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ABSTRACT

This dissertation is 2 two-theme ethnography focusing on the early history of one
company within the context of the turbulent business environment of the 1990's. One
theme is the control exercised by a corporation to mold its people to achieve certain
productive ends, focusing on three areas: culture, physical environment and
technology. The second theme is the ability of a corporation to be flexible. Taken
together, the two themes form the self-contradictory notion of trying to control a group
to increase its ability to be flexible.

Many writers who focus on organizations have found the biological metaphor of
evolution a useful way to conceptualize some aspecis of a successful firm. In contrast I
find the biological metaphor of genetic manipulation best illustrates the kind of control
exercised by the leadership of this particular firm. From its inception, the leadership
team wanted to create a flexible firm, orie that could thrive in a turbulent environment.
Rather than rely on a multiplicity of heterogeneous experiments, they actively
manipulated specific aspects of the firm. The early results, the formation of a successful
company, suggested that those controls and the decision to actively mold the firm using
such controls were the right choices.

When faced with a radical change in the marketplace, the arrival of the Internet
economy, the leaders of this firm responded with the same technique and once again
were able to mold a successful firm. To the extent that the Internet economy requires

companies to change at Internet speed, this firm's ability to manipulate its own “DNA"”
may well be a model for success for other firms in this environment.

Thesis Supervisor: Hugh Gusterson

Title: Associate Professor of Anthropclogy and Science Studies
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Preface

In the dissertation that follows I open the ethnographic window to one particular firm
at one particular period in its recent history. To provide as much information as
possible while protecting the privacy of the people involved, the name of the firm and
the names of the individuals with which I people it are pseudonyms. In the text,
quotations and footnotes, those pseudoﬁyms are italicized. Attimes descriptive

characteristics, such as gender and locale, have also been changed.

There is a second, unanticipated, level of camouflage that this dissertation prcvides io
the company that I studied. In the year it has taken me to move from rough notes to a
finished dissertation, the firm has changed. It has changed on many dimensions:
organizational structure, espoused culture, standards in furniture and office layout,

complexity of supporting infrastructure and profile in the marketplace. Because of

these changes, the firm that exists today does not map cleanly to the firm that I describe.

I trust that the people who so graciously gave me their time and insights appreciate the
irony that a dissertation about corporate flexibility in a turbulent environment cannot

help but lag behind the actual experience that we all shared.
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At this firm, I was - with the permission of the founders -- both ethnographer and
employee. Unlike those ethnographers who enter a firm either as an observer! or as a
lower status employee,? I was a member of the senior leadership team. In that context,
I had access and input to many of the strategic decisions the company made and I knew
a great deal about the inner workings of the firm. That level of access resulted in its
own set of challenges about what to include in this dissertation and what to omit. In
choosing the material for this dissertation, I looked to present as full a picture of the
firm as I could without compromising the firm's competitive position or violating the
confidentiality of any of the firm's clients. Therefore, for example, this dissertation
does not include detailed stories of client engagements or in-depth analyses of changes

in corporate strategy over time.

While my dual position aided my ability to understand the firm from a "top-down"
view, it limited my ability to construct a "bottom-up” portrait. The quotations that
represent the bulk of the ethnographic detail of this thesis were obtained during formal
interviews, where the interviewee gave his or her permission for me to use that

information in this dissertation. My interviews were done with my peer group and

! For example, Gideon Kunda studied a high tech firm in the role of passive observer. Gideon Kunda,

Engineering Culture: Control and Commitment in a High-Tech Corporation (Philadelphia: Temple

University Press, 1992).
2 For example, Jennifer Pierce did her participant observation in law firms where she worked as a

paralegal. Jennifer L. Pierce, Gender Trials: Emotional Lives in Contemporary Law Firms (Berkeley:
University of California Press, 1995).
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those senior to me. AsIrose in seniority in the firm, the pool of potential interviewees
decreased; I chose not to interview people who reported to me or who might feel in any
way coerced by my request for an interview because they were junior in rank to me.3
Therefore, much of this dissertation does not include first hand accounts from a wide
spectrum of the firm. Ihave attempted to mitigate that situation by including survey

information when it was available.

I am deeply grateful to the founders of this firm for giving me the opportunity to both
participate and observe. Without their support this dissertation would not have been
possible and I would not have had the fascinating experience of intertwining daily
experience with academic theory. To those in the firm who took the time to be
interviewed as well as those who, outside of the formal interviews, shared their insights

and knowledge on the topics that are central to this thesis, I give my heartfelt thanks.

