﬂ_ﬁhn&mﬂmhmmﬂplr
chology vindicates Huhst':.m:l}':n Indeed, thiz review reveals that soch authors az Deanx and Soyder
@Dl?},Hew:tumet:l@DiE},and'Ih}-lu:u:L[‘Ml}b}msuﬂm:nﬂnnt}'mhuwrﬂ:them
perzonality 23 conceived by Adorno et al. (1950}, or link it to the obedience sindies of Milgram (1974
In that latter case, anthors typically define authority as lepitimate anthority (Adpers, 2014} or lepitimate
pooer (Vanghan & Flogg, 2018). For example, for Gilowiceh eral. (2019, p. 428) “Anchority is power that
derives from institntionalized roles or arrangemers

Among social pryehologsts, disenszons of authority, power and legtimacy provide evidence of
wﬂﬁpulddﬁlgmﬂluimmlmnfﬂﬁanhﬁuumﬂ,mmmﬂnﬁﬂdﬂvnfmm
aathority from it (ep. French, 1958; French & Baven, 1959; Baven & French, 1958, 1958k). Belatedly,
Cartwrighe (1959, p. 184) argues thar social pryebologists’ tendency to define poorer to inchude several
forme of zocial inflnence reduced their reluctanee to employ it in their anakyses of social interaction,
mainky becanze infloence iz 2 more benign concept than power. However, the substitntion of the broad
notion of influence for that of power binrs differences betwresn them and smch related concepts as con-
terminology. For example, a stance freguently adopted in the Literature is to consider oerasions on which
people chanpe their behawiour as cases in which a single type of factor is opexting and to hold that it
iz of licle imporance whether this Getor is called power, influence, authoricy, ohedience, conforminy
or social pressure (Spillane & Rfartin, 2018). Althongh such an approach is nnderstandable (it is noga-
biy dirtated by the necessity to base a study on some obsermable change), it has come af the expense of
concepiual precision.

For a time, it seemed that propress was being made, especially in ressarch on confoomity and obe-
dience. FHowewer, the seminal smdies of Azch and hMilram attracted widespread eriticizm from ex-
perimental and ethical perspectives (Gibson et al, 2018; Griggs, 2017, Griggs et al, 2020; Hazlam &
Beicher, 2017, Hodges & Geyer, 2004; Jetten & Hornsey, 2011, 2002; Miller, 1984, 200%; Pazini &
Liorzelli 2009; Beicher 8- Haslam, 2017; Smith 3c Haslar, 2017). WE the merits (or demerity) of
these early sindies, the natore and source of authory remain: a confosed field of stody (Fledst, Z006;
Flechel, 2013, Specifically, no progress has been achirred concerning the question of what encourages
subjects in experimenta] environments to ‘secept’ aathority by obeying directives, endorsing actions oc
believing communications.
diztinctions between muthority, power and lepitimary: 'I'hewminf&:l]’ Friedrich (1958, 1963] has
been chozen to demonstrate the crueial role of reason in muthority. Coneisely, when good reazons exist
ﬁ:tdmugmbdmgmm&mg,mrﬂ::ﬂmmiﬂngh:lnqm:ﬂiqnﬂﬂvwhﬂhnm

shﬂvﬂfnﬂ:ﬁ.ﬂnt}'ur]uu:wlﬂdmi 1 poetat nn-:ct"l:'he‘ it -smd.l.l:su\fr.'n.n.ﬁumuy
mlndl'd:i:minhhmmwiﬂﬁ.ngs This re-evabiation reveals that sabjects did not behame
mﬁhmwmﬂmm:ﬂymhmmﬂmmmMMEmndML
The conclusion sammarizes the ovenall arpument and highlighss the general relevance of Friedrich's

-.‘un.ncPtlm

AUTHORITY A5 REASOMED ELABOBRATION

Cad Friedrick's theory of authodity (Friedrich, 1958, 1963), overlooked by social prpehologises, has re
cently been revived by Herbst (2006), Joullie ot al (2021), Flant (2011} and Spillane and Joullie (2015).
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Theze mthors arpue that Friedrich's theory has the potential to resclee salient conceptaal confusions
and problems associated with the empideal study of anthordity:

“Anthorisy” derives from the Greek coneept svebé, which in Homer signifies ‘initative’ which gets
things done” (Lyres, 1968, p. 145). Suwch initiative resides in persons who are in some way qualified to
hﬁmIMFﬂrmﬁrﬂazmmmgmMﬁmEIMhh?hueﬂfmmm
Friedrich (1943, p. Etg}mhnlim'lhumrh related to ngmentation® it Supplements 2 mere act of
will by adding rezsons to it” It is advice which cannot be properly disrezarded, such as a doctor giees to
a patient. It i= a matter of adding wisdom to will, reason to interests. The role of reasoning in anthorisy
such action or thought acquires a quality which is muthontatiee ! Etymologically, there is also a link to
‘aathor, sinee the term refers o an individual who creates and dizseminates knowledge. Tnless one is

Friedrich (1943, p. 224} summarizes his view in defining anthority as ‘the qualicy of a commmnieation
which iz capable of reazoned elaboration * Friedrich iz adamant that reazoning involves acguing validiy
about relewant ismaes. Howerer, not everyone will consider an anthoritative comomunication reasonable
m::gnm;mmm:mnﬂuﬁhdﬁm's theory thus merely states that anthortative com-
mmnieation: are fudged to be capable of reasoned elboration, which nndedines the dynamic nature of
authority and of the power that is derived from it. Indiwidoals can lose their anthorisy-based posrer when
their reasoming is o longer in accord with the interests, beliefs and wabes of the commuomicy. Such st
nations ked Frisdrich (19463, p. 226) to extend his dafinition of authority to inchide communal reasoned
elaboration, which acknowledges the interests, beliefs and values of the community within which the
authority operates.

Friednch’s (1963, pp. 226—227) analysis allowrs him w talk of both power and authocity in terms of
authoricy relationships implies that indiriduals can lack or lose muthority et retain some power. As such,
people who hare ‘lost their authority” have in faet lost the component of their powrer that stemnmed from
their commminirations, but not from their position in the power struetore. Specifically, the anthorty of
their irari hos weakened becanze the community with which they engage has changed and
their capacity for communal reasoning has declined For example, thmnghm:.&ﬂ.!l,f‘msidﬂn'l'mmp
retained the pourer of hiz position. However, his comomnirations about the Corid-19 pandemie came
o be ignored by a substantial part of the American publie, becanse they regularhy went against repoces
ﬁmﬁhﬂlw.hmﬂ,hﬂdﬂﬁﬁt&ﬂzmﬁm': chief medical adviser, Dir. Fanoci,
received carefnl attenticn. On medical matters and in the syes of a sceptical andienes, President Ty
bost anthooty to Dir. Famed.

Friedrich is critical of scholars who equate anthority and legitimaey sinee such anthors miss the
central aspect of anthority, namely its relation to reazon. Legitimacy implies ‘reasoning upon the title
to mle’ (Friedrich, 1963, p. 234] and authority ereates lepitimaey wherever it provides good reazons
for the right to mle. As snch, whereas the respeet of agreed procedures often suffices to establish
legitimacy l'.E'I:e:..l.d.:ur']:r:n.mP derived the legitimaey of his temare becanze he was lawrfully elected),
anthority further legitimates power by the fact that the capacity to issne communications, with an
approprats convineing rationals, embraces the pght to rule. Howerer, anthority = not epifimate
power’ for legitimate power exises in mmltipls formes withont a eapacity for reazonsd elaboration. In
this sense, for Froedrich the notion of “legitimate authority’, widely employed by social psyehologists,
is pleonastie.

Friednch laments that the troe natnre of aothorty (as aothortatireness) has been obseured by the
pejorative term ‘authortadan’ which refers to people who pretend to act suthoritasirely whils rejeeting
reasoned elabomtion in favour of directives and commandments. When considered in Fredrich's semse,
tion of ‘authoritarian’ An sathoritarian is a person who orders pather than argnes, direets rather than
advises, commands mther than suggests.
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By conceiving it as a quality of knowledge, Friedrich’s analyzis broadens the notion of authority.
Comsidered in his way, authority approaches the notion of ‘correctness’ comommnicated to others. In
this sense, muthorty i= of two kinds, scientific and morcal. 'I'h:.l.,m::ehnganrlh: ‘aathorities’ on 2
seientifie matter, one would be searching for the most relivble and effective Enowledpe for bringing
about some specifiable 2im Alernatively, to ek out the ‘authorities’ on moral guestions is to search
for the best form of knowledes on which to diseriminate betwesn acceprable and unaceeptable xims or
means. However, if anthoriy is ©0 inclode the range of valoes which infloence buman behavionr, then
it becomes 30 vagne as to be empirieally inaecessible.

Friedrich's definition can be expanded without lozs of meaning ax follows: Anthority is represented
by shase social relationshiny i which 2 qualified persow (or persons) imitiater sesal scrion whick is voluntarily sckmasdedped
& Spallame, 1999). When the two componants of anthority are pereeived to exist in the one person, soch
2= 2 university professor who aets 23 an experimenter in 2 research programme in hiz field of expertize,
people often accept directives beyond normal expectations and lmits. As Barnard (1938, p. 174} noted,
in such situaticns, “The confidsnce snFendered may even moke complianes an inducement in itselE’

Authority of office, often called positional or formal anthority, is bazed on the right for there to exist
offices and positions which accrue prescribed powers and entitlerments For example, subjects in pay-
have no othar prounds for belisving in their authority. This form of anthority entails 3 body of knowd-
edge of 2 non-technical character, penenlly called administrative kngwledae, which inclodes informa-
tion about rules, roles, policy decisions and procedures Awthority of offiee is often associated with the
“bureancrar’ or unqualified official in, say, a hospital who has little knowledge of the technical side of
medicine and mursing: It also applies to an experimenter in 2 groop experiment who iz pereaived to ek
relevant technical expertize. Cecupation of office tends to encourape organizational members to retain
aathoricy fimares n their posts. According to Baven and French (1958a, p. 408), ‘the very ceoupaney of
2 key position in a struetnre lends legitimarey to the oecupant ’ Indeed, formal anthority fgnres come to
be accepted as part of the statas quo and thiz explains, at least in part, the aceral (even extenszion) of
powers that aceompany such positions.
kills that provide the basis for conceding certain righes to them It is often referred to as informal,
technical or personal authooty and allows distinetions to be dravm between techniral expertize and
perzonal appeal. Although this category emphasize: knowisdge az the fondamental eoterion, it leaves
open the poasibility that personal qualities take over other considerations.

Ancndn.ﬁn.gm:ﬁtnffﬁ:dﬁgh'shuqruftmhnﬁt?h that i eschews the conflation of anthority,
power and lepitimary. Fn:mmpk,‘lwhnﬂtyﬂgms‘iufﬁadﬁn‘h:’: senze are characterized by their
posseszion of speeial qualifications, represented by the posseszion of symbolic objects which designate
a particular stams in a sovial relationship. More often, howewer, such statas is related to people’s special
ahilitie: of which they are conseions and of which others become aoare by their actions. In either case,
the role of reazoning in the interactions and exchanges betoeen the authority figures’ and those aroumnd
act as experimenters in research laboratores and their subject=.

AUTHORITY AND LABORATORY CONFORMITY

s smrprising becanze at least one interpretation of yielding directly imrolees this concept. Indeed, con-
formiey is widely reparded a3 a change in behariour canzed by ‘group pressure’. Accordingiy, a general
theme in conformity stwdies is the implication of 2 suspension of rational processes. Althongh snch
a view has been recently challenged, it still represents the mainstream account. Cme of its nfloeneial
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advoeates was Moseovici (1985, p. 349), who wrote: “The Asch studies are one of the most dramatic il-
hstoations of conformiry, of blindly going along with the gronp, even when the indimidual realizes that
by doing 50, he turns hiz back on reality and trath *

memh—umr?m.ugkn'ﬁuhmdlcﬁmmmngthc first to arpme that growp in-
finenes cecnrred independently of reason (Booch, 2006). Their argoments reflected the then prevalent
mmnsadllphm:,'h:&:ndlcﬁunmtlhl}'pulnudm the blind and irrational effects of
wiew of soeial infloence is Duncker's (1938), who arpued that individnals are influenced by ‘prestize sug-
gestion” Duncker's conception has been often combined with that of Deutseh and Gerard (1955), who
arpued that conforminy in the bbomtory is conforminy o the group. In their view, snch a proces: ocenrs
barpely independent of copnition and manifests what they called ‘pormative social inflnence.” defined as
inflnence to conform with the positive expectations of another” (Dentseh & Gerard, 1955, p. 629). In
their anatysis, a significant fexture of the normative social infinence proeess is that it leads indiridnals to
agzee with ;mﬁwwmpmmmmsmmmﬂm
‘compliance’ (Tahoda, 1959 Kelman, 1958)

Whether the conformiry obzerved in the Axch-type experiments can be explained by the notion of
an inference which dermwes from the procedores that enconmaged ‘eoopention’ in the proup. However,
experimenter (Aod 8 Arai, 2010} Asch (1955, p. 33) himself reported that some of his participanis
went along with the group becanse they did not oant to “spoil’ the remalts of the experiment. In this case,
conformiry is o the experimenter, not to the group.

Asch’s experimental programme was based on Gestalt field prineiples which were given their most
explicst formuolation by Fort Lewrin [lﬁl}hLmh'sﬂamy,'ﬂled}mmiedms are forees which
mniﬂhidmli:hﬂﬁhhlhsm:mpﬁshgﬁuﬁsdﬁmmhmgcmﬂﬂyhﬂpmdhh
resulis in terms of yielding to social pressure, a form of expression that not only indicates 2 cansative
explination but happen: to aecord with a metaphorical nsape of these terms in everyday lanmmage (Bock,
1990,
aceounts. First, against Tarde and Le Bon, Spears (2010} arpues that groups cegulady displry mose
rationality and less bias than individual: do. As such, going with the group in perplexing simations is
national behariour, whereas isnoring it wonld be irational (2 point made in Asch, 1952 p. 494). Second,
]mmmmqmmmmmaﬁsm@mmwmm&:m
on the parr of the snbjeets, they also contin abundant evidence for their ationality. For example, when
thought that the first person to speak had a visnal impairment and assumed that those who spoke after
him did not want o come 2cro:s 23 impaolite: they thns decided to follow it Forthermore, if most of
Asch’s subjects conformed ar least onee, about a quareer never did. IF there is evidenes for conformity,
there is also clear evidence for deliberate resistance.

It shonald be emphosized that Asch was himsa]f cantions i his explanations. Althongh he relied om
such expressions as ‘pull’, ‘group pressare’ and ‘social pressure’ in his aceonnts, he did not claim that
hiz resmlts weze expliined adequately by these constroets (Spillane 8- Mfartin, 201E, p. 215). His restraint:
was presnmably based on the fnding that inerepsing the majorsty size does not inerease the Fielding
no effect on the responses, which iz not what one expects if pressure is to be measured by the nomber
mmch of the literamre. It pictures individnals a5 a syztem of needs and regards sorcial interaction as
directed tovards satisfying those needs (e.g. Homans, 1961} For example, Walker and Fleynes (1962,
p- 16) stated: ‘If one wishes to prodoce conformity it is only necessary to aronse a need or motire, prof-
fer a goal which satisfies that need and make conformity necessary to the achievement of that poal * As
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Silrerman (1871} noted, accounts advanced on Walker and Fleynes’ lines exclode snbjects’ apprehension
of the simation. In this way, any counter-intuitire psyebological phenomenon is 2 candidate for an ‘ex-
planation’ in terms ‘social pressure” and 2 need to confoom

In standard conformity experiments, the sobjects’” peseeption of the task is deliberately restricted
by the sxperimenter. Crocial feature: are concealed from the subjeces 1o that it ks almost imposaible
fntthgm.mm:.bemﬂinﬁnemslbnu&emint&n&lﬁﬂn.ﬂﬂj;?hﬁmhiﬂm’pﬁmp—
tions are carefully strwetured by the experimenter. IF the suhjects kneor that others (inclnding the
experimenter) wers conspiring against them, it is doubtfnl whether a langnage of ‘forces,’ “zocial
pressure’ or “blind conformity’ could be justified to account for their behaviour. In other wrords, it
iz the deception applied to the subjects that constitutes the bazeline for interpretation of the results
in terme of ‘forees’ or ‘pressares’ and allowrs the experimenters to ignore the possibility thar sobjects
are acting on their own evalnation of the sitnation. As Spillane and Marein (2018, p. 21§} concluded:
“The necessity for deception makes the “scientific” explanation [in mechanistic and deterministic
terms] seem very contrived’.

An alternative explanation i to be fonnd amone researchers who arggme that the Asch-type studiss
are not concerned with soeial pressure but with a cognitive operation. Accordingly, subjects conform
becanze they believe others (posing a: subjects like themselves) are competent (London 3: Lim 1964
For example, Jones et al [195E, p. 211) reported that “mbjects tended to yield only when they thonght the
group was correct’. Howerer, if social pressure i operating here, it require: qualification. Specifieally,
correct and conform with it. Conformity also oeeurs beemze of indirect influence. That ix, subjects re-
spond to a prychological process and conform becanse they focus on the effect of their responses, rather
:I:.inun'rh:i.:mmcur{]'uns&]M,IQE‘I-}.TIIEJ.ﬁ:mm'ﬂ:ccﬁbctnficﬁnnj:mdmmmfnrrh:
lower level of yielding in the sxperiment condneted by Deutach and Gerard (1955]), wrhers sy were
partitioned from each other (in contrast with Asch, 1951}

In summary, several studies in conformity point to the conclusion that soeial peyehologists nesd
o move fowards some theory of the person as a mtional, role-playing agent to account for conformity
{Jetten 8: Hornsey, 2012; Mo & Arai, 2010; Spears, 2010). To modify one’s mdgement in responzs
o people who are equally authocitative on 2 topic is a reasonable form of activity. Combined with the
influence of the experimenter, explanations based on informational exchange and jndpement appear to
be relevane, if not sufficient.

AUTHORITY AND OBEDIENCE

As noted, ocenpaney of office lends legitimary to occupants, and this legitimary enables them o extend
their powers. Poipnant example: come from research on experimental demand where the power of for-
mal authority bas been graphically demonstrated. An eady example i Landis (1924 who, dornog 2 stody
of emotional reactions, subjected studenss to 17 different emotion-arousing situations. Task 15 was to
bebead a live rat with a butcher's knife. Fifteen of the 21 subjects obliged, after what was described as
‘more or lexs urging”. In five cases where the subjects could not be persuaded to follow directions, the
experimenter decapitated the rac while the mbjects looked on. Even if public repard for animal welfare
has changed ower the recent decades (Flagen et al, 2011}, chopping a live :lt':h:ldwuptﬂ.umhl_vu
unpleasant in the 1920s 25 it is now. Landis” experiment i+ thus a2 precursor of studies in which partici-
pants are requested o perform ethically debatable tasks, inclnding the doing of harm.

Werba (1966, p. 27Z) arrued that students of grouwp dynamics pay inmificient attention to the fet
that thers i an anthority feure in kaderess experimental proup:—the sxperimenter—orho is woaliy
older and of high stams. By entering the experimental egvironment, group members expect direetives
menter with feor complaints or listle resistance (Flodges & Geyer, 2006; Hollander & Throwetz, 2017).
For example, Frank (1944) showed that when stodents apresd to be mbjects in an experiment, they
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aatomatically prre such powrer to experimentsars that they (the experimenters) could not get :ubjects to
resist their efforts to have them perform disapresable ks

A-wide varisty of sorial prychological studies support Frank's thesds. Examples come from the smd-
ies of demand chameteristies of the experiment (Orne, 1967), experimenter bias effects (Rosenthal
1963}, and from diverze examples of compliznt beharionr in experimental wettings—from mastarhation
(Mlasters & Johneon, 194648), starmtion (Rowland, 1966, and studies which stress the unreasonablaness
or even apparent danper of the experimental task (Orme, 1962k Orne & Evans, 1965). Another telling
example of eomplivet beharioar is Orne (19622). Presenting subjects with appeoximately 2000 pages of
oundom mumbers and instroeting them to um adacent mambers and continme notil his retorn, Crne
the unreasomableness of the task by asking subjects to tear up completed pages, cut them in exaetly 32
pieces and dispose of them in lwutc—_pq:c:hﬁh:LThﬂElddiﬁnnﬂltcPiinannﬂcsmn had B3ttle
effect on subjects’ persistence. Indeed, when asked by the espenmenter why they persevered with snch
an obriously meaningless task, wmibeets responded that they believed the experiment to be a test of their
persistence.

Fmﬂng:in&uﬂme'sqpnvmlkﬂmmmhwm 2z an anthoriy
figure in supposedly leadares: experimental settings. Specifically, they point to the degree of overt be-
havioural eontrol which experimenters can exarcize in the laboratory. Such control is well demonstrated
im the famous studies of obedience to authority reported by Liilsmam (1963, 19652, 19650) and swm-
mﬂhmmpm}.mmmmmmkmn,mbjmmmymu
the mtionale for their actions the smtement that they were an intepral part of 2 Scientifie investisation’
(Haslam et al, 2014; Hollander & Throwetz, 2017). Some subjects provided sevenl reasons for con-
timmasion, including orust in experimenters and their insgmtion (Flollander & Tarowetz, 2017). When
conducted in the name of 2 noble canse with which they identify, the cooperation of mbjects with an
experimenter (zuch as demomserated in Mileram's studiss) has recencly been analvied as one of ‘engamed
folloorership® (Flazlam &: Reicher, 2017, 2018; Haslam et al, 2015).

L[im.u[l??ﬂ}anphuhedﬂzmkuf'ﬂ::mmlinfhzme:mkﬁlgﬂm':ﬁndings.ﬁlﬂmmd
mﬁatlmdlunﬁdtﬂjmﬁﬁﬂﬁm:ﬂdpﬂtﬂﬁnnﬁmhh?hmmuquEPEdmmem
Tkmmwhkh?hepmsﬁ.g&nfs&nm&:mdu:jmﬁﬁmﬁmhilhsmﬂhmnfrh:nﬁm:f
the sxperiment, reported in Mileram (1974, pp. §5—6%). When the study was condneted within a non-
deseripe building in Brideeport, an indnstrial city chose to Mewhaven (where Yale is loeated), obedisnss
cate: dropped from 65% to 46%%. hore generlly, althoongh snbjects reported strong emotional reactions
o the repugnant activities, they were convineed that they would not inflict harm becanse the context
was an experimental one. (411 subjects appeared to 2ssume that some form of safety precautions had
been faken during the experiment’ (Orne & Evans, 1965, p. 199].

Aiznn's (1972} comments point to 2 nesd for eantion in the inferpretation of the Milgram obedience
studies One common wieor i msulﬁlgnm':a.?edmmm as epitomizing not only an ill-considered
mdlngumnmumﬁmﬂmmﬂmm':mm?wmmmlgnm{lgm
P.Tﬂhimadfmd;“rhehhdufchmumdnoedinAmﬂim society cannot be connted on to
mlnlm.ﬂ:sdh:a:nsfmm.ln‘nhllylndmlmmm ne:hnen:ltﬂuﬂ.imeﬁmnfmﬂﬂnlmtruﬂ:uﬁtv‘
Afilpram went on to arpoe that a substantial propartion of people do what they age told ‘o long as they
percere that the command comes from a legitimate authority.”

Cmunﬂm.ngmullgnml.:tnﬂm Spillane and hiartin (2018, p. 219) raize 2 double-barrelled ques-
tom: did the subjects view the experimenter 25 2 malevolent authority, and iz their obedience to him
owed to the fact that what the smdies” protocols require sabjects o do permit expression of their covert
agpression? A carefil examination of the sitmation of subject: in the Liilpram experiment reveals that
the anzwrer to the firtt question is nepative. Indesd, the experimenter cleary and repeatedly states thar
‘o tivmee damage will result from the shoeks', which are “not danperouns’. Combined with the lepitimate
status of scientifie investisators, this constitutes a strony claim for the experimentes to be regarded as 2
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noo-malevolent anthoricy and the sobsequent administration of chocks to serve the canse of learning’
hnm:iﬂzntwirhﬂl.hdﬂm#[ﬂhm&ﬂ&nhﬂ,?ﬂl?}mimufw]gum'i subjects is thos better
compared to that of marze: who, under instruetion, engage in aetivities that bort patients, bat which do
pecple obeying anthority mewed 23 malevolent appears, therefore, Tasuoms.

An eardy challenge to Milgram’s interprecation was mounted by bizon (1972, 1989). Mizon found
Mth‘nim‘mmhm?mhhmihqpunhh anakyzis, Mizon condocted a moek-up
version of the hiileram experiment in which subjects wrere told that the shocks were mot real but agresd
to peetend that they were. Subjects’ emotional reactions and mtes of obedience matched well with
Milpram's resalts. Mizvon conchded that experimental subjects construe their sitnation as govermed by

hmdm‘ﬁgﬁ}wmm:mimmwﬂhm:w
o inflict possible injfury to th Irves forther oy Eﬂgmn'lintﬂ.]nzﬂ.ﬁnmufhismsn]n..ﬁmthﬁr
challenge to Milgram's interprecation is Martin et al. (1976). In this stody, the researchers designed a
similar experiment to lileram (1953), ezrept that the only poszble sufferers from the subjects’ peadi-
m:mohyﬁceq-dmmmfhembj:mﬂum&dm.mirﬂym designed to create a et of
conditions in which sabjects were led to perceive themselres a3 being asked to rmm 2 considerable risk of
lysting persomal ingary (hearing damape in this instanee).
hear nltra-hiph-frequency sounds. Subjects were told that such knowledge wonld assist in research o
mnfm:hﬁngHMPmthm’MMﬂﬁ&mmm&mhmm:m
were 42 male secondary sehool popals. A feature of thiz experiment was that the voluntary naimre of
participating was stressed several times. Tinlike the Milgram procsdure, there was oo prompting by the
condition of the experiment precinded the introduction of the cries of pain and pleas to desist on the
pﬂnﬂfrh:vicﬁmwhi:hmsndnm:ﬁciﬁ:ﬂtﬂmnflﬁlgtmﬁprmﬂhn.

H:rﬁnetﬂ.’lsmdrprndnnﬁd:imjluuluh‘stﬂthelﬂ]ﬁnm'ﬂ siudy. Besponses to the post-test
a strong slement of euriosity abons the smdy. Very feor admiteed to aoy donbts about the genmineness of
:I:l.en:l:pﬂ:l.umt::" explanations and a substantial mumber expressed trost in his anthority. Martin et al.
(1874, p. 353) conchaded thar the close similarity betwesn our resnlts and thoze obtained in the hiilram
mmgg&mthuﬁmumm:uympusmhumcq:hmmuhng:ggm&smmﬂ:
the helpless victim in the biter’ Cnmnﬂd:.ngunr]nugnmﬂﬂmudlpmpmlﬁlgﬂmlmﬂlﬁrht
the mubjects enjoyed the sitnation in which they were placed becanse it allowed them to express covert
agpression, Martin et 2l argued that if this is the tme explanation, the subjects should see anthorsy
as by matare malevolant since i legitimizes the expression of their oo malevolence. It would then be
expected that the subjects should not only support the commands of the ezperimenter 23 an anthoricy
the oppozite seems: to hare been the caze since manifest signs of inereasing tension were observed
Imm.guilg:nm':.snhicm.ﬂsuirﬁ:uul]_ (1876, p. 354) noted, “Crar results carry the objections to
this interpretation even farther, since to explain them in similer terms would necessitate posmlating
aggression against the self ar the behest of an authority Sguare

Blartim et al s fi?'u"l‘i} lﬁﬂvhlilmmdlﬁﬂecﬂmmﬂd::&nmmpﬂmulﬁ]h[l‘ﬂﬁﬁ PP.TS Bii.;whn
&m&eﬂ.luimnfhﬁlgﬂd:imdnsmﬂmgmmd:thuhﬁlgﬂmmﬂlmduhmm
Martin et al ameszed compliance. Howerer, Ailler did not think it necessary to explicate the differ-
mHmmpﬁm:ﬂnhdimanmmﬂPMpﬂijmmimpum
— the aponizing conflict between an aunthority's commands and the sobjects persomal desires — seems
missing [from the Martin ot al. study].” This comment begs the question at issaes did Milpram's subjeets
respond to ‘pressare’, and did they experience agonizing conflict? The standard textbook poesentation
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of the Lilrram studies answers in the positive (Griggs, 2017; Griggs et al, 2020 Other scholars hare
answered in the negaciee (Gibson, 2044; Haslam ecal | 2014; Hollander 8 Tarowetz, 2017). The present
mlmwﬂﬁehmm.MEmmﬁ:mnhnpﬁﬂngmmgpnﬁng;mqmngcm
concepinal distinetions between power, anthority and legitimacy, distinetions that neither Milgram nor
Afiller mades.

For Milpram, ‘authority means the person who is pesceived to be in a position of soeial eontrol
within 2 given sEuation’ (1974, p. 138). T'hu-&ﬁnm,lpmﬁmbﬂn.gphn.mhgnﬂnﬂnﬂms
authoricy wich control and power. To operationalize uthodty’, Mileram added verbal prods which ass
deliversd 2z (allepediv) malevolent commands. The snsuing ‘obedience to aachority” snabled hiilsram
o talk of ‘forees’ which impinge upon indiriduals and change their behavionr in nndesirable dirsctions.
For example, Riilrram (1974, p. 143) stated that Ao authoricy system, then, consizts of 2 minirmm of
foro persons sharing the expectation that one of them has the fght to preseribe behavior for the other”
Mhm&&#mhlﬂem’ﬂmufﬂ:ese‘ﬁ:.mel’i:,inhiammﬂ,miﬂ:giﬁmﬂmm:hulmt'ﬂm—
iy Moving from ‘influence’ to ‘power’, Milrram concluded that the experimenter's power is based on
the conzent of :ubjects. He referred to thiz power 23 legitimate anthority with the consequence that he
can mlk of illegitimate (or malevolent) anthorisy as the second “foree” operating on amenahble subjects.

Gnmmmmmhﬁlgnm'swmi:lm:imﬁ:ﬂyﬁﬂmﬁ;mﬂmymmnﬁuaﬁnﬁt?md
I:ghimtc:a’.Fn.:mmpl:,KaPulim?,P.Hﬁ}lhu:ﬂmtjf:hcﬂ])ﬂimm:isﬂtﬂrgﬂmrufﬂnm-
ceedings, ‘then by definition he tums from being the legitimate anthority of science nto 2 eriminally
o acknowledge that, at the beginning of the procesdings, :I:.-en:pﬂ:mum;::' are per-
ceived by subjects a3 authoritative bus as the experiment developed, he was perceived as auchoritarian.
But thiz begs the question as to how exactly the experimenter was perceived.

Liller {1984) acknowledged that the Martin ez al s smady challenges hilgram’s assertion that his ex-
periment exposed subjects to ‘malevolent anthority”. Howerer, Miller arpoed that, anliks Rartin =t al,
Lﬁ]ﬁumddi'h-nnml?'mdinchuubﬂprndsal‘ymmn:tgum’mﬁ:wi:hhi:ﬁﬂrufmhuﬂ:r.m
prods were supposed to tnrn anthorsy into 2 malesolent form, or what Froedoeh (1963) calls ‘false an-
thority’, which oecurs when people in postions of power issue commmunications which are belisred to
allowr for reasoned ehboration when in faot they do not. Yet, the experimenter in the obedience stodies
did enpape in reazoned slaboration to establish the bona fides of the experiment (Gibson, 2014, 2019
Miller's assertion that the prods both opentionalize (malevolens) anthority and prove the existences of
obedience to orders (rather than voluntary complianee to roles and mocms) is thos cirenlar.

mmgmmﬂlumﬂmhm?nﬂﬂmdhvlﬁﬂd:imm:hmw
(1984, p. 15}, French and Baven ‘concepimalized authooty (sic) into varous dimersions, sweh as bepiti-
macy, rewand power, eosrcive power, expert power, and o on’. The confusion could hardly be clearer
authoricy iz to be represenced by different formes of power. Mileram's concepmual analysis here leads to
ously reacting to coercion but it cannot sefionsly be maintained that they are anthorizing i If they did
=0, the term ‘soercion’ wonld not apply.

mmpmﬂmnddkmmhﬁlgamindlﬁ]hmmpgdﬁﬁmm&dmmW
mmdmﬂfmeh:ﬂlm'nmﬂhmﬂmdmmnfmfmmlq
French and Baven's fve categories are not independent as reward and coercive power do not depend
on the consent of subordinates, whereas legitimate, expert and referent power do. For this reason, soms
theorists, such as Day (1963), divide the catepories into jpower’ (coercive and reward) and ‘authoricy’
freferens, expert and legirimate).

French and Faven abo confuse Qegitimate’ and “legal. As such, their definition of legitimate pomer
needs 0 be qualified to emphasize its normateee base. As it stands, their definttion allows ‘mght” to be
mmhmmmhnbﬁemmdwﬂinlmspmiﬁclepﬁsﬁc&m%mﬂm
MFMMEMMMMWIPM{MWWMMEM
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Mmdmnmmmﬂld&mmmmmmhbdnﬁm
arizing from the effect of legal power as against referent and expert power (23 categorized by French and
Faven) are thus assumed to h:mmmmEmmﬂmm
logical use of “legitimate’.

Gibson (2013, 2014, 2019) and Gibion et al (201E} analysed ezchanges between the experimenter
and subjects in the Milgram obedience studies and argued that the experiments are not demonstrations
of ohedience to anthority but an exercize in persuasion and rhetorieal kill Examination of the Bilgram
and, i several cazes, won the arpament Diefiant subjects were able to mobilize their arpaments and
drawr the expedmental session to a close. Az Gibson (2014, p. 4+34) notes, in these cases, ‘the participants
are not 30 mmch dizobeying 23 engaping the experimenter in mational debate” For Gibson, that some
subjects mobilized arpuments for ending the session well before the experimenter resorted to dinec-
trres demonstrates that the Milpram studies were not about cbedience to authoritaran commands, o
o orders a3 conventionally noderstood (2 view shared by Busger et al, 2011 and Hazlam et al, 2014 &
Haszlam et al., 2015). Rather than studies of obedience, the expedmenters look more like tests of (the ex-
perimenters’) thetorical skill. In a 2019 article, Gibson farther noted that obedience is genenlly defined
by social prychologists as behaviour change produced by the commands of authonty figaces, a feature
absent in the Milgram stadies.