Hugh Gusterson, my thesis advisor, backed me throughout this process. I have
benefited immensely from his support, encouragement, intellectual energy, wide-
ranging knowledge of appropriate reading materials and disarming capacity to reject

early drafts by enjoining me to do more with my material. He, along with the other

3 The research protocols for this dissertation were approved by MIT's Committee on the Use of Humans
as Experimental Subjects (COUHES) in the spring of 1994. Each subsequent year COUHES has reviewed
this project and extended its approval. The current COUHES approval expires in May of 2000, my work
on this dissertation will be completed before then.
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members of my thesis committee, Lotte Bailyn and Ken Keniston, have helped shape
this work by their ti.cughtful critiques. Iappreciate the time and focus that each gave
to me and this project; I am particularly indebted to their style of collaboration that
enabled me to see this material through contrasting lenses. Lotte Bailyn's keen eye for
discerning the strongest idea of the many I explored aided me in sharpening the key

arguments of this thesis.

My thanks also to those who have helped me along the way. The faculty and graduate
students of MIT's Frogram in Science, Technology and Society have been my
intellectual home for this past decade; they provided me with the tools and the context
for my investigation. Tamasin Foote, Bruce Mazlish, and Heinrich Schwarz each took
the time to read parts of the dissertation and forward me invaluable comments and
suggestions. Michael Fischer encouraged me to place this material in the larger context
of the current economic environment. Constance Perin helpfully pointed me towards
existing research on environment and behavior. Lois Hurst and Branden Kornell

transcribed the interview tapes. Deborah Fitzgerald and Judith Stein ensured that I did

not run afoul of MIT's red tape.

I am fortunate to have a network of family and friends who have cheered me on. My

parents, Nancy and Karl Peterson, have encouraged me to go the distance, often
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providing a physical and emotional retreat that balanced my otherwise hectic schedule.
The extended Bentley clan into which I married has never failed to articulate their pride
in my studies; their on-going support has been invaluable. Particular thanks go to
Terry Bentley and Maureen Clarke who provided key computer assistance in the final
hours of the dissertation preparation. My friends Tamasir. Foote and Kathy Magnuson
have been sounding boards for the good, the bad and the ugly; their judicious use of
humor, music, food and conversation has helped me keep things in perspective. My
daughters, Kathryn and Laura, have never known me except as a student. Witha
patience beyond their years, they have given me the hours of quiet soiitude I needed to
read and write. At the same time their exuberance and zest for living ensured that I did

not miss out on the things that really matter: a song, a story, a hug.

To my husband, Kevin, I dedicate this thesis. It was he who made sure I had the
facilities I needed to work, including building desks in more than one car, so I could
type while he drove. It was he who was always available to our daughters, so I could
find more time to research and write. It was he who listened to my nascent ideas and
let me ramble my way into a coherent structure. And it was he who has always been
ready for a new adventure, who has consistently championed our joint ventures into

the unknown, who has taught me the true value of a life-long companion.
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Chapter One

Introduction: The Object of Manipulation

This dissertation is a two-theme ethnography focusing on the early history of one
particular company. The first theme centers on the attempt at control by a corporation
-- how an organization molds its people to achieve certain productive ends -- and some
of the ways in which that attem;;t falls short of its intent. The second theme of this
ethnography looks specifically at the ability of the corporation to be flexible. Taken
together, the two themes of this dissertation form the self-contradictory notion of trying

to control a group to increase its ability to be flexible.

Many writers who focus on organizations have found the biological metaphor of
evolution a useful way to ccnceptualize some aspects of a successful firm. In contrast I
find that the biological metaphor of genetic manipulation best illustrates the kind of
control exercised by the leadership of this particular firm. Thus, in this dissertation I
will demonstrate that despite the inherent paradox of trying to control a group to make

it flexible, the leadership of this firm felt it was successful in its manipulation of the

firm.
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The firm described itself as a business solutions firm. It solved problems for its
customers using a blend of business consulting, brand and image design, and software
design and development expertise. It created a wide variety of solutions, including:
s Using a variable compensation scheme to incent a sales force

Launching a new Internet-based insurance company

@

Reducing Medicare fraud

Redefining a 100-year old greeting card business to capitalize on electronic

opportunities.

The following two vignettes are the bookends of this ethnography. The first tells the
tale of the company's inception. The other marks a point of significant change some
eight years later that coincided with the conclusion of my period of observation of the

firm. Taken together, these vignettes illustrate the distance the company traveled in

those intervening years.

The First Vignette: The Ancient History of D&D

Matt Barr and Roger Brooks founded Design and Develop, Inc. (D&D) in November of
1990. The story of how this came about starts with one evening when, while discussing
the strengths and weaknesses of the company where they both then worked, one of

them announced that he could do it better. The other said that he had always wanted to
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run his own company. They recognized the shared opportunity and Matt and Roger
began to discuss in earnest the possibilities of opening their own company, one that

would design and deliver solutions to business problems.