Miller (2009, p. 25) deseribed the Milpram's verbal prods as ‘one of the most important featares of
the obedience paradigm® becanse they allegediy operationalize anthority. But do they® Gibson (2019)
argned that if Milgram's verbal prods operationalize amyehing, it is persaasion. Furthermore, Gibson
(2018, p. 248) noted that several studies hare draorn attention to ‘the levels of subject resismnce and
arpumentation in the experiments’, which indicate: that the interactions beroesn experimenter and
subjects were authoritative. Indeed, it i+ 2 conzpieuons fexture of the interactions that subjeets wee
prepared to arpue with the expenmenter about his verbal prods and the general logic associated thereto.
Such exchanges establizh their relationzhip a3 one of reasoned elabomtion and thos authoritative o
Friedrich's senze. Such an interpretation of the experiments eliminates the comrentional wiew that sub-
jects surrendered their powers of reasoning to 2 malewolent fpore in 2 white coat and performed inho-
mane acts, as Milgram argoe: and as penentions of textbook writers have accepted.

Milpram Hollander {201 5), Hollander and hizynard (2016) and Hollander and Tarowetz (2017) stod-
n.nJihd}"lhuLﬁlgl:lm'sannmheupllinadhyaﬁn.ﬂzwnhuhghnﬂw,lnﬁhu‘ohdmm
auathority’, ‘agentic state” (AMlpram)) or “engaped followership” (Faslam 8: Reicher, 2017, 201E). However,
mmm:mpmdmm:@umlgnm'lhﬁmdﬁmﬁnnJMdequk
tion the popular but emronesows potion of anthority as legitimate power.

CONCLUDING REMARES

Understandably, much of the attention in the Asch and Milgram studies s directed at the subjects’
behaviour—jndgements in the Asch studies and action in Milgram's. These behaviours are then em-
bedded in relationships of conformity and obedience respectively. However, a3 this article has shoowmn,
anthority is 2 more snitable embedding of the behaviour exhibited in Asch's and Milrram's studies.
mm:ﬂhm&ﬁ:ﬂ?mhmmmmu{mm:ﬂ.Anb
(1958) deseribed the role of the experimenter as that of an ‘impartial chairman® who opens the meeting
with beief comments abont the parpose of the experiment and makes it clear that it i= a test of the sub-
ject’s ability. Milsram's expecmenter gave a longer introduction which emphasized the importance of
_psv':ll.-ulng.'l.t: and their theoriss lhantl:lm:ng.ln'l:h:lﬁlg.nmcm 'Ib.:ﬂp:nmmmnnedﬁdtncﬂ.m—

mmd:mddmmsnmpumnﬂlydm:mgm which is Lnbsaqumﬂ}'dnwnplmdwxh
assurances that no permanent damage will resulk from the actions of the subjects.
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In their mainstream interpretation, the Asch and Milpram smdies demonstrate that most people
permit 2 group or szperimenter to impose npon them a definttion of reality which is different from
their own. Howerer, this arthodos account offers no rational explanation for such a phenomenon. It
has enconraged ressarchers to employ 2 langoape of forees, social pressure, conformity and cbediencs
to [malevolent or illgitimate) ‘authoricy’, or what Fromm (1947} calls Srrational anthorisy”. Rational
authority is based on competence and requires constant seratiny and criticium Trrational authority is
always power over people where criticizm is forbidden (Fromm, 1947, p. 1?}_Iu1=mmm'-s analysis, obe-
dienee to dizectives is a possible outeome of either mtional or irationa] authodty. IE his anakyis is ac-
cepted, anthority-related concepts manifest one or other compoment of the dichotomry. On the ome hand,
theorists concentrating on irrational authocicy emphasize such notion: as power, domination, coegeion,
mm“dnhdﬂmmmquhqlﬂmlﬁlgnm'lm.ﬂnhmhmm
analysis is consistens with Friedrich's theary of authority and that of those paychologists who interpeet
subjects in the laboratory 2: ational, role-playing agents (Darcoch & Steiner, 1970; Greenberz, 1967

Friedrich (1963) eriticized Fromm's Srrational aathority” as false anthorisy and reparded ic 23 an oxy-

Experimanters who engage in reasoned ehboration, inending those in the Asch and Milpram snd-
ies, frequently Snd that their reasons are challenged by their subjects who offer alternative reazons for
ﬂpﬁmﬂpm.m,aPmudl%thmmdm“mPuﬁunEErEMLm
suppart their pontrasting vienrs. Howerer, if arpumant is forbidden ae the oueset, it is diffienls to conceire
of authority as anything more than rationalized rather than mtional, commmnication. Forthermore,
simee authority ks reflected in coopesative exchanges between expedmenters and subjects, it requires
advice. Such languape assumes the abilisy to persuade subjects of the right course of action. What makes
a specifie conrse of action authoritative is that convineing reazoms are af times meta-rational in the sense
that they refer to transcendental beliefs. As it is unreasonable to deny mch belief: evidential valne, an-
field of logie (Froedrich, 1963; Gibzon, 201%). Fersaasive =kills provide experimenters with strategies to
protect them (and their authooty) sinees they deal with accepeed ideas and probable opinions rather than
logical proofs.
with conziderable technical expertize or who represent a prestipions nstitotion. Accordingty, he related
authoritative commnnications to the interests, beliefs and walnes of the community at a particular pe-
dbod Hiz constroet of ‘commmnal reazoned elabomtion’ azzise in exphining the dilemmas presented
o ubjects in the Milgram study. Indsed, the interests, beliefs and malhe: of the commmnity eould
hardly be expected to coimeide with the tazk Milpram set for his subjects. In fct, soch 2 misalignment:
(and the subjects’ response to if) was the very point of the stady. Forthermore, the study mobilized the
mﬂfsmﬁmmdmhﬁﬂhuumhmmnmmﬂﬂmmg}md
the exemplary role of experimenters a: agents of both For the experimenters to lose their anthoriey
(in Friedrich's sense), they would have kad oo lose their power to direct the experiment becanss the
WMMMEMMMLﬂI&WMWMMMm
the experiments.

The experimenter in the Asch study had an easier task sines the experiment was presented as
a test of skelery. If it is accepted that subjeces in laborasory experimenes, when under obsereation,
approach their task as a test of their abilities, most of the problems in the interpretation of the
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experimental resnls disappear. In the Asch and Milgram smdies the situations are deliberately
contrived to obseure clnes about what ability is being tested by allowing two conflicting eriteria fior
mmhwmm.msmsmeum“nummdm
alternative jodgements (Azch) or actions (Afilgram). It iz reasomable to zssume that they wonder
what iz expected of them and this axsumption is supported by their questioning of and secking
they receive will be erucial to further performance. Conzequently, the feedback must either be nil oc
conflicting if the in-built ambipnity of the experiment is to be preserved. It is unsurprising, there-
fore, that most subjects select from each alernative available to them to satisfy the experimenter
md&mﬂn:.%ﬂhﬁmwﬂmaﬁ:eﬁu}tﬁmﬁniﬂ&mﬁdt&ks%ﬁlﬂt&
specific ability to be tested. This mowe, however, would eoovert all experiments into tests, so that
the information gained would be about what subjects aw do and not what they w0 do (Spillans &
Martin, 201E, p. 231).

I.tjs:.funntinnnu\fmiml:it}'tngimmmmsnpputtuﬁmswtmthesmpstnlguﬂmillmlt
p-usedamdhvtheauﬂ:nm[ﬁpuﬂm&ummlﬂj 'I'heeq_:m:llﬂmmnenncumﬁmmmy
mdnhduﬂhiihmﬁt:ﬂhmhcmmdﬂvhdﬂmdhfmﬂﬂdmg nm.ﬂnscu.nnﬂ:ung
the caze of Milpram's study, there is no evidence to show that suthority wonld be conceded if either
the experimenter’s declired goal was judged to be malevolent, or the claim that the specified steps are

ry fior its achs it were thovmn to be false.

The results of the Milpram (1974) and Martin =t al. (1975} studies resemble thome of several re-
searchers in social psychology and iovoke the idea of Allport's (1934) hypothesis of the J-curve of
institational conformity. Allport provided similar results in his studies of behariour in churches,
I.n:i.m.'l.limesltwu&lnduhdimmﬁhﬁcsignﬂLAﬂrnrﬂ:anﬁhmbﬂmm—gtﬂdﬂdunhﬂr
acteristic of behaviour in the field only and not relevant to the laboratory. However, if the similar-
ity of the resules of the stndies by Milzram and MMartin et al. is conzidered, it followrs that subjects
respond to the edicts of formal authority in the laboratory very moch as they do elsewhere [".I."qfr_'l.,
1972). Subjects arrive in the laboratory with a cultoral perspective with which they interpret the
demands of the situation. Consequently, an explanation of action in terms of a cultural perspective
of authority is more feasible than approaching the problem the other way around and regarding
experimental results as explaining action in ‘real-life’ (Spillane & Martin, 2018, p. 221). Either way,
evidence indicates that Friedrich's construet of authority as reasoned elaboration in terms of com-
mmnity standards is a far from antiquated basis for infloencing people and paining their mlidation
in 2 wide variety of activities.
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Abstract

The task of integrating human resource management studies with conjecture about leadership
requires that such reconciliation is possible. As elemental as this prerequisite might seem when
made explicit, it has largely remained unchallenged. In this article, it is argued that human
resource management theory and practice, and conjecture about leadership invoke incompatible
ways of speaking about how to obtain corporate objectives and entail differing perspectives of
obedience. As such, reconciling the two domains necessitates, as a primary undertaking,
revisiting the unitarist foundation upon which orthodox human resource management is based.
Such a reformulation is possible and, when done, will enable human resource management

scholars fully to benefit from the insight provided by their peers writing about leadership.

Introduction

Human resource management (HRM) and leadership, as human encounters and research areas,
are concerned with mobilising people toward attaining goals, if through differing means.
Specifically, human resources managers and scholars rely on organisation-wide systems and
processes to direct personal as well as collective behaviour, whereas leadership invokes
interpersonal, psychosocial dynamics. In a recent special issue of Human Resource
Management Review, guest editors Leroy et al. (2018: 1053) lamented the “deplorable” lack of
integration between HRM and leadership studies, an integration they thought not only possible
but desirable in view of their overlapping concerns. Den Hartog and Boon (2013) also
advocated for closer links between the two domains. In their view (den Hartog & Boon,
2013: 198), the near complete independence of HRM and leadership studies is “surprising”,
notably because “formal leaders”, such as line managers, are typically those tasked with
implementing HRM policies on a daily basis (a point made in several other contributions, e.g.:
Piening, Baluch & Ridder, 2014 and Gilbert, De Winne & Sels, 2014). The consensus of these
authors is that better integration of the two domains will yield new theoretical insights into each

and ensuing improved workforce practices.
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Turning policies designed by HRM departments of large firms into effective practices has
proved to be a challenging task, one for which scholars and practitioners have been awarded,
in the words of Kaufman (2012), a “failing grade” (on this matter, see also Woodrow & Guest,
2014; Bach, 2013; Boselie, 2013 and Edwards & Bach, 2013). Proposed generic explanations
for such a letdown include misalignment between HRM priorities and corporate objectives
(Bowen & Ostroff, 2016), insufficient recognition of the contribution of line management to
the implementation of HRM policies (Harney & Jordan, 2008), incorrect or incomplete
implementation of HRM practices (Wright & Nishii, 2013) and suboptimal collaboration

between human resources departments and line managers (Sanders & Frenkel, 2011).

To explain the general inefficacy of HRM policies, some researchers have been reluctant
to invoke diffuse organisational dysfunction. They have instead placed emphasis on (purported)
inadequate interpersonal skill of line managers when it comes to communicating about and
enacting HRM policies (Nishii et al., 2018; Sikora et al., 2015; Sikora & Ferris, 2014). As
remedy to these latter problems, scholars have identified “sensegiving” leadership behaviours
intended to assist in delivering HRM effectiveness (Nishii & Paluch, 2018: 321) or
recommended that line managers (as well as human resources managers) adopt particular styles
of leadership, notably authentic (Gill et al., 2018) and transformational (den Hartog & Boon,
2013). In these contributions, leadership is portrayed as the ideal relational embodiment of
HRM practice, or at least as something of a blueprint for an employment relationship that

delivers the touted benefit of HRM policies.

The current authors do not take issue with the proposition that workplace leadership and
relationships regulated by HRM policies affect the conduct (and performance) of people at
work. However, assisting leadership and HRM scholars in producing novel theoretical insights
and practical implications requires more than pointing out that their respective domains are
overlapping. Indeed, such an endeavour requires the identifying of specific common conceptual
underpinnings and practical objectives, from which theories are developed, hypotheses
formulated and studies conducted. In this regard, it is noteworthy that, in delineating research
directions through which leadership and HRM scholars could cooperate and ultimately define
“human resource leadership”, Leroy et al. (2018: 255) did not sort common from dissimilar
conceptual tenets affecting the two disciplines. Such sorting was also conspicuously overlooked
in each of the six contributions forming the Special Issue that Leroy and his colleagues

introduced in their editorial.
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In the current article, it is argued that trying to integrate HRM studies (and the
implementation of the policies that flow from HRM research) with leadership practice is a
misguided effort, at least as things currently stand. A crucial roadblock exists because
leadership, as a human encounter, and HRM, as a body of ideas and practices, rest on partly
incompatible conceptual underpinnings and have different priorities when it comes to
mobilising people for productive activity. Concisely, whilst HRM theory and practice flow out
of a mostly unitarist view of the employment relationship, leadership is a relationship that is
sustained within or outside workplaces in ways that accommodates a plurality of interests
temporarily subsumable under authoritative agreement and direction. Furthermore, the
implementation of HRM policies requires submission (voluntary or not) of employees, whereas
leadership entails followership, that is, voluntary compliance with a leader’s directions. It
follows from these divergences that reconciling HRM studies and leadership practice requires
revisiting the conceptual foundations of the former (the latter, by virtue of being a spontaneous
human encounter is not amenable to conceptual redesign). Such reformulation of HRM
ideology and theory will not diminish the discipline. Indeed, it will re-invigorate it through
creating novel research agendas and by providing human resources practitioners a more

crystallised behavioural template.

The structure of the present article is the following. In its first section, the theoretical
underpinnings of HRM studies are described and critically evaluated. This exercise indicates
that HRM, as a body of ideas, rests on a unitarist view of the employment relationship that has
given rise to descriptive, prescriptive and instrumental claims. However, further analysis
reveals that assertions made within each of these categories are either not well supported by
evidence or incompatible with those from other categories. The second part of the article builds
on a recently published analysis of leadership situations as well as on Friedrich’s (1963; 1972)
theory of authority. It contends that leadership, as distinct from management, is a human
encounter grounded in authority. Authority, it is further argued, is distinct from legitimate
power and emerges from reasonable elaboration, a process that entails acceptable descriptive,
argumentative and prescriptive claims about salient issues. Drawing on such theses, the third
section of the article argues that HRM-regulated relationships are irreconcilable with leadership
situations. The conclusion summarises the article’s contribution, highlights its consequences
for HRM research and exposes why and how HRM scholars as well as practitioners will benefit

from a refoundation of their discipline.
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Human resource management: A primer and critique

According to Allan Fox (1966; 1974), who delineated the construct, a unitarist perspective of
the employment relationship is one where vital employer and employee interests are considered
to be mostly similar and advanced when corporate objectives are obtained.! Seen from this
standpoint, organisational cohesion derives from management, the source of legitimate power
within workplaces. As such, for the unitarist, conflict between capital and labour is by nature
illegitimate and, to the extent that it occurs, manifests either misunderstanding (or mischief) on
the part of employees or inadequate governance and superintendence. In the same vein,
employee grievance processes and representative institutions, such as unions and work
councils, are superfluous because the expectations and interests of the workforce organically
coincide with (and are satisfactorily addressed through) establishing relevant corporate
objectives. Conversely, a pluralist view of the employment relationship embraces the notion
that employees simultaneously have convergent and divergent interests with their employer. As
such, those who take a pluralist perspective commit themselves to elucidating the ways (such
as collective bargaining) through which that conflict is regulated (Godard, 2011).

Although dissenting views exist (e.g., Thompson & Harley, 2007), there is broad
agreement in literature that HRM theory generally has developed from a unitarist conception
of the employment relationship (Greenwood & Van Buren, 2017; Geare et al., 2014; Bach,
2013; Boselie, 2013; Edwards, 2013; Godard, 2011; Dundon & Gollan, 2007). The consensus
orientation typical of HRM scholars, indeed of most management authors irrespective of their
research focus, is that the manager is the main source of knowledge on corporate objectives and
is, as such, endowed with the exclusive right to make decisions and issue directions (Kaufman,
2008). This comment is not meant to imply that all HRM authors and professionals are
explicitly committed to unitarism. Indeed, as Greenwood and Van Buren (2017: 663) noted,
“whilst [within HRM circles] there is little overt discussion of unitarism or use of the term itself,
unitarist assumptions provide the ideological underpinning of much contemporary mainstream

HRM research and practice.”

! Fox’s work in this area has sometimes been misrepresented and interpreted (variously) as being about ‘kinds of
workplaces’ or pertaining to ‘conflict in the workplace’. In fact, his contention was that unitarism (no consequential
conflict between employers and employees), pluralism (regulatable conflict between employers and employees)
and Marxism (irresolvable conflict between employers and employees) are perspectives held by parties to the

employment relationship and give rise to employment relations patterns.
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The unitarist view of firm governance that characterises orthodox HRM research and
practice has its origins in scholarship from the early twentieth century and the ideas of
luminaries such as Taylor, Ford, Fayol and the Gilbreths (Bowden, 2018). For some scholars,
HRM’s unitarist premise is also a manifestation of the managerialist agenda that formed much
of the impetus for the foundation of the discipline and distinguished it from Human Relations-
informed scholarship, which sought to accommodate discordant workplace interests (Batt &
Banerjee, 2012; Brewster, 2007; Francis & Keegan, 2006). Whatever the case, a consequence
of the contemporary unitarist perspective is de-emphasis on the part of scholars of employee
perception of HRM practices. As such, and by way of example, some HRM researchers
advocate single stakeholder (i.e., management) surveys rather than multiple stakeholder
research (Delbridge & Keenoy, 2010; Becker & Huselid, 2006). For other like-minded authors,
the consensus orientation of most HRM research provides defensible rationale for a top-down
(management-controlled) form of workplace governance (Kaufman, 2008). For still others,
HRM scholarship is so deeply unitarist in its tenets and outcomes that the two expressions
(‘HRM” and ‘unitarism’) have become synonymous (Greenwood & Van Buren, 2017; Keenoy

1999).

The assumption that labour and capital share vital interests and objectives that pervades
much of HRM literature is perhaps best exemplified in Ulrich’s (1997) influential (4366
citations at the time of writing) typology of the roles that human resource professionals fulfill
concurrently. These roles include Strategic Partner’, ‘Change Agent’ (in which the practitioner
facilitates the turning of corporate objectives into results) and ‘Employee Champion’ (in which
the practitioner identifies, and advocates for, the needs and expectations of employees but only
insofar as doing so cultivates a corporate contribution). In other words, according to Ulrich and
most HRM scholars after him, human resources professionals act simultaneously on behalf of
employers and employees. The possibility that a clash of priorities arises in the concurrent
discharge of these three assignments is not considered. In the same vein, the term ‘conflict’
does not appear in the Index of Ulrich’s book and, within the tome itself, the word ‘unions’

receives only a single and fleeting mention.

HRM literature typically embodies three implicit and interrelated claims that arise from its
unitarist premise (Greenwood & Van Buren, 2017; Geare, Edgar & McAndrew, 2006). First,
authors in the domain assume that consequential firm actors each in fact hold a unitarist
perspective for an employment relationship to exist (this is the descriptive, or empirical, claim,
already noted). Second, HRM scholars promote commitment to a unitarist view as a generic
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employer objective (normative claim) because, third, the practices flowing from such a
perspective achieve superior organisational performance (instrumental claim). It is noteworthy
that, far from being peripheral, the instrumental claim (the objective of improving firm, as
opposed to employee, performance) is the raison d’étre for much HRM research (Greenwood
& Van Buren, 2017; Geare, Edgar & McAndrew, 2006). Specifically, scholars typically
recommend to managers that they adopt HRM policies that are lumped together under the
umbrella phrase ‘high commitment systems’ to increase employee commitment to corporate
objectives (Park, Bae & Wong, 2019) and ‘high performance work practices’ (Nientied &
Shutina, 2017) to improve employee output. Examples of such policies include performance
appraisal and development methods (Schleicher et al., 2018), as well as protocols aimed at, for
example, union suppression and substitution (Dundon, 2016). In such cases, the unitarist

(managerial) bias is, perhaps paradoxically, both implicit and transparent.

Notably under the pen of critical management authors (e.g., Collings & Wood, 2018) and
industrial relations scholars (e.g., Wilkinson, Redman & Dundon, 2017), critique of HRM
research and practice has developed along several lines.? While the former authors tend to see
in HRM practice a form of soft enslavement of employees, the latter admonish HRM
researchers for failing to recognise the existence of legitimate employee interests that are
irreconcilable with corporate ones. Critical evaluation of HRM scholarship on ethical grounds
has also proved to be a prominent theme in literature (e.g., Greenwood, 2013). Whatever the
case, more germane to the present argument are denunciations focusing specifically on HRM’s
unitarist-perspective underpinnings. Indeed, authors have argued that the three aforementioned
claims (descriptive, normative and instrumental) made in HRM literature are unverified,

incoherent and unsubstantiated. These critiques will now be discussed.

The HRM unitarist assumption (identified as the aforementioned descriptive claim), that
the interests of parties to the employment relationship are aligned with respect to matters of
consequence, has received more critical attention than HRM studies’ other foundational tenets.
For example, already fifty-five years ago, Fox (1966: 4) argued that the unitarist ideology,
which he saw as consubstantial to management literature, was an illusion “incongruent with
reality.” In a similar vein, Anthony (1977: 252) held that unitarism had been abandoned by

“sophisticated managers.” If Anthony’s conclusion ever had empirical support, it no longer

2 As things stand, ‘critical human resource management’ has emerged as a subfield of research.
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does. Indeed, after surveying 798 firms in Ireland and New Zealand, Geare et al. (2014: 14-15)
found that, among those reporting an opinion, most managers believed unitarism to be an apt
description of their workplaces. Moore and Gardener (2004) reported the same finding about

managers within the Australian metal mining industry.

The tendency of managers to view the employment relationship in unitarist terms is
unsurprising. For those with governance and stewardship responsibilities, acknowledging
legitimate competing interest in a workplace inevitably undermines their efforts to unite
employees in the pursuit of a set of corporate objectives. As such, unitarism is well interpreted
as a consequence of a neoliberal philosophy concerning management. In this regard, Friedman’s
(1970) (in)famous essay is revealing: if the primary responsibility of managers is to increase
profits, they can only reject responsibility for, and in fact existence of, diverging interests within
the firms they oversee. However, there is evidence that, whatever the case concerning the limits
of management’s role, employees mostly do not view their workplaces as being instantiations
of unitarist hegemony. For example, in the same study that reported managers’ preference for
unitarism, Geare et al. (2014) found that employees mostly believed that the umbrella term
pluralism well described their firm culture and protocols. Furthermore, they also found that
most managers, when asked to describe the employment relationship in capitalist market
economies (and not merely that existing in their own firm) considered pluralism a better
descriptor than unitarism. In other words, managers often view their own workplace as an

outlier case in an overall pluralist societal landscape.

A substantial stream of HRM literature investigates the benefit for employers of involving
employees in decision making through employee participation, workplace partnership and
workplace democracy programmes (e.g., Saridakis, Lai & Johnstone, 2020; Timming, 2014;
Knudsen, Busck & Lind, 2011). Whatever the merits of such schemes, a scholarly interest in
the effect on firm performance of a system of joint regulation within firms is at odd with the
unitarist basis typical of HRM scholarship (Greenwood & Van Buren, 2017: 668). Further,
admitting the existence of multiple contributors to organisational objectives within firms is only
a short conceptual step from acknowledging diverging, if perhaps temporary or reconcilable,
interests between capital and labour. Moreover, evidence for such misalignment of management
and employee perception of prevailing ideology, comparable to that reported in Geare et al.
(2014), has started to be reported in literature (e.g., Kohoe & Wright, 2013; Liao et al, 2009).

The normative claim of HRM research (the view that unitarism is a desirable outcome for

employers) represents tacit recognition that unitarism as a natural or base state is not a faithful
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depiction of the employment relationship. Indeed, recommending as a norm a situation that
already and, according to HRM orthodoxy, spontaneously and necessarily exists is paradoxical
(Geare, Edgar & McAndrew, 2006: 1192). More bluntly, if the interests of employees and
employers are shared by the mere circumstance of each of these actors being party to the
employment relationship, then advice to align these interests is inutile and effort to realise that
alignment wasted. In this sense, the unitarist normative claim of HRM scholarship undermines
its descriptive claim because it is an indirect yet plain admission that workplace interests do not
naturally align. Rather, as Greenwood and Van Buren (2017: 671) argue, the normative claim
merely highlights that the so-called ‘shared interests’ of HRM-informed discourse are those

that managers define and that employees have to ‘share’ (i.e., accept).

The instrumental claim of HRM literature supports its normative aspect and, as such, is
another manifestation of the aforementioned contradiction concerning recommending
something that exists spontaneously (or as part of the natural order). It is noteworthy that, to
the extent that HRM scholars embrace the orthodoxy of their discipline, they establish unitarism
as the default perspective for managers. In so doing, they make two related assertions. First,
HRM policies and practices enhance alignment of employer and employee interests. Second,
alignment of employer and employee interests produces superior firm performance. The latter
outcome is typically said to be delivered indirectly, moderated by constructs and variables such
as organisational cohesiveness, enhanced workforce commitment to the firm and increased
employee motivation (Jia et al., 2020; Bowen & Ostroff, 2016; Rudman, 2010; Whitener,
2001).

Casual workplace observation or a brief conversation with a manager (or other firm actor)
provides evidence that HRM policies, sometimes referred to collectively as a ‘HRM system’,
are often ineffective or at least overhyped. Indeed, and more formally, while there are a few
studies reporting a significant positive correlation between the practice of archetypal HRM
policies and organisational performance (e.g., Moideenkutty, Al-Lamki, & Sree Rama Murthy,
2011), a meta-analysis of HRM effectiveness research has produced disquieting findings.
Specifically, Tzabbar, Tzafrir and Baruch (2017), after analysing 89 studies, found a negligible
association between so-called sophisticated HRM policies and corporate performance. These
researchers attributed almost all the variation in their study’s dependent variable to the
contribution of constructs such as context, firm size and executive skill. For other scholars, the
malaise is more fundamental inasmuch as it is not even clear how to assess the efficacy of an

HRM system. For example, following a review of 495 research articles, Boon, Den Hartog and
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Lepak (2019) found that the construct of an HRM system (as distinct from individual practices)
is ill-defined and that there is inadequate agreement about the nature and scope of the effects of

the HRM function on firm performance and how to measure such effects.

An additional reason to question a purportedly positive association between the existence
of so-called sophisticated (e.g., high performance) HRM policies and firm performance comes,
paradoxically, from HRM research itself. Specifically and as noted, the fact that there is
evidence that such things as employee participation, inclusion and workplace democracy
produce broad corporate benefit (e.g., Knudsen, Busck & Lind, 2011; Timming, 2014) is also
evidence that notions of ubiquitous managerial control are, if not entirely ill-conceived, at least
on the wrong track. Indeed, this corpus of scholarship represents an implicit acknowledgement
that employees harbour interests that are not spontaneously known by their firm’s management
(since they need to be voiced through democratic processes). Such admission that managers do
not know everything — and certainly not everything about what matters to their employees — is
incongruent with the idea that it is possible to manage employees based on a unitarist
perspective of the employment relationship (the framework that HRM scholars typically
embrace). In these circumstances, human resources managers find themselves compromised.
The lion’s share of recommendations within their standard texts arises from a unitarist
perspective of the employment relationship; however, they are also sometimes thrown
curveballs departing from such orthodoxy in the form of advice about workplace democracy,
inclusion, employee participation and the like. In practice, improved firm performance is an
unlikely outcome of this kind of inconsistent stance. As Strauss (2001: 892) put it, “workers,
managers (and even vice-presidents) will resist managerial policies they do not like” or the

logic of which they do not understand.

In summary, mainstream HRM scholarship manifests a unitarist perspective through
making three kinds of claims (descriptive: unitarism is an adequate characterisation of the
employment relationship; normative: the employment relationship should be unitarist; and
instrumental: the unitarist employment relationship is beneficial to employers). However, as
some have noted, there are reasons to doubt the validity of the empirical claim (which a stream
of HRM research undermines), the normative assertion is at odd with the descriptive one, and
the validity of the instrumental proposition is, at best, uncertain (undecidable for some). Those
authors who recommend that HRM research benefits from leadership scholarship (and that the

encounters that human resource managers have within workplaces are instantiations of
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leadership) ignore this kind of ambiguity. The discussion now turns to probing further this

conundrum.
Leadership, language and authority

Providing a characterisation of leadership applicable to all relevant encounters has been a
challenging endeavour. In the absence of consensus about the construct’s essential nature,
theories of leadership have proliferated over the last decades, each based on differing analyses
of the relationship and accompanied with its own set of recommendations for aspiring leaders.
Scholars attempting syntheses of the existing disparate frameworks have found that the most
they can offer is schemes which situate models on arbitrary axes (e.g., Dionne et al., 2014;
Hernandez et al., 2011). While such classification endeavour assists leadership researchers in
identifying overlooked (as well as overworked) research areas and in connecting these with
issues from other bodies of knowledge (including HRM), it does not offer guidance on how to

reconcile the phenomenon of leadership with the notion of effective HRM.

Eschewing difficulties associated with proposing an overall definition of leadership, Joullié
etal. (2021) note that leadership situations are mediated through co-constructed communication
processes and rest exclusively on voluntary obedience (these points are widely accepted in
literature; see for example Antonakis et al., 2016; Choi & Schnurr, 2014; Kouzes & Posner,
2012; DeRue & Ashford, 2010; Alvesson & Sveningsson, 2003). Indeed, if leaders could force
others into behaving in certain ways, they would not be called leaders but, depending on
context, dictators, autocrats, bullies, police officers, managers or other terms associated with
the possibility of coercion. As such, leaders are individuals capable of convincing, inspiring or
emboldening others to follow their instructions, that is, to act in ways that they (the leaders)
prescribe but have no institutionally conferred (sometimes identified as ‘legitimate’) ability to
enforce. Such directions typically pertain to problems with which followers are grappling and
that leaders propose, in convincing ways, to address (Carmeli, Gelbard & Reiter-Palmon, 2013).
As part of this unfolding, followers subordinate, at least temporarily, a degree of their personal
independence to group or corporate norms in tackling situations that they deem unsatisfactory
(Spillane & Joullié, 2015).

Followers follow: they consent to, and act upon, their leader’s directions because they agree
with the detail and general intent of these communications. This phenomenon enabled Joullié
etal. (2021) to propose a linguistic model through which exchanges can be analysed as denoting

leadership as opposed to other relationships in which one party dominates (or seeks to
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dominate) another. Specifically, leadership exchanges are, in large measure, regulated by
language elements that are designed to produce voluntary obedience, but which exclude orders,
threats, warnings and other common means of coercion. Since workplace interactions are
mediated through language and involve obedience (or at least compliance with established
processes), the model advanced by Joullié et al. (2021) is appropriate for determining whether

HRM-regulated relationships are compatible with leadership encounters.

The framework proposed by Joullié et al. (2021) invokes a hierarchy of linguistic functions,
the tiers of which are ordered according to the principle of logical entailment. In this case,
logical entailment means that use of a function of a given level cannot occur without activation
of lower echelon functions. Further, each function is activated at either of two possible
antithetical values (see Table 1).® Relevant language functions — portrayed as tiers on the
hierarchy — are description, argumentation, prescription and (at the apex) promises. In verbal
exchange, interacting parties activate these functions in different and possibly non coherent and
conflicting ways. Specifically, descriptions can be either true or not-true (or partly so),
arguments valid or non-valid, recommendations founded or unfounded and promises

responsible or non-responsible (these are the aforementioned antithetical values).*

) Values
Level Function Content . .
Authoritative Authoritarian
4 Promissory Promises Responsibility | Non-responsibility
3 Prescriptive Recommendations Founded Non-founded
2 Argumentative | Justifications Valid Non-valid
1 Descriptive Descriptions Truth Non-truth

Table 1: Main functions of language, their content and possible values (adapted from Joullié et al.,
2021).

Joullié et al. (2021) argue that since leadership entails exclusively voluntary obedience, it

emerges and develops most consequentially from communications that listeners find

3 As originally conceived, antithetical values for each of these functions were established as dichotomous or binary
in nature and not, for example, as being continuously scaled.

4 These formulations draw on the Aristotelian elemental laws of identity (something is ‘A’ or ‘non A’), non-
contradiction (if something is ‘A’, it cannot simultaneously be ‘non A’) and excluded middle (for every
proposition, either it or its direct negation must be true). Hence, terms such as ‘true’ and ‘non true’ as opposed to

‘true’ and ‘false’, etc. are invoked.
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convincing. Acknowledging that no language guarantees persuasion, the same authors hold that
the suasory power of those aspiring to lead is maximised when they advance (and are
acknowledged for doing so by their prospective followers) true descriptions, sound arguments,
justified prescriptions and responsible promises. Building on Friedrich’s (1963; 1972) theory
of authority, Joullié et al. (2021) classify such a deployment of words and phraseology as
authoritative and its antithesis authoritarian. This dichotomy of language use is central to the
argument being defended here and therefore requires elaboration.