At the time of their discussion, Roger, a skilled systems analyst and programmer, had an
offer to work as a consultant for a Wall Street firm. Matt was badgering him to start
their new company and say “no” to that offer. Roger argued that his consulting job
could be the foundation for their new business. As part of his consulting work, Roger
would identify contacts that Matt, the salesman of the two, could then pursue. The day
before he was to start at the Wall Street firm, Roger called to verify his new position. He
was told that there was a new management group and his position no longer existed.
Roger’s next call was to Matt. They launched their new firm then and there on the
phone. They envisioned that Matt would market Roger’s skill in builciihg custom

software applications and, from that beginning, they would build a company.

Theirs was a bootstrap operation that was very similar to the inception stories of Apple
Computer or Hewlett Packard. In this case, Matt and Roger funded their start-up with
about $50,000 from their own savings. They rented two small basement rooms and
started working their network of contacts, looking for clients. At the beginning they
had no name for the firm. Each time they submitted a name to the lawyers, they would

hear back that that name had already been taken. Therefore, when they answered

Chapter One: Introduction 1 February 2000 Page 17



incoming phone calls they would say, “Matt Barr here” or “Hello, Roger Brooks,”

finessing the need to say the company’s name.

After about six months, they got their first contract. A company paid $1,200 for Roger to
evaluate database products and recommend one as a corporate standard. Shortly
thereafter, they received their second contract. A different firm paid $8,500 for Roger to
write a program to generate their payroll. Matt reminisced:
Two days before we were to go live, it turned out that there were some bugs in
the program. So we went to my foiks' house (they lived just a couple miles from
the client) and I watched Roger code. I sat in the basement and watched him type
lines of C code into a PC around the clock for almost two straight days...

We did go live when we promised. And as far as I know, it’s still running, it’s
still feeding payroll.

That job was a watershed for D&D on two counts. As far as the company's culture was
concerned, it launched a commitment to on-time delivery with a “whatever it takes”
attitude. On a more prosaic side, from that job going forward, D&D operated in the
black. The funds from that job enabled Matt and Roger to increase the staff size. In the
fall of 1991, D&D hired its first three employees: two programmers and one project

manager. All three had worked with Matt and Roger at their previous firm.

1 Conversation with Matt Barr, August 1993.
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The Second Vignette: Eight vears later

Early in 1999, there was a multi-site international conference call with all 1,700
employees of D&D stopping work for one hour to take part in a course changing
moment in the history of the eight-year old company. The speakers, the six leaders of
Dé&D, announced to the entire company a new direction, a new purpose, a new vision.
The audience heard comments such as:
Lead. Create. Innovate. It is time to reinvent ourselves from the ground up. We
need to be doing business in an entirely different way.
This is about changing how we talk with the world and also how we
communicate internally. We need to let go of some of our assumptions about
who we are. We have to become one company. One voice. One brand.
We are truly trying to integrate seamlessly. To respect each others' differences.

To become hybrids. Hybrids will win the game. We want to be the highest
quality, one stop shop in this industry.2

The message of that conference call was consistent with other subsequent messages. All

employees understood that:
¢ D&D was about to change.
¢ The opportunity was there for those who were willing to risk what they had
to become a new hybrid.
e If the company did not change, it would no longer thrive.

e Ifindividuals did not change, they would not stay with the firm.

2 Corporate wide conference call, early 1999.
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¢ There was no choice.

It was clear that, at least from the leadership's point of view, this was a moment of

significant change for the company when any and all aspects of the firm were about to

be transformed.

The Themes of this Dissertation

There are two themes in this ethnography about D&D. The first theme locks at a
corporation's attempt to control its employees. The second theme looks at the ability of
a corporation to be flexible. Combined, these themes form a paradox: the self-

contradictory notion of trying to control a group to increase its ability to be flexible.

There are many ways to exercise control in a corporation. Like the analysis done by
Gideon Kunda,? this dissertation looks beyond the utilitarian control of the paycheck
and examines other aspects of the corporation that can influence the worker's
experience: the corporate culture, the physical structure, the technologies that are used.
Not surprisingly, attempts to control are sporadically effective. Some controls are
barely perceived as such; they are aligned with behaviors and habits of mind that some

people brought with them when they joined the corporation. Other controls are

3 Gideon Kunda, Engineering Culture: Control and Commitment in a High-Tech Corporation
(Philadelphia: Temple University Press, 1992).