Friedrich (1963; 1972) rejected the view that authority is a dimension of power, legitimate
or otherwise (Spillane & Joullié, 2021). In so doing, he placed himself at odds with authors
such as Weber (1947), Barnard (1938) and Simon (1976) and, more broadly, with prevailing
orthodoxy. Specifically, for him, authority is a quality of a communication that makes a missive
acceptable. Friedrich (1963: 224) proposed that a communication is authoritative (as opposed
to authoritarian) when it is accompanied by reasonable elaboration, or at least is able to be
reasonably elaborated.® This capacity for reasoned elaboration is in terms of ‘the opinions,
values, beliefs, interests and needs of the community within which the authority operates’
(Friedrich, 1963: 226). In authoritative exchanges, communications are recognised, if at times
implicitly, as being supported by reasons why the content of the missive is desirable (see the
example provided in footnote 5). That is, authoritative communications are those that are
supported by reasons why their acceptance should be granted. This requirement applies to
speakers who establish their bona fides as authoritative when they reasonably elaborate their
views in such a way that the messages they advance are willingly accepted. Perhaps
paradoxically (and as indicated), authoritative individuals are not authoritarian. Indeed, they
welcome critical debate and facilitate its realisation. By contrast, individuals in positions of
institutionalised (legitimate) power are able to enforce obedience without engaging in reasoned
elaboration. They do so (to varying degrees) through means such as commands, threats,

coercion and manipulation.

According to Friedrich’s (1972) perspective, power and authority are conceptually related
and often work synergistically. Moreover, each can be viewed as manifesting obedience.
However, each is distinguishable because authority is a source, rather than a form, of power.

Specifically, it is a quality of individuals and their communications that supports and augments

5 For example, A says to B: ‘go and wash your hands’. The parties to this exchange each know (without so stating)

that such a missive could be associated with rationale (i.e., reasonably elaborated) if required.
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their power, but it is not itself legitimate power. Indeed, authority is not legitimate power
because legitimate power exists without reasonable elaboration (Friedrich, 1963: 226-227).
Such situations arise when incumbents do not elaborate or justify their communications (or
have stopped doing so). In workplaces, what is required for managers to be authoritative is a
demonstration or a conviction that they offer useful guidance in facilitating the attainment of
collective goals. Managers who have ‘lost their authority’ have thus lost a form of their power
because their communications are deficient. This kind of deficiency emerges when managers
cease to engage in reasoned elaboration (‘do as I say or else...”) or because the values of their
listeners have changed in such a way as to make their (the managers’) arguments less

convincing (Spillane & Joullié, 2021).

The linguistic framework defended by Joullié et al. (2021) indicates that those aspiring to
workplace leadership have constrained language use options. Specifically, engaging in
reasoned elaboration to create authoritative communications requires describing situations
accurately and completely, using sound arguments to obtain cooperation (but always being at
ease with conclusions and recommendations being challenged). As noted, people weigh
personal independence against group effectiveness; that is, they grant authority pursuant to
achieving a collective objective or refuse to do so in the name of personal independence.
Expressed differently, aspiring leaders, as opposed to authoritarians, appreciate the existence
of the conflict, within their listeners, between an aspiration for independence and the desire to
make a corporate contribution. They seek to ease this tension through invoking a language that

facilitates a common analysis of existing problems and a shared embrace of solutions.

Those already in positions of institutionalised power can aspire to leadership by issuing
authoritative communications. They can also elect to invoke words and phraseology with
incorrect or incomplete descriptions, fallacious arguments and sophisms in an effort to appear
authoritative. Unlike aspiring leaders, however, they have the possibility to call on orders if
they are content being perceived as transparently authoritarian. Orders need to be
communicated and, if need be, confirmed or clarified. They need not, however, require
reasonable elaboration, because execution of a direction entails understanding but not consent
or conviction that the instruction will have desirable consequences. As such, when orders are
delivered, whatever tension between autonomy and heteronomy that exists in those to whom
they are directed is resolved through coercion. In essence, speakers who rely on orders do not
secure authority in Friedrich's (1963) sense, that is, as reasoned elaboration. Rather, they are
incumbents as opposed to leaders because they are able to produce obedience without consent.
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Unlike those who follow because they agree with what their leader says, subordinates obey
without necessarily perceiving that the missive is accompanied by reasonable elaboration or

that such justification is likely to be forthcoming.

Conceiving workplace leadership as a relationship resting on authoritative exchanges does
not assume either the existence or non-existence of a divergence of interests within the
employment relationship. In other words, the perspective of leadership proposed by Joullié et
al. (2021), as well as Friedrich’s (1963; 1972) theory of authority, is neutral in that it does not
require that one adopt either a unitarist or pluralist perspective of the employment relationship
(to use Fox’s parlance). However, a conception of leadership as grounded in authority implies
that whatever interest misalignment exists between labour and capital, it is temporarily, and at
least partially, regulatable through obtaining agreement about a corporate policy or managerial
decision. Agreement of this kind is possible because, even according to a pluralist perspective,
policies and decisions are often deemed reasonable (in the sense of rational, ethical, desirable
and acceptable) by parties to the employment relationship (Joullié & Spillane, 2021).

In summary, if leadership entails exclusively voluntary obedience and if authority is
understood as the quality of a communication that makes it acceptable because it is able to be
reasonably elaborated, then it follows that leadership is established and maintained by way of
authoritative language. Further, authoritative language is that which relies on true descriptions,
valid arguments and justified advice, and which culminates in responsible promises embedded
in, and developed through, critical debate. Conversely, authoritarian language involves non-
true, biased or incomplete descriptions, fallacious arguments, unjustified recommendations and

orders, and, ultimately, irresponsible promises (Joullié et al., 2021: 10-11).
Human resource management in the leadership mirror

In workplaces, incumbents of high office tend to see themselves as superior individuals and not
mere holders of positions in power structures (Treiman, 2013). Accordingly, they are inclined
to believe that they are being obeyed because they have leadership qualities and not owing to
their prosaic ability to reward and punish. However, if all those able to enforce obedience
qualified as leaders, tyrants, bullies and authoritarian bureaucrats would have a claim on the
title. Yet, as the terminology plainly indicates, being a leader entails having followers, not
merely subordinates. This observation, of course, does not preclude the possibility that being a

subordinate fits comfortably with being a follower.
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As far as creating leadership exchanges is concerned, most managers start from a
favourable position. Specifically, their hierarchical position, which entails the power to give
orders and enforce their execution, is compatible with (indeed, normally requires) that they be
perceived as competent decision-makers. To ensure their directions are executed, managers
often make the necessary effort to engage in reasonable elaboration to convince (to a greater or
lesser extent) listeners that their communications are acceptable on moral, empirical and logical
grounds (typically in this order). Expressed differently, most managers have the choice of being
authoritarian (when they issue commands) or authoritative (when they elaborate and discuss
them). However (and as explained), only the latter communication style creates leadership

conditions.®

Unlike most of their colleagues, human resources managers aspiring to achieve leadership
encounters face a formidable challenge. Indeed, their communications are constrained by the
unitarist perspective which underpins the body of ideas and practices that they are meant to be
conversant with, and advocate for. In other words, HRM theory informs and frames what these
managers say and do. As such, human resources managers, if they want to be faithful
representatives of their discipline and practitioners of the policies it justifies, convey and
promote the descriptive, normative and instrumental contentions that are core to the HRM
agenda. In so doing, they advance propositions that are, for reasons detailed earlier in this
article, vulnerable to empirical refutation, in addition to forming a logically incoherent
discourse. Specifically, seen through the lens of the linguistic hierarchy defended in Joullié et
al (2021), the descriptive statements of human resources managers concerning the unitarist
nature of the employment relationship will be received as dubious at best. Moreover, given such
uncertain description, their defence of a unitarism perspective of the employment relationship
is a losing struggle. Consequently, their recommendations to implement HRM-informed
policies will be assessed as unjustified and their promise of ensuing firm performance
improvement non-responsible. Indeed, rhetoric delivering such missives has under-developed

rationale, i.e., lacks credible empirical support and is associated with spurious logic.

6 Circumstances restrict, at least partially, managerial discretion. Specifically, since reasonable elaboration requires
time (to prepare for and engage in constructive discussions), conditions which require urgent action typically call
for orders (which can be revisited later and found suboptimal), whereas those involving medium to long-term

concerns or recurring difficulties leave room for argument and critical debate (Stern et al., 2016).
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Deprived of rationale, human resources managers find their ability to speak authoritative
language severely compromised, especially when confronted by argumentative colleagues. In
this regard, it is noteworthy that use of high performance work practices correlates with firm
performance only when mediated by an organizational climate characterised by openness,
acceptance of confrontation, trust and autonomy (Muduli, 2015). These features are hallmarks
of authoritative exchanges, but since they are inimical to the orthodoxy of managerialism
supported by the HRM function (Spillane & Joullié, 2021; Batt & Banerjee, 2012), it is doubtful
whether practices which actually improve firm performance should be viewed as an
embodiment of mainstream HRM. Whatever the case, struggling to establish their authority,
the garden variety human resources manager is left to resort to orders, that is, authoritarian
language, to have directions executed and policies implemented. In adopting such a
communication style, she weakens — to the point of annihilation — her claims to leadership
status. Similar comments apply to line managers, insofar as they engage in and communicate

about HRM-related activities.

The incompatibility of HRM’s unitarist foundation with leadership practice exonerates line
managers from the charge (noted in the Introduction) that they either lack enthusiasm for HRM-
informed policies or the skill required for implementing such policies. In fact, one can
commiserate with managers tasked with defending practices and conveying communications,
the underpinnings and content of which undermine the authority that they typically seek to
establish on non-HRM related matters. Similarly, the “failing grade” (Kaufman, 2012) awarded
to managers’ effort to turn HRM policies into effective practices attests more to their dedication

to elaborate reasonably their communications than to a professional deficiency.

The paucity of evidence for its descriptive and instrumental claims, combined with its
internal contradictions, makes it challenging to defend the proposition that HRM discourse is
compatible with authoritative language. As has long been apparent in literature (e.g.,
Greenwood & Van Buren, 2017; Geare et al., 2014; Godard, 2011; Anthony, 1977; Fox, 1966,
1974), the credibility of HRM’s message is beyond repair in the eyes of those scholars and
employees not seduced by managerialism. Indeed, for the sceptics, no amount of leadership
“sensegiving” (Nishii & Paluch, 2018) will rehabilitate the HRM construct. Rather, the more
scholars and professionals advocate for and adopt leadership behaviours (be they of the
authentic or transformational kind), that is, the more they seek to establish and promote their
authority by way of true statements, valid reasoning, justified advice and responsible promises,
the less attractive orthodox HRM discourse appears.
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The current authors do not cast aspersions on the intentions of HRM professionals and
scholars. Indeed, there is no reason to believe that leadership aspirations of human resources
managers and the desire of HRM researchers to integrate their discipline with leadership studies
are cynical or disingenuous. Rather, the thesis here defended is that, in a nutshell, the strictures
of HRM theory have been overlooked as needing adjustment in efforts to reconcile the
discipline with leadership encounters. For “deplorable” (Leroy et al., 2018) and “surprising”
(den Hartog & Boon, 2013) as it is for some scholars, such disconnect is a logical (and thus

unavoidable) consequence of the discipline’s managerialist foundations.
Conclusion: Confronting human resource leadership

In a sense, albeit probably not that intended by the authors whose works were referred to in the
introduction of the present article, integrating leadership with HRM does produce new insights.
Specifically, it reveals that leadership, contrary to these scholars’ portrayals, is not the ideal
relational embodiment of HRM policies derived from orthodox HRM theory. Rather, for
“human resource leadership” (Leroy et al., 2018: 255) to exist, the underpinning assumptions

of HRM theory need challenging. There are four reasons to hold such a view.

First, HRM, as a body of ideas, practices and research agendas, emanates from a unitarist
perspective of the employment relationship, one in which employer and employee interests (or
at least the most consequential of these) align. Accordingly, HRM scholars and practitioners
consider conflict between capital and labour as ill-founded and the result of employee
misunderstanding or ill-intention, or attribute it to mismanagement. To remedy such
organisational dysfunction, HRM scholars advance, test and promote (and HRM professionals
implement) theory-driven policies. In so doing, they perhaps unwittingly advance two
ideological agendas: a unitarist perspective is ethically desirable (normative claim) when,
within a workplace, there is broad commitment to a unitarist view of the employment

relationship, organisational performance improves (instrumental claim).

Second, the three claims that structure HRM scholarship and policies have inadequate
empirical support and entail spurious logic. Specifically, research (e.g., Geare et al., 2014)
indicates that the descriptive claim (according to which workplace participants mostly view the
employment relation in unitarist terms) is not embraced by employees insofar as it concerns
their own employment circumstances. Simultaneously, managers typically believe that they
preside over unitarist workplaces whereas other equivalent milieus are generally pluralist in

their orientation. Further, the normative claim (according to which workplace participants
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should be compelled, or at least encouraged, to view the employment relationship as unitarist)
contradicts the descriptive claim, because it is illogical to want to change something into what
it already is. Finally, the instrumental claim (making firms unitarist improves their
performance), in addition to contradicting the descriptive view, has received at best lukewarm

empirical support.

Third, since it entails only voluntary obedience, leadership is a relationship grounded in
authority understood as a source (not a form) of power, that is, authority conceived as the
capacity for, and competence with, reasonable elaboration. Indeed, short of coercing their
audience (an approach antithetical to leadership encounters, for reasons provided), those who
aspire to lead can only seek to convince those who listen to them that their communications are
reasonable and thus acceptable, if only to overcome particular issues with which the group is
grappling. To achieve authoritativeness, speakers activate specific language functions in
distinctive ways. More precisely, and although no phraseology forms guarantee persuasiveness,
those aspiring to leadership maximise their claim to authority by communicating with their
audience in a language of true descriptions, valid arguments, justified prescriptions and
responsible promises. By contrast, a language of non-true, incomplete or biased descriptions,
deceptive or spurious arguments, baseless recommendations (and orders without justification),

culminating in non-responsible promises characterises authoritarian speakers.

Fourth, and consequently, individuals who speak within the constraints of mainstream
HRM theory cannot establish authority and, as such, cannot secure leadership status. Indeed,
the doubts about its descriptive and instrumental claims, combined with the contradictions that
exist between these claims and the descriptive assumption of HRM theory, make achieving
authority elusive when attempted within the confines of HRM-informed discourse. In such
circumstances, managers will not convince a critical audience of the reasonableness of HRM
policies; rather, they will have to impose their regimes through executive orders. In so doing,
they act as authoritarian decision-makers. Some soften such a modus operandum through
invoking the expression ‘managerialism’ (cf. Spillane & Joullié, 2021). This conclusion is

consistent with the managerialist ideology of HRM theory.

As it stands, an HRM-informed discourse does not pass the authoritativeness test in the
eyes of a critical and dispassionate audience expecting a strong base of evidence and respect of
the principles of logic. This deficiency prevents those advocating for the HRM agenda from
securing workplace leadership status. It follows that, if HRM scholars are serious about

enriching their discipline through drawing on the insights of leadership studies, they need to
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revisit their perspective of the employment relationship. Among the three claims that underpin
and frame the HRM agenda, the descriptive one is the first candidate for reappraisal, since it is
often singled-out as being the most fundamental to the discipline (e.g., Greenwood & Van
Buren, 2017; Godard, 2011).

HRM scholars pursuing ‘human resource leadership’ are confronted with the perhaps
inconvenient conclusion that the unitarist perspective of the employment relationship that gave
birth to their discipline is also a consequential impediment to the realisation of their vision.
Their mission is to reconcile within a pluralist frame of reference those elements of their theory
and practice that are, for whatever reason, effective. They have a head start in this endeavour.
Indeed (and as noted), employees already mostly embrace pluralism and managers themselves
already believe that other workplaces are, unlike their own, environments of pluralist

hegemony.
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First things first: Unselfconscious corporate virtuosity and

corporate performance

Abstract

Since Milton Friedman’s halcyon days, business ethics scholarship has moved away from
debate about whether there is a link between innate, unselfconscious (or unpublicised) corporate
virtuosity and corporate performance, without really resolving the matter in any compelling
way. As such, relevant scholarship now mostly addresses an array of second-order matters
including, in particular, how virtuosity is, or should be, communicated. These latter topics, as
consequential as they are, loose some of their urgency if corporations acting ethically without
seeking credit for so doing improve their performance. This article investigates the relationship
between unselfconscious corporate virtuosity and corporate performance using a novel
methodology. It reveals that unselfconscious corporate virtuosity is associated with better

corporate performance.

Introduction

There are two big-picture, intertwined and long-running debates in management literature
concerning corporate citizenship behaviour. The first debate, broadly speaking, is about
whether being perceived as ethical is best interpreted as a mostly disingenuous plan deployed
for commercial advantage or is, in fact, typically instituted as genuinely altruistic (Bronn and
Vrioni, 2001; Amazeen, 2011). This area of conjecture is essentially about executive
commitment to corporate social responsibility and being a good corporate citizen. The second
debate, once again broadly speaking, is about whether doing good leads, in and of itself,
necessarily to better organisation performance. It is noteworthy that the second concern

switches the focus of the debate from motivation to outcomes.

342



The twin conundrums of motivation and outcomes remain alive and well, mostly for
methodological reasons. To understand what keeps them animated, it is instructive to reflect on
the parallel enigmas concerning human morality. In the case of motivation, one age-old problem
is embodied in the proposition that ‘the really virtuous person is the one who does good when
nobody is watching’, or, as Noel Coward formulated it, ‘a gentleman is the one who uses a
butter knife when he dines alone.” In the case of outcomes, there are multiple axioms, such as
(from Aesop) ‘no act of kindness, no matter how small is ever wasted’ or the contrasting adage,

often attributed to Oscar Wilde, that ‘no good deed goes unpunished.’