Chapter One: Introduction 1 February 2000 Page 20



resisted, sometimes with humor, sometimes with anger. Some controls that seem

reasonable to some are anathema to others.

The second theme of this ethnegraphy looks specifically at the ability of the corporation
to be flexible. In the current turbulent economic environment, firms that can adapt
quickly to new circum:s:znces are believed to be more likely to succeed. This

dissertation asks: "What features of  firm help or hinder it to be ready to change?"

It s0 happens that toward the end of my observation period, the firm faced a significant
challenge. When the company founders started to respond to this challenge, they had
to mobilize the entire firm to change. At this transition point a paradox became

apparent. Some of the attempts at control by the leadership team were at odds witn the

need for the firm to be flexible.

In trying to capture the essence of the type of control exercised by the leaders of this
firm, I leverage the biological metaphors that some writers have used to describe firms
that have successfully changed in response to their environment. However, I find that
one of the more popular metaphcrs, that of opportunistic evolution, does not explain
why this firm has been successful. The metaphor that illurninates my story is that of

genetic manipulation. I will portray the lezciers of this firm as actively reaching into the
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DNA of the organization and splicing in a different genetic structure in order to create a

successful company.

A Brief Description of D&ED

D&D was a firm that solved business problems for its clients, often with some form of
computer software. Its customers came from a variety of industries, with a wide
variety of needs. To solve its clients’ problems, D&D utilized a blend of business

consulting, brand and image design, and software design and development expertise.

One example of how D&D worked was an engagement with BIG Corparation, a firmina
highly competitive industry. It wanted its large sales force to focus its efforts in line
with the marketing strategy, even when that strategy changed. For BIG, D&D created a
flexible sales compensation management system that reduced the time required for
sales administrators to desigr. and modify compensation plans from months to minutes.
The problem was a business problem: how to align the sales force activities with the
corporate strategy. The solution included software that used a rules-based engine to

model sales compensation plans across variables.

Another example was D&D'’s engagement with eNOW, a start-up firm. That firm saw

the Internet as a technology which would transform the relationship between
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consumers and insurance companies. To capitalize on that opportunity, eNOW worked
with D&D to set eNOW''s launch strategy and then build its Internet site and 24-hour
call center. The infrastructure D&D created for it allowed its end customers to review
all the information they needed to select and purchase insurance. The product offerings
covered over 3,000 insurance products from over 50 insurance providers. The business
problem was to develop a strategy for launching a new business. The solution included

the technology to support heavy usage and secure transactions across the Internet.

Designing and deployir:g such solutions had a number of dimensions. When D&D
started, it emphasized one dimension, technology. It described itself as a firm
specializing in "rap.d client-server application development.” At that time (the early
1990's), large scale client-server systems* were just being implemented; companies that
had successful track records delivering such systems were at a premium. Roger had
already designed and deployed a significant client server system. His expertise enabled

D&D to position itself successfully in this market. Over time, D&D continued to follow

4 Client-server technology, broadly speaking, created a distributed computing environment that was a
very different paradigm from the mainframe environment of the 1960's, 1970's and early 1980's. The
mainframe systems tended to be one {or more) large computer, often isolated in a climate-controlled
room, that held ail the data and performed all the computational processes required to support the
business situation. People who wanted access to that information entered their requests at so called
"dumb"” terminals; the results most often came out in the form of paper reports after the request had been
processed by the mainframe. If that request was low priority or queued after others, getting the results
might take some time.

As personal computers (PCs) became more prevalent in the 1980's, people who were using them were
able to do their own calculations without going to the mainframe. These islands of computational power
had their advantages in terms of speed, but made it difficult to share data. Distributed computing found
ways to link those PCs. In the client-server paradigm, the server (sometimes just another PC, but
frequently a larger, faster computer) stored the shared data and some shared processes, while the clients
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the technology innovation curve. As clients looked for more sophisticated solutions,
D&D provided solutions based on different technologies and architectures: two-tier

client-server, three-tier, n-tier, Internet, intranet, e-commerce systems.>

However, the kinds of solutions D&D provided had more than one dimension;
technology was not the only factor that determined whether or not a solution was
successful. Understanding the variety of factors that contributed tc a solution helps
explain just what D&D did for its clients. Iwill discuss a few: strategy, process, user

experience, software reuse, deployment.

One factor in any solution was the amount of strategic planning involved: at one end of
the spectrum, the engagement began with a full-blown strategy session; in the middle of
the spectrum, the technology solution was created as an extension of the corporate
strategy; at the other end, there was no explicit connection between a particular solution
and the corporate strategy. Another factor was made famous by Michael Hammer and

James Champy with the phrase "re-engineering."¢ This factor focused on how much of

were the individual PCs that could manipulate and report on that shared data, do independent
calculations, and trigger the shared processes.