Hypotheses concerning the motivation for, and outcomes of, good corporate citizenship
are, at least in certain contexts, often unfalsifiable. Insofar as the former of these (motivation)
is concerned, the problem is axiomatically that to gain evidence that one is ‘doing good’,
evidence-gathering is required. To the extent that a person is aware they either are, or might be,
scrutinised, they become ‘more-good’. In some circumstances, there is a way to resolve this
dilemma, variants of which have been tried and reported on (Loughbron et al, 2009; Huang et
al, 2014; Breuer, Knetcsh & Salzman, 2018). For example, the researcher could, at least in
theory, create a paradigm where data about the ‘relative goodness’ of their subject is being
collected surreptitiously so that a control is established for that same subject’s overtly-examined
exemplary acts. The idea here (and assuming some appropriately defended points of external
reference) is that where the purportedly virtuous person manifests no significant difference
between how decent they are when being watched versus not being so inspected, they are, in
fact, an authentically good person. Creating an equivalent protocol for corporate entities is more
problematic. Indeed, there are compelling reasons to believe that consequential elements of firm
operations are never really secret, a point made by Breuer, Knetsch and Salzman (2018). For
firms (as opposed to people), there is also additional complexity when it comes to determining

what ‘good’ really means. This line of inquiry, which has a controversial history, finds its
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modern origins in Milton Friedman’s (1970) contention that firms must certainly operate legally
but nonetheless do nothing more than create profit. Furthermore, for corporations, which
formally (in one way or another) assign cost to their activity, doing ‘undirected’ good without
appropriate planning is, in a sense, akin to spending money without a budget, perhaps
paradoxically not so good. This matter is often glossed over in debate about the rational and

justification for Corporate Social Responsibility (Banerjee, 2008; Aguinis & Glavas, 2012).

Musings about what corporate goodness really is has come to be associated with various
generic, and somewhat irreconcilable, positions. Protagonists in these feuds find inspiration, on
the one hand, in the Kantian ideal of universal principles of virtue and, on the other, in
utilitarianism, the notion that an action is justified if it maximises utility for the greatest number
(Chun, 2017). This debate, as pressing as it is in other contexts, is distracting for current
purposes in that reflection on the nature of virtue is not reflection on corporate virtue’s
consequences. Assuming that a subset of firms within a sector do more relative good than others
or engage in comparatively more corporate social responsibility for whatever reason (and
however defined), the second conundrum comes in to play. Namely, and to repeat, what are the
innate organisational performance effects (outcomes) of doing good? In this question, the term
‘innate’ refers to effects that occur without any deliberate effort to draw attention to them being

carried out.

In this article, a new perspective of how to assess an elemental feature of firm ethical
conduct is presented and road-tested with data from Fortune-500 firms. The new perspective
invokes the notion of transparency, a word which appeared in the management lexicon in the
1960s but, as far as the current authors can tell, has not been well capitalised upon by those
wrestling with conceptions of corporate honesty and how such conceptions are manifest.
Certainly, the construct has not been operationalised in the way to be defended in the present

study, through use of what is known in analytic philosophy circles as the analytic-synthetic
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distinction. This dichotomy prescribes that, in a literal sense, truth-bearing propositions are one
of two and only two kinds: analytic and synthetic (the meaning of these terms is discussed in
the following pages). As will be shown, the analytic-synthetic dichotomy is well adapted to the
challenge of establishing a novel measure of corporate honesty. Further, its invocation allows
for new light to be shed on a debate that has become stale or at least sidelined. Specifically, the
distinction is apposite to inquire into the second aforementioned dilemma, that which concerns
outcomes. This matter is, for reasons to be explained, better viewed as a first-order issue when
it comes to business ethics. In a nutshell, it embeds the following question: does being
unselfconsciously virtuous (or virtuous without seeking credit for so-being) lead to better

corporate performance?

The structure of this article is as follows. First, an overview of the intellectual history of
key concepts which are used to create this study’s framework is exposed. Second, the research
question is formally presented. Third, the methodology for the study is described and defended.
Fourth, the study’s results are presented. Fifth, in the discussion and conclusion, these findings
are reflected on and placed in context. Although they provide insight into what is referred to
here as a first order issue (the innate corporate virtuosity — corporate performance relationship),
such results should not be viewed as the last word concerning the phenomenon on which they

bear.

Corporate Virtuosity and Financial Performance: A Sidetracked Debate

Debate about corporate social responsibility (CSR) has broadened over the last 50 years.
In the 1970s, largely under the pen of Milton Friedman, the matter was mostly framed as
pertaining to whether being virtuous was good for profit (Banerjee, 2008). However, in recent
times, CSR has emerged as an imperative on its own and concern about whether it increases
organisational performance has become largely inconsequential (Amazeen, 2011). Yet, the link

between CSR and firm performance is a first order issue. Its side-lining is unfortunate, because
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it decouples conjecture about corporate virtuosity from pressing strategic concerns, thus
impeding understanding. Specifically, if it emerges that philanthropy is bad for the bottom-line,
then if firm principals (or their agents, according to Freidman and his acolytes of the Chicago
School”) decide to use an entity’s prosperity to benefit other parties and, in so doing, advantage
themselves, the character of CSR debate changes. As such, if doing good is not conducive to
organisational performance, conjecture about its relevance is mostly deliberation about the
nature of good, or righteousness (a la Kant versus utilitarianism, etc.), and how (when
operationalised as a variable) the construct can be fully manifested. However, as things stand,
the state of knowledge about the first-order issue — the innate link between unselfconscious
corporate virtuosity and corporate performance® — is unconfirmed and not tackled head-on in

relevant literature (Amazeen, 2011).

Debate about the virtuosity-performance connection has splintered in recent years. It has
become somewhat derailed by concerns about the performance-related value of being perceived
as corporately responsible, with the key word here being ‘perceived’ (Tata & Prasad, 2014).
For example, there is a corpus of work addressing how entities use communication strategies
to portray themselves as corporately responsible (e.g., Brammer & Pavellin, 2004; Dawkins &
Nguniri, 2008; Highhouse et al., 2009; Hooghiemstra, 2000; Zadek et al., 2007, 1997).
Conjecture here is focused mostly on theory development pertaining to CSR (e.g., Tata &
Prassad, 2014) or more descriptive, as exemplified in contributions that compare and contrast

sectors and cultures with respect to how firms represent their values and virtues (e.g., Chun,

" Who assert that it is especially problematic for managers — as opposed to owners — to be
flirting with Corporate Social Responsibility (Aguinis & Glavas, 2012).
8 Once again, innate here referring to the effects of doing good without deliberate effort to draw

attention to the purportedly good deed.
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2015; Robertson & Crittenden, 2003). There is also a related sub-genre of work focusing on
managerial opportunism and, specifically, how firm stewards are disposed to use language with
guile and deception (e.g., Audi, Loughran & McDonald, 2016; Capalbo, et al, 2018; Breuer,
Knetsch & Salzman, 2018). This latter literature mostly addressees matters of malfeasance (or
potential malfeasance) in circumstances where, on the one hand, it is assumed that there are
managers who manipulate for their own material advantage and, on the other hand, there are
managers who are not so inclined. The construct of the unethical manager has led authors such
as Breuer, Knetsch and Salzman (2018) to their general theory of truthful signalling, the idea
being that language deployed in a strategically duplicitous way is detectable and predictive of

certain unethical actions.

As valuable as it is, scholarship addressing the way firm stewards portray their entities and
which delves into whether and how they are inclined to use language disingenuously for
personal gain puts the cart before the horse. Indeed, and as noted, there is a more fundamental
issue that remains unsettled, the aforementioned first-order issue. Specifically, and to introduce
this article’s research question, is there evidence that merely being more corporately ethical in
the absence of concern about being so perceived enhances hard-core measures of corporate
performance? To answer this question, established constructs from disparate literature will be
invoked in a new combination. These disparate constructs are (from the management ethics and
corporate governance literature) ‘transparency’ and (from the realm principally of analytic

philosophy) the ‘analytic-synthetic distinction.’

Transparency and Corporate Reporting

Theorising about the nature of corporate transparency is traceable to the early 1960s and
the work of Coser (1961). Somewhat redundantly (and cryptically), she observed that, insofar
as stakeholder management is concerned, a low visibility situation permits one to hold private

attitudes that are reflected in behaviour that is not observed by peers. Whatever its inadequacies,
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Coser’s view of the phenomenon has been influential. Indeed, it sparked two partially
overlapping themes in subsequent literature addressing (mostly) non-financial transparency,
with some of the obscurity of her original contribution lingering on in each of these strands.

The first of the aforementioned themes emphasises that transparency has a causally prior
direct or explicit role to play in creating, maintaining, or repairing stakeholder trust vis-a-vis a
particular entity (Akkermans, Bogerd & van Doremalen, 2004; Fleischmann & Wallace, 2005;
Pirson & Malhotra, 2011; Rawlins, 2008). The second is conjecture about indirect or implicit
links between corporate candour and generic confidence that an entity is fundamentally good
as embodied in such virtues as honesty, commitment to widespread benefit and selflessness.
Contributions to this second theme are reflected in the writings of authors such as Bansal and
Kistruck (2006), Bhat, Hope and Kang (2006), Bushman, Piotroski and Smith (2004), Leuz and
Oberholzer-Gee (2006) as well as Perotti and von Thadden (2005). In their musings, these
scholars do not necessarily use the term trust but rather often refer to proxy measures such as
‘confidence,’ ‘respect,” ‘high regard,’ etc. In spite of such terminological fuzziness, there is a
degree of consensus amongst authors from disparate backgrounds writing about corporate
transparency. Schnackenberg and Tomlinson (2016) capture the essence of the agreement
when, in talking about the private sector, they conclude that it (transparency) is, in one way or
another, an antecedent to a firm’s trustworthiness, a precursor (according to the same authors,
as well as others) for a raft of other attributes that comprise ethical corporate conduct.

There are three strands of literature that have an applied focus in the quest to obtain
corporate transparency. These strands mostly give advice to practitioners, but typically neglect
to provide theoretical foundations for such counsel.

First, some authors propose that the benefits of being more corporately transparent are
modulated through enhancing the relationship between a firm and its stakeholders (Berggren &

Bernshteyn, 2007; Bernstein, 2012; Christmann, 2004; Larsson et al., 1998). For instance,
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scholars such as Schnackenberg and Tomlinson (2016) have argued that transparency is a
precondition for trust, in particular, which in turn causes better firm performance as revealed
through orthodox — often financial — indicators. Writing on the specific relationship between
these variables, researchers including Khurana et al. (2006) found that, in a comparative sense,
US firms which demonstrate greater disclosure, achieve higher growth and lower cost of capital.
Similarly, Biddle and Hilary (2006) have revealed that firms which disclose more, exhibit
greater entity-level investment efficiency. Overall, research mostly indicates that Corporate
Social Responsibility (CSR), when coupled with circumscribed transparency protocols,
contributes to a firm’s competitive advantage for creating ‘shared value’ (Porter & Kramer,
2011). These protocols achieve such outcomes through influencing stakeholders’ behaviours,
with small, medium and large associations (correlations) having been found between CSR and
financial performance (Barnett, 2007; Bosse, Phillips & Harrison, 2009; Margolis, Elfenbein &
Walsh, 2007; Orlitzky, Schmidt & Rynes, 2003). This corpus of literature is, in some respects,
a contribution to the aforementioned first-order issue, but only to the very limited extent that it
deemphasises corporate impression management (which it mostly does not).

Second, there is the hypothesis that transparency plays a specialised role in creating
employee commitment. Here again, trust is a focal construct but has a narrow instantiation,
being applied to the case of employees rather than generically to an array of consequential
stakeholders (Mayer, Davis & Shoorman, 1995). Work in this genre makes an even more
indirect contribution to the first-order issue, mostly providing almost no insight into the matter.
For example, trust has been linked to outcomes such as workforce satisfaction (Edwards &
Cable, 2009; Gulati & Sytch, 2007), enhanced effort and performance (Aryee, Budhwar &
Chen, 2002; Jason, Scott & Lepine, 2007), citizenship behavior (Mayer & Gavin, 2005’
Walumbwa et al., 2011), collaboration and teamwork (Sargent & Waters, 2004; Simons &

Person, 2000), leadership effectiveness (Dirks & Ferrin, 2002; Gillespie & Mann, 2004), buy-
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in to prevailing human resource management protocols (Graham & Lindsay, 2006) and
negotiation success (Lee, Yang & Graham; 2006; Olekalns & Smith, 2007). A landmark study
about trust as applied to people management is from Rawlins (2008), the conclusion of which
is that employees, when reflecting on the way other firm stakeholders conduct themselves, are
more influenced by elements such as integrity and goodwill than, for example, competency.

Third, there is literature addressing transparency as it pertains to the specific case of
Environmental Social Governance (ESG) reporting, once again conspicuously silent on the
first-order issue mostly because it overtly does not address unselfconscious corporate virtuosity.
Within this corpus, the contention is typically that good domain-relevant performance
(including ESG disclosure) yields improved return for a firm’s owners (McKinsey, 2020).

In summary, extant literature addressing corporate reporting transparency typically
emphasises that improvement in this area is broadly desirable. The benefits of being better at it
apply to stakeholders including investors and financiers (Khurana, Pereira & Xiumin. 2006;
Francis et al., 2009; Chipalkatti, Le & Rishi, 2007: Biddle & Gilles, 2006), employees (Rawlins,
2008), policy makers and regulators, customers as well as community interest groups which
have more oblique associations with a firm or industry (Dubbink, Graafland & Van Liedekerke,
2008; Losada-Otalora & Alkire, 2019). As such, it seems that, in 2022, few argue against the
proposition that being committed to comprehensive and representative formal disclosure in
reporting documents is the right thing to do. However, aside from any consideration of being
perceived as such, insofar as the commercial innate value of being transparent is concerned, as
things stand, the case is weak that higher levels of ethical conduct do in fact lead to improved
organisational performance, the first-order issue.

When it comes to being precise about what transparency is, at least as the term is deployed
in literature addressing corporate reporting and disclosure, the analyst is confronted with an

initial methodological challenge. The word itself refers to an attribute of a relationship between
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two parties. Schnackenberg and Tomlinson (2016) captured the substance of how authors in the
area conceive of it when they define it as “the perceived quality of shared information from a
sender”. This understanding of the term is broad and somewhat equivocal. Specifically, the fact
that although (and as noted) relevant parties attach value to the construct, management literature
unpackaging its focal sub-components is often woolly (Schnackenberg, Tomlinson & Corinne
Coen, 2020). Such a concern has plagued relevant scholarship, and possibly explains why there
is a dearth of empirical research on the matter (Bernstein, 2017; Kaptein, 2008; Pirson &
Malhotra, 2011; Rawlins, 2008; Walumbwa et al., 2008). Relatedly, there is a paucity of reliable
and well validated measures of transparency (Albu & Flyverbom. 2019; Schnackenberg &
Tomlinson, 2016). Indeed, some purported metrics of the phenomenon have delivered
discrepant findings (Rawlins, 2008; Pirson & Malhotra, 2011). In drawing a conclusion about
this matter, Bernstein (2017: 217) notes that “measuring transparency — a critical part of
empirically demonstrating its instrumental value — has proven extremely elusive”. In a larger
sense, Bernstein’s concern is emblematic of the issue at the heart of this article, namely: does
innate or unselfconscious virtuosity result in better organisational performance?
Notwithstanding overall problems concerning under-development of operational
definitions and lack of solid variables and measures and a general lack of empirical research,
there have been attempts to pin-down the substance of what it means to be corporately
transparent. For example, following a large-scale meta-analysis, Schnackenberg and Tomlinson
(2016) concluded that literature-based portrayals typically entail a mix of three elements: (i)
perceived disclosure (the extent to which information is judged to be released rather than
hidden), (ii) perceived clarity (the extent to which information is judged to be understandable
rather than obfuscated), and (iii) perceived accuracy (the extent to which information is judged
to be reflective of reality rather than exaggerated, biased or beset by crucial omissions). Others

have noted that isolating and measuring the sub-components of transparency is as elusive an
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enterprise as measuring the construct itself (Albu & Flyverbom, 2019; Ananny & Crawford,
2018; Bernstein, 2017). However, recent work has heralded progress. Specifically,
Schnackenberg et al. (2020) used factor analysis to reveal that corporate transparency is
underpinned by three independent subordinate elements: disclosure, clarity and accuracy. In a
parallel line of innovation, Kaptein (2008) as well as Kim and Lee (2012) have proposed and
defended surveys for indexing these constructs.

In a nutshell, insofar as variables and measures are concerned, there is an emerging
consensus about transparency. Specifically, to say that a corporate communication or one of its
sections is transparent is to invoke the notion that its text (i.e., its words and phraseology)
connects an author with a reader such that the reader becomes informed (or more informed) in
a particularised way of a relevant content scope. The idea of ‘a particularised way’ embraces to
varying degrees notions of balance, comparability, accuracy, timeliness, clarity, reliability
(Belén, Romero & Luiz, 2013), relevance (Williams, 2005), truthfulness, objectivity,
comprehensibility, understandability (Rawlins, 2008), as well as completeness, inclusivity,
verifiability, impartiality and consistency (Dubbink, Graafland & Van Liedekerke, 2008). For
current purposes, this view collapses into three elementary sub-components: completeness
(everything that must be disclosed is disclosed), clarity (content is conveyed without ambiguity)
and propositional representativeness (content is propositionally representative of reality, i.e., is
factual). In enhancing their awareness, the goal of readers is to advance their interests through
making improved investment decisions or, at least, be better poised to act in ways that are
compatible with their personal priorities and values.