5 A full description of the distinguishing characteristics of these technologies is outside the scope of this
dissertation. For an overview, see Robert Orfali, Dan Harkey, and Jeri Edwards, The Essential
Client/Server Survival Guide (34 Edition: New York: John Wiley & Sons, 1999). To understand why
designers might choose to migrate to the more complex architectures and how to understand the choice of
tiers, see Douglass Bennett, Designing Hard Software: The Essential Tasks (Englewood Cliffs, New Jersey:
Prentice Hall, 1997).

6 Michael Hammer and James Champy, Reengineering the Corporation: A Manifesto for Business
Revolution (New York: HarperCollins, 1993).
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the solution would require change to existing business processes, structures and
reporting relationships. A third factor was the degree of end user involvement in the
pi‘ocess: were they present at all, were their recommendations implemented without
any change, was there any amount of research and design expertise used to create the
user experience? Another factor was how much existing software could be leveraged:
should the software for a solution be custom-built or could some of its features come
from previously existing software or could the soluticn be implemented completely
with a package from another vendor. A fifth factor was the deployment dimension:
once the solution was created, would anyone use it? What level of involvement by
D&D would ensure wide-spread acceptance and use? There were many other factors’
but the point is that D&D's "product” was complex in a variety of ways: there was the
complexity of the software technology itself and there were the many layers of

complexity along the other dimensions of the engagement.3

Despite this cornplexity, most of the D&D engagements were fixed price/fixed time.
This meant that once D&D and the client agreed upon the scope of the engagement,

D&D would commit to a completion date and set a price. This gave D&D a competitive

7 ror exampie, sophistication of project management, amount of input on content, level of industry

expertise, creation of brand.
8 In any one engagement the variety of dimensions in play and the amount of focus on any one vary. This
variety reflects not only the constraints of a particular engagement but also the level(s) of experience and

expertise found in the particular D&D team members assigned to the engagement.
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edge in its early years. Many of its competitors would offer to provide the same
services but would do it on a time and materials basis (T&M). T&M engagements had
the tendency to drag on, because if the vendor pushed out the completion date they
could maintain their revenue stream that much longer. D&D offered to "share the risk,”

pledging to deliver on time, on budget.’

A typical engagement lasted about a year; some were completed in a few months, some
extended into multiple years. All engagements were subdivided into phases, with
specific milestones identifying the end of each phase. For a given phase (or set of
phases) D&D assigned a team with the best match of skills and expertise available to
solve the problem. While there were people with certain skills who worked with the
team for a short duration and then left after they had made their contribution, for the
most part there was a core team that would stay with that engagement from beginning
to end.’ For many employees, this meant that their identification was very much with
their project team. These were the people with whom they would be working for the

next period of time -- whether a month or a year.

During most engagements, there were periods of time where the D&D team worked

directly with the client, others where the team worked on its own, and others where the

9 D&D prided itself on its track record. While not all projects were on time, as recently as 1999 D&D
claimed that over 90% of projects were on time and 100% were on budget.
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team worked with the client's end customer. Work with clients or end customers was
done in different modes; some were interview-based, some were workshop-based, some
were ethnographic observations of customer (or end user) experience. Typically many
of the tearn members would take part in each of these work modes. Early in the project,
while information was being gathered, team members would take part in workshops!
and interviews and subsequently distill the findings into written documents. Later,
those findings would be used to build the appropriate solution, which might include
writing custom-built computer software. Interspersed with information gathering and
implementation, team members might test their assumptions by observing end

customers in either their current settings or in mock-ups of future settings.

Roles in the organization reflected the history of D&D, the factors involved in the
solution and the necessary support functions of a large organization. Matt and Roger
epitomized the two roles that were the primary functions in the early days of the firm.
An employee was expected to have at least one of two strengths: the ability to write
software and/ or the ability to manage a client engagement. Early on, as other talents
were put to use, other roles became at least tacitly apparent: artist, chef,1? negotiator,

workshop facilitator, industry expert, user-experience designer, financial controller.

10 Large, long-term engagements had a staffing-up period and a staffing-down period, so that the core
team (who started the engagement) was augmented when appropriate.