In the corporate world, the issue of transparency is most germane in communications that
are conveyed through language as instantiated in its written form. Although such exchanges
cannot be scrutinised outside of their cultural and role-based contexts, assessing whether

disclosure has been successful is essentially an exercise in making a judgment concerning
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language use (and misuse). As such, to make progress on effectiveness in the arena of corporate
disclosure, as it is the case with financial-related disclosure where words and phraseology are
the subject of stringent and probing scrutiny (Li & Haque, 2019; Hesarzadeh & Rajabalizadeh,
2019), language (and its application) should be the focus. However, applications of principles
of linguistics as a means of assessing efficacy are rare in relevant literature (with exceptions
being Verk, Golob & Podnar, 2019; Crane & Glozer, 2016; Golob, et al, 2013; Nielson &
Thomsen, 2012).

The Analytic-Synthetic Distinction

The analytic-synthetic distinction is a theory about language use with medieval origins,
notably in the writing of luminaries such as William of Ockham (Ayer, 1971). In the
contemporary world, the dichotomy forms part of the tool kit of analytic philosophers in
particular. Furthermore, linguists and psychologists apply it routinely (Schwartz, 2012). Indeed,
in such disciplines, technical and more philosophical criticisms of it have been convincingly
rebutted (Horwich, 1992). At least insofar as literal language use is concerned, in its most
elementary formulation, the theory prescribes that meaningful propositions are of two and only
two kinds: analytic and synthetic.

An analytic statement is one that, despite sometimes being well disguised as a verifiable
proposition about the nature of reality, is essentially tautological. The truth of this kind assertion
(sometimes also called a priori or formal statements) is manifest because of the meaning (or at
least the conventional usage) of the terms that compose it and prevailing linguistic protocols.
‘All large dogs are canines,’ ‘a right-angle has 90 degrees,” ‘submarines travel under water,’
‘my friend likes me’ or ‘she is a pregnant mother-to-be’ are straightforward examples. In
mathematics, conceptual redundancy is easily discerned. Specifically, to say that ‘the square
root of sixteen equals four’ is tantamount to saying that ‘four times four equals sixteen’. Insofar

as management-related subject matter is concerned, the following affirmation is analytic:
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“charismatic leaders are influential” (Bartone, 2010). In this example, the word charisma,
according to conventional usage, is the ability to influence people.

By their nature, analytic propositions are unfalsifiable. In practice, this means that their truth
status does not rest on (and can therefore be established independently of) experience. Again
from the management literature, the statement “a poorly managed organization [...] may soar”
(Bolman & Deal, 2008: viii) is analytic because the verb form ‘may’ (variant: might)
incorporates, as a possible outcome, that what is proposed will not materialise and in fact its
antithesis will. Furthermore, the formal truth of the actual assertion is preserved without there
even being such a thing as a poorly managed organisation. Sentences relying on the verb form
‘can’ or ‘could’ are also unavoidably analytic because, in a literal sense, they are a delivery
means for propositions that cannot be disconfirmed by experience. For example (from the
corporate reporting literature), the statement “Offset requirements [...] can be used for
compliance with an emissions reduction program” (ConocoPhillips, 2019) is analytic. In
invoking the word ‘can’, it implicitly specifies a universe of two possible resultant
manifestations but indicates no substantive predictions (even in qualitative probabilistic terms
through use of adverbs like “probably” or “likely”) concerning which of these will occur. For
practical purposes, the reader of such a sentence merely becomes aware that offset requirements
will, or will not, achieve compliance. All incoming evidence bearing on the proposition will be
compatible with it. However, this would not be the case if the statement were in the negative.
For instance, ‘Offset requirements cannot be used for compliance with an emissions reduction
program’ is not analytic because the emergence of one counterexample suffices to render it as
false.

A synthetic statement is a testable (and thus falsifiable) proposition about the nature of
reality. Such propositions are distinguishable from analytic ones because their truth status rests

exclusively on empirical verification, in other words, on evidence that an interested party goes
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out and finds. For example, whether ‘there are black swans’ or ‘there are two cars in the garage’
is only known following relevant inquiry (or, at a minimum, a report from a credible secondary
source that has undertaken primary research). These kinds of hypotheses are not settled through
securing interlocutor agreement about the usage (working definitions) of terms they contain and
verifying that words and phraseology respect grammatical rules. Rather, synthetic statements
are judged as being either true or false based on external points of reference. In most
circumstances, finding relevant indicators is tantamount to ‘looking to see.” However, for the
executive describing their firm, verification is inevitably more formal, typically taking the form
of an enquiry process and ensuing evidence collation.

Synthetic statements do not manifest an internal logic which becomes irrefutable when there
is consensus about word meanings. Although they are subject to correction and elaboration
when new evidence becomes available, their antithesis does not entail a logical contradiction.
For example (again from the corporate reporting literature), “ConocoPhillips was [...] the first
exploration and production company to set a long-term GHG intensity reduction target”
(ConocoPhillips, 2019) is manifestly testable and, as such, synthetic.

Several consequences of the analytic-synthetic distinction are relevant to executives seeking
to improve corporate transparency. First, from analytic statements, only other analytic
statements logically follow. This principle is at the heart of what it means to say that nothing is
added to disclosure when a series of ideas is derived from a tautology. In the late 1950s, Doris
Day reminded her fans of this truism when she sung ‘que sera, sera’ (‘whatever will be, will
be’), but pointedly did not then let them know that ‘personal effort is of no use’. Indeed, the
latter proposition is synthetic and does not flow from the song’s name, which is an analytic
statement.

Another practitioner-relevant consequence of embracing the analytic-synthetic distinction

is recognition that there is no a priori knowledge of reality because no proposition is
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simultaneously analytic and synthetic. An implication here is, to reify, that is, to deal with an
abstraction as if it were a tangible entity (for example to say that ‘an idea is going to fly’), is
unjustified because it represents an attempt to bridge the analytic-synthetic divide. Further,
powers, physical qualities or concrete properties are assignable to tangible entities but not
abstract ones. As such, ideas do not have these attributes; only those individuals who hold them
do. Insofar as corporate reporting is concerned, reification obscures personal responsibility.
Specifically, although incorporated entities have independent existence for legal and accounting
purposes, reification ascribes to firms human-type agency of a kind that creates ambiguity
concerning the actual origin of action and thus of responsibility. For example, to say that
“Occidental has made a series of commitments during the past years” smuggles in the
impression that it is possible for non-human entities to make such a pledge (Occidental
Petroleum, 2020). In practice, this declaration pre-emptively exonerates the firm’s management
(or shareholders or employees or others — take your pick!) if things do not go as planned.

Although reifications and the ambiguities they create have not received sustained attention
in the business ethics and corporate reporting literature, they are regarded as a serious matter in
other contexts. Indeed, in such disciplines as analytic philosophy, psychology and sociology,
those committed to the analytic-synthetic distinction sometimes adopt a position known as
nominalism (Rodriguez-Pereyra, 2019). Nominalists expunge language of those expressions
that do not refer to experience and prefer concrete to abstract nouns. For instance, they do not
believe there are such ‘things’ as memory, organisations or personality, for these terms are
abstractions and thus subject to shifting interpretations. Instead, nominalists speak of things
they remember, people who affiliate in specific ways with circumscribed groups and elemental
observable behaviours.

The analytic-synthetic distinction is not relevant to all language use and is restricted in its

application in specific ways. For example, propositions that cannot be designated as either
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analytic or synthetic cannot have their truth status ascertained and hence be relied upon to
convey meaningful content. They are, at least insofar as the distinction is concerned,
meaningless statements. This label, no more than 50 years old, which is perhaps narrow-
minded, is Ayer’s (1971). Expressions like ‘metaphors’ or even ‘poetry’ are in some cases
possible alternatives to such derisory labelling. Indeed, conceiving of a proposition as
metaphoric or poetic in the context of being unable to classify it as either analytic or synthetic
draws attention to the fact that it conveys a different kind of meaning, for example one
concerning moral, artistic or existential content. ‘I love you,” ‘People who live in glass houses
should not throw stones’ or ‘Frailty, thy name is woman’ do not qualify as either analytic or
synthetic. They are nonetheless, in various ways, evocative. Other such statements include
terminologically, grammatically or logically incoherent pronouncements, accounts referring to
fictional, intangible or unobservable entities (such as feelings or psychological events),
oxymora, moral norms and judgements (i.e., those implying or relying on verb forms such as
‘should’ or ‘must’), expressions of desire or hope, etc. In sum, the third category of statement
(henceforth referred to as residual in this article) do not necessitate, as a prerequisite for
understanding, either application of logic or collation of experience. It is noteworthy that no
analytic or synthetic statement derives from a residual proposition.

Another delimiting feature of the analytic-synthetic distinction is that, when embraced, it
commits the writer to using words and phraseology literally and non-equivocally. Insofar as
corporate disclosure is concerned, executives with reporting responsibilities who take seriously
the distinction assume a threshold level of agreement concerning meaning between themselves
and their intended readers. Of course, corporate language is sometimes used metaphorically. In
such circumstances, consideration of culture and context typically assist to clarify. For example,
to say ‘returns this high are as rare as hens’ teeth’ is, in a technical sense, a synthetic statement

in that it is theoretically possible to count how many hens’ teeth exist (and — perhaps after
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making a few assumptions — express the outcome as a proportion) and contrast the resultant
value with the probability of a stated return. However, such an exercise is clearly not what is
being called for. Rather, creating meaning from the statement entails reflection on elements
other than the analytic-synthetic distinction. Indeed, in a larger sense, this delimiting feature
draws attention to Friedman’s (2018) point that people have capacity to make sense of the world
in idiosyncratic and ethereal ways.
Research Question Restated

Scholarly as well as practitioner-based literature addressing corporate transparency
indicates, albeit often vaguely, that improvement in this area is ethically desirable. Further, the
same literature portrays transparency as a proxy measure of corporate honesty, which,
according to Chun (2019), is the foundation of corporate virtuosity. However, as noted, debate
about the virtuosity-performance link — the aforementioned first-order issue — has been
marginalised. Indeed, it has been eclipsed by concerns such as how to be transparent, how to
best showcase good works and how industries and cultures differ with respect to their CSR-
type priorities and initiatives, unambiguously second-order considerations. As such, as
important as they are, the relevance of these latter matters diminishes if there is no implicit
connection between being virtuous and performing well on standard corporate metrics. In light
of such reflection, this study revisits the virtuosity-performance association using a new
methodology. Its research question (restated) is: is there evidence that merely being more
corporately ethical in the absence of concern about being so-perceived enhances hardcore

measures of organisational performance?

Methodology and Hypothesis
According to Perrini (2006: 73), a non-financial disclosure document is a report “published
to complete the corporate economic portrait by adding a social and environmental dimension”.

The present study borrows Perrini’s conception to answer its research question. Specifically,
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the non-financial corporate disclosure documents of firms listed on the Fortune-500 ‘top 1000’
ranking list of America’s largest companies are taken as a representative sample of how good
American firms deal with the imperative of transparency.® The majority of the 1000 listed firms
publish at least one substantial and formal non-financial disclosure document each year

(sometimes this document forms part of an annual report or compliance-related publication).

In most Western countries, elaborated non-financial disclosure documents are not
obligatory; however, in recent years, they have become orthodoxy (Chatterji & Levine, 2006).
Such documents vary along several dimensions. Some are longer than others. Some present
tables and charts whereas others rely more on language and text-based portrayals. It is also the
case that, within limits, content differs between reports. In practice, this often indicates differing
corporate priorities. Perrini (2006) captured the essence of this diversity when he reviewed non-
financial disclosure documents and concluded that such material is broadly of one of two kinds,
classified on the basis of its target audience. First, there are ‘monitoring’” documents (designed
for internal use), reporting quantitative data strictly concerning the measurable impacts of
business activities. Second, ‘managerial’ documents are intended to be read by a broad audience
of external stakeholders. These reports are usually structured in three sections based on sphere
of activity, social, environmental and economic. Introductions for each kind of document
typically claim that the ensuing report has been written pursuant to stakeholder-engagement.
The idea is that readers (stakeholders) will be provided evidence that the firm on which they

are reflecting goes about its business in a way that embraces their values and priorities (Perrini,

® The term ‘Fortune 500 refers to a list of 1000 of the largest companies in the United States
compiled by Forbes magazine every year. Companies are ranked by their annual revenues for

their respective fiscal years.
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2006). The focus of the current study is managerial reports, which, to repeat, are written for

disparate external audiences.

To test the hypothesis that better performing firms are typically innately (i.e., without their
executives being self-consciously concerned with being so perceived) more corporately ethical,
syntheticity of written language is used as a proxy measure of ethical conduct. Such a measure
is justified on the basis of a causal chain that, despite having several links, is well-established
in disparate contributions. This chain is presented in Figure 1. Specifically, it is as follows (and
as explained): syntheticity indexes transparency, transparency implies auditability, auditability
signals honesty (and is thus shunned by dishonest brokers) and honesty underlies (is the basis
for) other corporate virtues (Bansal & Kistruck, 2006; Bhat, Hope & Kang, 2006, Bushman,
Piotoski & Smith, 2004; Leuz & Oberholzer-Gee, 2006). In summary, syntheticity of language

use is a reasonable measure of unselfconscious corporate virtue.

Construct: Corporate Construct: Organisational
Virtuosity Performance
Variable: Honesty
(Transparency)
Variable and
Measure:
Ranking on the
2020 Fortune
Measure: Syntheticity of 500 list of 1090
Language Use best performing
US Companies
INDEPENDENT VARIABLE DEPENDENT VARIABLE

Figure 1: Constructs, Variables and Measures used in this study

In practice, if this study’s null hypothesis is rejected, the conclusion will be that well

performing firms (dependent variable) use a greater proportion of synthetic statements in their
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reporting documents (measure, independent variable) and thus are more virtuous (construct,

independent variable) than those that are less will performing.® To test the hypothesis, a sample

of companies from the Fortune 500’s ranking of the largest 1000 (2020) was analysed. To

control (at least partially) for possible variation in reporting between industries, the sample was

drawn from entities within a single sector. The industries selected were from ‘Mining, Crude

Oil Production.” Non-financial disclosure reports on sustainability and environmental activities

were chosen specifically for analysis. This identified sector and the content of reports surveyed

(sustainability and environmental activities) were selected for four reasons.

First, mining and oil extraction and refining operations are controversial industries and
come under more frequent critical public scrutiny than other sectors (Belén, Romero &
Ruiz, 2013). Furthermore, there has been recent contentious sector-related changes for these
spheres of commercial endeavour. Such change has emphasised sector self-regulation and
thus heightened the transparency imperative. Specifically, on 2 November 2017 the USA
withdrew, as an implementing country, from the Extractive Industries Transparency
Initiative which accounts for “open and accountable management of oil, gas, and mineral
resources” (EITI, 2017). As a result, American oil, gas and mining companies have greater
discretion in what they disclose about their access to domestic natural resources.

Second, oil companies were amongst the first firms to attach priority to reporting about the
environmental consequences of their operations. As such, they are likely to have had time

to establish themselves as archetypal exemplars of a spectrum of language use

10 With the variable intervening between the construct and the measure being transparency-

auditability (the logic being that, according to Tabachnick & Fidell (2013), operationalisation

of a construct entails moving from that construct to a variable to a measure).
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manifestations in corporate reporting documents (Belén, Romero & Ruiz, 2013; Aerts &
Cormier, 2009; Campbell, 2003; Deegan & Gordon, 1996).

e Third, firms within the selected sector typically produce similarly structured reports on their
Environmental, Social and Governance (ESG) activities, being influenced by international
and US (ESG) protocols (which are not mandated) on this matter.* However, despite such
structural similarity, firms within the chosen sector unambiguously report on what they do
(or do not do) and reveal (or not) their priorities using a plethora of different language styles.

e Fourth, the Mining, Oil extraction and refining industries and Gas sectors are mostly
comprised of firms with roughly equivalent frequencies in each of the four quartiles of the
1000 best American firms. Such within-quartile frequencies are determined by annual

revenue for the fiscal year under scrutiny, in the present case 2019.

Using a broad inclusion criterion, 27 firms from the selected sector existed on the 2020
Fortune 500 list of the 1000 best performing U.S. companies (n=27). The distribution of these
firms across four quartiles is indicated in Table 1. A stratified random sampling strategy was
used to select entities for analysis (the strata being the quartiles and random sampling occurring
within each of these with approximately a third of firms being selected within each quartile).

The size outcome (n) of this sampling strategy is also depicted in Table 1.

11 The Global Reporting Initiative (GRI), a non-profit organization, provides firms with a
sustainability reporting framework that is widely used around the world, the Sustainability
Accounting Standards Boards (SASB); the IPIECA’s (formerly known as the International

Petroleum Industry Environmental Conservation Association) provides comparable guidelines.
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Table 1: Stratified Random Sampling Strategy Used for Selecting Firms to be

Analysed
Fortune Total Number of Firms Sample of Firms Analysed
500 Quiartiles within the Sector* (one third randomly selected
(Mining, Oil & Gas) from each quartile or strata)
1 N=3 n=1
2 N=7 n=2
3 N=8 n=3
4 N=9 n=3
Total: N=27 n=9

*Selected from Fortune 500 ranking of America’s 1000 largest companies (2020)

Table 2 presents names and rankings (on the top 1000 list) of firms identified for analysis
using the stratified random sample strategy depicted in Table 1 (i.e., the names and rankings of

firms identified in the third column of Table 1).