11 An example of a workshop is found in Appendix A.

12 In the early days, in order to reduce costs for the client as well as augment his own income, one of the
D&D employees took on the role of caterer and cooked hot breakfasts for workshop participants.
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Over time, roles became formalized based on specific expertize or staff function.. The
diagram below is one view of that D&D structure, emphasizing the centrality of a client
problem and the support the project team received from various groups within the
organization. A team would be made up of individuals with a variety of skills and
expertise, depending on the problem. Account management focused on the
relationship with the client that might span multiple engagements. Industry leaders
were at the business unit level with responsibility for revenue targets. At the corporate

level, D&D leadership set the strategic direction for the firm.
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One View of the D&D Structure

Staff
Functions:

Admin Support
Benefits
Communications
Culture
Facilities
Finance
[Process =) Hiring

. [fiResearchiy! Legal
Z&Conlentry;\ Marketing
Useren \ Methodology
Networks
nt\ Training

In contrast to its small beginnings, by 1999, with over 1,800 employees, D&D had
multiple offices in the United States and a few overseas. The number of employees in
an office varied, from a handful in the new offices to hundreds in the well-established
offices. Offices were designed to be full-service, with all the required expertise to

support the client needs.1®> Before D&D did any acquisitions, all office layouts were

B3 In practice this ideal of "full-service capabilities housed in one location” happened only in the larger
offices. Until there were about 60 people in an office, there were not enough people for a full complement
of expertise to be represented by the local staff. In addition, industry expertise tended to be
geographically skewed, based on proximity to client base. To mitigate this problem, it was a common
practice to move people temporarily from office to office, in order to build a team with the requisite skills
for a particular client engagement. Offices added during acquisitions reflected the specialties of the
acquired firm and not the full range of expertise D&D offered.
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designed with the same range of services in mind and were built out by the same
contractors. Visiting any one of those offices created an eerie Doppler effect: the same
tall skyscraper building, the same color scheme, the same furniture, the same pervasive
whiteboards, the same layout for client meeting rooms. This sameness made visiting
staff feel "at home" but could be unsettling when a glance around a room provided no

clues identifying the surrounding city.14

’Walking through those offices, a visitor would also have been struck by the similarities
among the employees: young (for the most part under 35), male (nearly 80% of the
employees), usually not black but evincing some ethnic diversity due to the prevalence
of employees with Asian or Indian background. Indeed, it was no coincidence that the
profile of D&D employees mimicked the demographics of people who graduated with
computer science degrees. And, until the end of 1998, a visitor would have noticed a
remarkable similarity of dress, as almost every male employee was wearing a white

shirt, tie, dark trousers and dark shoes.

There were also similarities of office layout. As you entered an office, the receptionists
were sitting to one side behind a counter. The other side had a grouping of chairs and

sofas, tables with magazines and D&D press releases, a pot of coffee and cups. Near the

141 do not know if other companies create this blueprint for an office. Thexe are some that go out of their
way to create internal environments that are unique to the location and culture. (Communication from

Heinrich Schwarz.)
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entrance there was a conference room, frequently with a glass wall on the corridor side,
earning it the name: "The Fishbowl." Away from the entrance, there were four basic
types of areas: small rooms that were used for hiring interviews, large rooms for client
meetings, combined arezs of open space and small rooms that were used for project
teams and staff functions, and conference rooms and lounge areas for various meetings.
As you toured the office, the noise level would vary. Some project team areas were
very quiet, you would see each individual facing a PC, some with headphones on, with
very little conversation. Other team areas were noisier, with concurrent conversations
or perhaps a group meeting taking place. Walking past a client meeting room you
might have heard a burst of applause, some raucous laughter, a heated debate, or the
quiet of one voice speaking. Conversations in the hall or the lounge areas were loud or
quiet. On certain floors, the victory cries from the ping pong table or pool table were
quite audible. Intermittently the loud speaker would page someone to call the front

desk or a specific phone extension. There was no Muzak.
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The D&D Context

This story of D&D played out in the context of knowledge workers?® in the American
economy of the 1990's. During this period, organizations faced a turbulent

environment marked by a new economic context and a changing relationship between

the knowledge workers and the corporation.

In the mid-1980's, Michael Piore and Charles Sabel identified this new economic
context. They named it the Second Industrial Divide: the resurgence of flexible
specialization. They contrasted this form of industrial development to the mass
production mode that had held prominence in the US for nearly a century. Unlike mass
production, flexible specialization results in small production batches that are
specifically targeted for certain end user needs. Importantly, the hallmark of this mode
is the ability to change as circumstances warrant because plants and people can re-tool
easily.