Table 2: Names and Rankings of Firms identified for Analysis Using Stratified

Random Sampling

Fortune 500 Fortune 500 Firms
Quartiles Firm Ranking* (Mining, Oil & Gas)
1 93 ConocoPhillips
2 373 Chesapeake Energy
419 Devon Energy
3 582 Peabody Energy
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625 Murphy Oil

608 Antero Resources
4 821 Range Resources
969 Oasis Petroleum
974 Cabot Oil & Gas

*Selected from Fortune 500 ranking of America’s 1000 largest companies (2020)

Each of the nine firms selected for scrutiny produced an ESG or Sustainability Report
within the past two years. An examination of these documents provides a like-for-like
opportunity to observe each of the nine’s use of synthetic statements in ‘equivalent’ sections.

Such ‘equivalent’ sections were:

Q) the CEO’s Introduction to the report;
(i) paragraphs dealing with environmental impact, strategies pertaining more

generally to the environment or performance concerning protection of the

environment.

Statements or text excluded from analysis were:

(ili)  detailed tables, breakout boxes, headers, joining sentences;
(iv)  statements addressing activities prior to 2018.

In total 1,837 statements from reports identified in Tables 1 and 2 were analysed.

Table 3: Summary of Statements Analysed

Fortune 500 Fortune 500 Firms Report
Quiartiles Firm Ranking* (Mining, Oil & Statements
Gas) Analysed

1 93 Conoco Phillips n=423
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Q1 Total n=423

Statements:

2 373 Chesapeake Energy n=68

419 Devon Energy n=323

Q2 Total n=391
Statements:

3 582 Peabody Energy n=113

625 Murphy QOil n=222

608 Antero Resources n=263

Q3 Total n=598
Statements:

4 821 Range Resources n=233

969 Oasis Petroleum n=151

974 Cabot Oil & Gas n=41

Q4 Total n=425
Statements:
TOTAL

STATEMENTS: n=1,837

(all quartiles)

*Selected from Fortune 500 ranking of America’s 1000 largest companies (2020)

Insofar as how statements were analysed is concerned, to classify a proposition as analytic,
synthetic or residual entails, as a matter of orthodoxy, taking that proposition at face value, in
its strict literal sense. Focal content for each document identified for analysis was read by each
of this study’s authors and, on a sentence by sentence basis, classified as being either analytic,

synthetic or residual. Where one of the authors of the study was uncertain about how to classify
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a sentence or whether to view it as comprising more than one proposition, agreement was
reached collegially.
Results

Figure 2, a histogram, presents this study’s results. It indicates that sampled firms within
the top end of the performance distribution have a higher proportion of synthetic statements in
their disclosure documents than sampled firms within the lower end. For purposes of inference-
making, an ANOVA analysis (using the proportion protocol) was undertaken on data. The
resultant F-ratio was found to be significant (Fg221=3.765, p<0.027). Both Bonferoni adjusted
(a priori) and Schefee (post hoc) tests reveal that individual data-points (for each indicated bar)
are significant (with the exception being the bar for firm #974). It is noteworthy that differential
sample sizes (with n values varying by less than 20% across quartiles) for each firm considered
show acceptably small variances for the aforementioned analyses. What this analysis boils
down to is that the null hypothesis is rejected using an orthodox threshold criterion. In lay terms,
it is generally true that more successful firms produce non-financial disclosure documents that
contain a higher proportion of synthetic statements than less successful firms. As such,
executives presiding over more successful firms typically are unabashedly more honest and
straightforward in how they portray their entities than those administering less well performing

firms.
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Figure 2: Percentage (%) of Synthetic Statements
in Sample Firms' Non-financial
Disclosure Documents presented for Individual Firms
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Firms indicated (in order) on the top 1000 list

Figure 3 presents the same analysis as Figure 2 in aggregated form. Specifically, rather
than depicting results for individual firms, it displays findings for the four quartiles of the top-
1000 firms. Such a depiction has the effect of disguising the outlier effect resulting from

inclusion of firm #974 in the sample.
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Figure 3: Percentage (%) of Synthetic Statements in
Sample Firms' Non-financical Disclosure Documents
presented (in aggregate for each of four quartiles)
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Following data collation and presentation, the case of firm #974 (the outlier result) was
further examined. When compared to the other eight entities comprising the sample (across
each of the four quartiles), company #974 (Cabot’s Oil & Gas) was found to have the highest
average annual growth (of at least 20% across three years) in revenue and earnings per share
up to 30 April 2020. Furthermore, it was the only company in the Mining, Oil and Gas sector
(when all firms in the sector are considered) to achieve this revenue growth, earning it a place
on Fortune 500’s other list, the 100 Fastest Growing Companies in 2020.%2 In light of such
collateral insights, it is concluded that, although Cabot’s Oil & Gas is classified as a 4™ quartile
performing firm on the top-1000 list, this portrayal belies its intrinsic worth. Specifically, the

ranking for this firm is reconcilable with rejection of the null hypothesis. As such, it

12 See https://fortune.com/100-fastest-growing-companies/
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underestimates the performance of its management group and is a credible explanation for its
outlier status as a high-proportion user of synthetic statements in disclosure documents.
Initial reflection on the first-order issue

This study’s results reveal that successful firms are distinguishable from others on the basis
that they use a higher proportion of synthetic statements in their reporting and disclosure
documents, at least for the generic elements of such documents (i.e., their introductions and
commentary concerning the environmental consequences of their operations). Prior to
interpreting what this means (and, crucially, what it means for the aforementioned first-order
issue concerning unselfconscious or innate corporate virtuosity and performance), two caveats
and associated commentaries are presented. These matters can be also viewed as (generic)
technical criticisms of the current study’s method. Conceptual criticisms of the study are

discussed in the next section.

First, as noted, only one sector was scrutinised in this study. Mining, Crude Oil and Gas
industries were selected because, largely owing to the nature of their activities, they have an
image problem. Indeed, they have been regularly handcuffed to claims that their executives act
with guile and duplicity in advancing corporate interests (Cahn, 1995). As such, insofar as this
sector addresses the problem of reporting, it is more likely than others to reveal consequential
variance in its disclosure protocols, specifically to have the full gamut of good and bad
performers within its ranks. In this sense, the Mining, Crude Oil and Gas industries sector can
be contrasted with, for example, others that have an explicit environmental agenda such as those

focusing on development and roll-out of renewable energy.

Second, setting aside the sector being analysed, a case can be made that insufficient firms
were sampled. Certainly, to identify sample values for comparator cells of fewer than four (i.e.,
for each quartile less than four firms were retained for analysis) renders statistical inference

non-feasible. However, this problem evaporates when the object of analytic interest switches
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from firms to statements made within disclosure documents. Such a shift creates a state where,

within each quartile, hundreds of data points are revealed, unleashing a wealth of insight.

What emerges from this study is a portrait of the way successful, as contrasted with less
successful, firm executives communicate in writing about their activities and priorities. Further
reflection on what a synthetic statement entails is useful for interpreting this finding.
Specifically, synthetic propositions have hallmarks of unselfconscious honesty and authenticity
that are not associated with either analytic or residual statements. The reason is that, when
properly constructed, synthetic propositions are simultaneously subject to empirical scrutiny
(i.e., able to be falsified) and have an unambiguous temporal dimension (i.e., they entail a sense-
based specification that either manifested at a point in the past or will do so in the future). For
example, to say that “from 2005 to 2017, energy-related carbon dioxide emissions decreased
14%” (Chesapeake Energy, 2018) is a synthetic statement that, at least in principle, entails
protocols for determining whether it is an honest portrayal. To say that “we set a goal of [...]
reducing our GHG intensity by 10% by 2025 (Antero Resources, 2020) is an equivalent
statement about the future that similarly comes with verification protocols. In each case,
something of substance is being conveyed and, when such statements create an orthodoxy, the
reader —who now in one way or another is able to do an operational audit of claims being made
- gains confidence in those doing the communicating. By contrast, statements such as “a well-
designed carbon price would reduce emissions”, or “we aim to track the pace and direction of
the energy transition and identify potential leading indicators of change in the demand for
hydrocarbons” (ConocoPhillips, 2019) are (often poorly) disguised analytic statements. These
kinds of propositions, henceforth referred to as ‘veiled’ (thinly or thickly, depending on the
deciphering effort required for their unmasking) are insidious examples of non-synthetic
statements because they have a misleading quality. In this sense, they are able to be contrasted

with overtly (unveiled) analytic statements such as “Medium-term risks take longer to impact
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our business [than short-term risks]”; ConocoPhillis, 2019). This latter pronouncement,

although perhaps irritating to read, is readily dismissible as platitudinal. It does not hurt anyone

to say it but, in circumstances where such kinds of statements are used repeatedly, a reader

perception emerges that stewards, at least, do not know where they are going or how they are

going to get there or, in more serious cases, are being disingenuous. Table 4 formally presents

the aforementioned classification system and gives examples from corporate reports of its

manifestations. NB: The decomposition presented in Table 4 does not imply that the analytic-

synthetic distinction is not a true dichotomy. Rather, it indicates that, when examining (for

example) those propositions that are analytic, some are easier to spot as such.

Table 4: Examples Statements and their Classifications

Kind of Proposition

Example

Synthetic with clear temporal

contingency

“from 2005 to 2017, energy-related carbon
dioxide emissions decreased 14%” (Chesapeake
Energy).

“we set a goal of [...] reducing our GHG

intensity by 10% by 2025 (Antero Resources).

Synthetic ~ with  unclear
temporal contingency (not clear
whether it was done or will be

done)

“Every year, we refine our processes to save

even more energy”’ (LCI Industries).

Analytic — thickly-veiled

“To continuously improve our
environmental performance, we’re proactive and

action-oriented” (Devon Energy).
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Analytic — thinly-veiled

“Our pursuit of safety in our operations is

never complete; we never consider our
performance to be good enough” (Chesapeake

Energy).

“[our scenarios] do not, and cannot, describe

all possible future outcomes” (Conoco Phillips).

Analytic — unveiled (obvious
tautology or several reasons to

classify it as analytic)

“Medium-term risks include

[...] may
emerging policy that is not yet fully defined”

(Conoco Phillips).

Residual (with qualification —
i.e., using words and phraseology
form

that unambiguously

analogies or metaphors)

“We won’t rest on our laurels, but are
committed to continuous improvement in all
aspects of our business, including sustainability”

(Cabot & Oil).

(NB: Here, it is patently the case that nobody
associated with the drafting of this statement is

‘having a rest on bay leaves’).

Residual (without
qualification — i.e., without using
words and phraseology, the
meaning of which IS
unambiguously metaphoric or

non-literal)

“We’ll do this because being a good
neighbor and always doing the right thing are

two of our core values” (Devon Energy).
(NB: Here, it is not clear whether the
statement’s author is prioritising being good only

to the party who resides next door.)
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Organisational Performance and Ethical Conduct: Further Reflection on the First-Order Issue

Debate about the nature of goodness and virtuosity is likely as old as humanity. Similarly,
conjecture about whether being virtuous leads to material advantage also has a long lineage. It
was noted in this article’s introduction that a crucial reason the first order issue (the
unselfconscious corporate virtuosity-performance connection) remains mostly unresolved is
methodological. Specifically, it is not straightforward to establish long-term protocols for
surreptitious inspection of an agent’s actions and it is equivalently thorny to defend what doing
good really means. Theses kinds of difficulties are exacerbated when an object of analytic
interest switches from the individual to a corporate entity. Indeed, as Amazeen (2012) has
indicated (and to repeat), consequential firm activity is never really secret and constructs such
as goodness, virtuosity and the ‘right thing to do’ take on layers of complexity when making
decisions about other people’s resources and in multiple stakeholder contexts. In such
circumstances, speculation about the innate or unselfconscious virtuosity-corporate
performance causal link is likely to continue and will not be resolved through the publication
of any one article or through application of one methodology. However, the issue itself is
inherently a first-order concern and as such consequential. Specifically, if being an innately
(unselfconsciously) good corporate citizen improves the bottom-line, then a raft of second-order
matters arises. These include: ‘What is the marginal (additional) value of firm stewards
trumpeting their successes?” ‘How should success be broadcast to achieve such marginal
benefit?” And, perhaps more fundamentally, ‘What kind of virtuosity is the kind that does the
commercial enhancement?” By contrast, if there is no inherent link between innate
(unselfconscious) virtuosity and corporate performance, three somewhat different lines of
inquiry become salient. The first of these pertains exclusively to firm image management. The

second to the more generic issue of what it means to be corporately virtuous. The third, perhaps
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most pressing, to developing a rationale for corporate virtuosity (in other words, if being good

does not enhance organisational performance, why do it? — a problem wrestled for millennia).

This article has presented and defended a novel way to establish that there is a connection
between being virtuous and corporate performance. As such, its research question was answered
in the affirmative, leading to rejection of the adage that perhaps, at least insofar as corporate
life is concerned, virtue is not just its own reward but rather inherently boosts bottom-line

outcomes.

As is inevitably the case when adapting methods for new problems (or using constructs in
novel combinations to create new insight), there are several criticisms that can be made of the
way the current project has derived its central conclusion. The more consequential of these
criticisms are conceptual in nature and, for the most part, can be rebutted (or, at least, defended
against).*® Specifically, one may ask: is syntheticity of language use an appropriate measure of
virtuosity? As noted, the rationale used in this study is well established (and presented earlier

in Figure 1). It is as follows and can be summarised with three propositions:

First, synthetic statements are truth bearing propositions in that they rely on evidence and
are falsifiable. In this sense, synthetic statements are a delivery means for scrutable statements
of substance. They differ from those that add no informative value to a missive, are not

falsifiable and preclude external examination.

Second, the analytic-synthetic distinction has not been widely embraced within

management academia and is likely to be mostly unknown to executives and those formally

13 The technical criticisms concerning sample size and representativeness, etc., where dealt with

in the ‘methods’ section.
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reporting on firm operations. In practice, this means that, where reports are favoring synthetic

propositions, they (relatively speaking) embody unselfconscious honesty as a virtue.

Third, it is uncontroversial to assert that honesty, in the broadest sense of the term, is a
cornerstone of other desirable traits of corporate virtuosity (for further discussion on this, see
again Bansal & Kistruck, 2006; Bhat, Hope & Kang, 2006, Bushman, Piotoski & Smith, 2004,

Leuz & Oberholzer-Gee, 2006).

Conclusion

Ethics, be it focused on the actions of the individual or the corporation, entails an
intertwined set of concerns that have disparate epistemological origins. These concerns
originate from, on the one hand, conjecture about the nature of right and wrong and, on the
other, empirical inquiry addressing what actually occurs. As such, one way of thinking about
ethics is to view it as simultaneous reflection on what ‘ought to be’ and what ‘is’. Undoubtedly,
each set of concerns is consequential. However, at least insofar as the commercial world is
concerned, what has been conspicuously absent — or at least diminishing in salience — since
approximately the 1970s is speculation about the broader matter of how elements fit together.
Amazeen (2011: 167), when commenting on the history of corporate social responsibility,
hinted at the nature of this challenge when she noted that “While the social responsibility of a
business was once arguably limited to increasing its profits, today’s Zeitgeist suggests that
corporations must go beyond merely considering their profits by also accounting for the social
costs and benefits of their presence around the world.” But why “must” they? No answer is

given in the rest of Amazeen’s article.

Two other aspects of Amazeen’s musings call for further inquiry. First, she reflects little
on the possibility that there may in fact be no such thing as ‘going beyond profits.” Second, her

associated implicit assumption that there is a trade-off between doing good and organisational
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performance remains contested terrain. Its resolution has wide-ranging implications because, if
unselfconsciously doing good coincides with better organisational outcomes, the debate about
why firm stewards should act ethically becomes easier. Reflection on this phenomenon draws
attention to a larger point, and one not generally well presented in business ethics literature.
The point is this: knowing whether initiatives such as unpublicised and unheralded corporate
social responsibility and corporate philanthropy actually improve the bottom-line is a first-order
issue. Indeed, a case can be made that, if there is a casual sequence between corporate virtuosity
and corporate performance, there ceases to be any such thing as corporate benevolence. To
stress again Amazeen’s (2011) other claim, these matters have become somewhat tangential in

recent years.

In noting that such things as field and natural experiments are an inadequate substitute
for their laboratory equivalents, C. Wright Mills (1959) made the enduring point (and made it
better than others who followed him, in the present authors’ judgement) that ultimately a
compelling narrative must do the heavy lifting when it comes to establishing causality in social
science. In this vein, insofar as the present study is concerned, perhaps the most tightly worded
rationale that can be advanced and defended is as follows: 1) being unselfconsciously
transparent is a sound basis to conclude that executives are intrinsically honest and, as such,
ethical; 2) ethical executives preside over better performing commercial entities. Of course,
being based on one novel method and plagued by the generic problem of correlation not being
equivalent to causation, this study is not the end of the story about the corporate virtuosity-
performance connection. Indeed, it is a new starting point for refocusing a concern that has

become marginal, but which remains stubbornly a first-order concern.
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