Flexible specialization is a strategy of permanent innovation: accommodation to

ceaseless change, rather than an effort to conirol it. This strategy is based on
flexible -- multi-use - equipment; skilled workers; and the creation, through

15 Knowledge workers are those whose primary workplace skills have more to do with intellectual
proficiency than physical brawn or hand-eye coordination. Robert Reich calls these workers the
symbolic-analysts. "Symbolic analysts solve, identify, and broker problems by manipulating symbols.
They simplify reality into abstract images that can be rearranged, juggled, experimented with,
communicated to cother specialists, and then, eventually, transformed back into reality.” Robert B. Reich,

The Work of Nations: Preparing Qurselves for 21st Century Capitalism (New York: Alfred A. Knopf,

1991), page 178.
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politics, of an industrial community that restricts the forms of competition to
those favoring innovation.16

David Harvey has characterized this new economy as one of "flexible accumulation”
which he contrasts with that of Ford's mass production model. For Harvey, Ford's
achievement svas the ability to perceive that mass production could also enable mass

consumption:

The purpose of the five-dollar, eight-hour day was only in part to secure worker
compliance with the discipline required to work the highly productive assembly-
line system. It was coincidentally meant to provide workers with sufficient
income and leisure time to consume the mass-produced products the
corporations were about to turn out in ever vaster quantities.”
By the mid 1970's, the benefits of mass production systems and entrenched labor
markets were being overshadowed by the realization that the rigidities of those systems
and markets were hindering organizations from responding to new customer needs in a
timely fashion. The large plants with large-scaﬂe capital investments were unable to re-
tool rapidly enough to meet changing customer demands. Long-term labor coniracts

hindered companies from experimenting with different work-force arrangements.

Faced with these problems, firms operating in the Fordist model were no longer able to

compete successfully.

16 Michael Piore and Charles Sabel, The Second Industrial Divide: Possibilities for Prosperity (New York:

Basic Books, 1984), page 17. Piore and Sabel go on to aescribe flexible specialization as “a revival of craft
forms of production that were emarginated at the first industrial divide.”

17 David Harvey, The Condition of Post Modernity (Malden, Massachusetts: Blackwell Publishers, 1990),
page 125. '

Chapter One: Introduction 1 Fehruary 2000 Page 33



In a few firms, Harvey sees the harbingers of a different economic system. One where
production and consumption still have a symbiotic relationship but where that
relationship is based on flexibility, not stability. Flexible accurnulation:

... rests on flexibility with respect to labour processes, labour markets, products
and patterns of consumption. It is characterized by the emergence of entirely
new sectors of production, new ways of providing financial services, new
markets, and, above all, greatly intensified rates of commercial, technological,

and organizational innovation...

Flexible accumulation has been accompanied on the consumption side, therefore,
by a much greater attention to quick-changing fashions and the mobilization of
all the artifices of need inducement and cultural transformation that this implies.
The relatively stable aesthetic of Fordist modernism has given way to all the

ferment, instability, and fleeting qualities of a postmodernist aesthetic that
celebrates difference, ephemerality, spectacle, fashion, and the commodification

of cultural forms.18
While Piore, Sabel and Harvey were focused on manufacturing productivity and the
need to move away from standardized production modes in order to achieve better
economic perforrﬁance, their arguments resonate with the challenges facing
organizations outside of the manufacturing industries. There is the same need for
flexibility and accommodation to ceaseless change. There is the same need for small

units of "production capability” that are agile enough to re-tool smartly and quickly.

18 David Harvey, The Condition of Post Modernity (Malden, Massachusetts: Blackwell Publishers, 1990),
pages 147, 156.
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One of the factors in the relationship between production and consumption is the
increased use of information technology. During the past twenty years, there has been
a public debate around whether or not information technologies have increased the
productivity in the workplace. Harley Shaiken, looking at manufacturing work in the
late 1970's, found that increased technology was minimizing human input and
creativity. He speculated that information technologies did not have any net effect on
productivity as the loss of human potential and increased maintenance needs offset any
productivity gains seen through automation.!® In the late 1980's, Paul Strassman
pointed out that the much vaunted claims for increased productivity of the information
age were false. He believed that the introduction of information technologies and
computers merely re-distributed the workload but did not enhance productivity.20
Similarly, Stephen Barley, looking at what technologies imply for the workplace, found
no consensus among economists about the movement towards a service economy or the
potential ramifications for productivity.?! Bennett Harrison has argued that when the

costs of technology are factored in, productivity has actually decreased.22

19 Harley Shaiken, Work Transformed: Automation and Labor in the Computer Age (New York: Holt,
Rinehart and Winston, 1984).

20 Gene 1. Rochlin, Trapped in the Net: The Unanticipated Consequences of Computerization (Princeton:

Princeton University Press, 1997), page xii.
21 Stephen Barley, "The Professional, the Semi-professional, and the Machines: The Social Ramifications of

Computer Based Imaging in Radiology,” (unpublished Ph.D. dissertation, Massachusetts Institute of

Technology, 1984), page 11.
2 Bennett Harrison, Lean and Mean (New York: Basic Books, 1994), pages 72-73. Cited in Richard

Sennett, The Corrosion of Character: The Personal Consequences of Work in the New Capitalism (New

York: W.W. Norton & Company, 1998), page 50.
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However, further analysis has led others, including the U.S. Federal Reserve Board, to
state that information technologies have had a positive impact on the economic

landscape. For them, the dilemma now is how to model the impact; the old models no

longer work. The May 3, 1999 issue of Business Week described how the U.S. Federal
Reserve Board had come to the conclusion that the widespread use of information
technology had enabled increased productivity with high employment, strong economic

growth and low inflation.

For two years, the Federal Reserve has been struggling mightily to fit what has
been happening in the U.S. into traditional economic models. Growth was
robust, stocks were soaring, job markets were tightening-yet inflation was
nowhere to be found. Quarter after quarter, the pattern held. And try as they
might, Chairman Alan Greenspan and the Fed's governors couldn't explain it
using the old rules. Now, they have simply stopped trying. Just within the past
few weeks, a majority of Fed officials have rallied around a new consensus view:
The nation is in the throes of a technology-driven productivity boom that is
letting the economy grow faster than once thought possible without setting off
growth-strangling price and wage hikes. Sure, unemployment stands at a 29-year
low, the U.S. expansion seems inexhaustible, and money supply is growing
rapidly. But with inflation well in retreat, these indicators can no longer be read
in the same way... The key to the Fed's new thinking is a new consensus arour.d
the belief that productivity growth --which languished at 1% during the 1970s
and ‘80s—has taken a long-term leap to 2% or more as companies use information
technology to become more efficient. Greenspan first spotted a rising
productivity trend line in 1997, but most of his colleagues argued that it was an
anomaly resulting from the strong economy and lucky circumstances, such as
falling oil prices. No more. This spring, one top Fed official after another has
embraced the argument that the adoption of productivity-enhancing technology
has changed the way the economy operates. 23

2 Owen Ullmann, Laura Cohn and Michael J. Mandel, "The Fed's New Rule Book," BusinessWeek Online
(May 3, 1999). e

Chapter One: Introduction 1 February 2000 Page 36



The common theme in this new economic model is that productivity is not constrained
by the limited supply of natural resources. Instead, productivity can continue to
expand because of the increasing use of information technologies. This is easiest to sze
with a comparison of traditional tangible products to intangible products. With
traditional products, such as cars, refrigerators, houses, each additional product
requires its allotment of raw materials (so much metal, so much wood, so much energy,
so much plastic). With many of the products derived from information technologies,
such as computer software and data base searches, each additional item requires very
little (if any) raw materials in the traditional sense. The next copy of computer
software or the next search of a data base has value for its end user but (especially if
down-loaded from the Internet) does not add any incremental cost to the supplier.2
There has always been a mix of tangible and intangible products in the economy.
However, in recent years there has been a rise in the demand for intangible products,?
many of them derived or made possible through information technologies. Traditional
economic models - when faced with a dramatic rise of intangibles and other products

shaped by information technologies — no longer hold.?

24 There is clearly a cost for infrastructure (which is analogous to the capital cost of putting a
manufacturing plant in place), but no additional raw materials for the item.
% For a thoughtful discussion on intangibles, see Stan Davis and Christopher Meyer, Blur: The Speed of

Change in the Connected Economy (New York: Warner Books, 1998).

26 Over and above the impact of information technologies on the economy, economists are now looking at
the ways the Internet is shaping economic models. Traditionally, as companies grew, the econiomic
models pointed to improved efficiencies in terms of economies of scale. However, at some point these
improvements are overtaken by diminishing returns. The larger firm has increasing costs to support such
pieces of its infrastructure as communication, trinsportation and coordination — and at some point no
longer can afford to grow. A handful of economists and business leaders are now talking about the law of
"increasing returns” as the new internet driven wrinkle in the economic model.
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This transformation of the economic model is one of the aspects that differentiates the
corniext of the American knowledge worker in the 1990's from what had existed earlier.

The second aspect of differentiation centers on the workers themselves and their

relationship with their employers.

As mentioned at the beginning of this chapter, one way to understand the control
exerted by the company over :ts “vorkers is captured in the phrase: "a day's work for a
day's pay.” That phrase, which summarizes the core of utilitarian control, ignores some
of the other aspects that can bind a worker to the company. For the employee, the
company can provide a sense of belonging and community. The worker identifies with

a group of co-workers and with their goals. While this can be seen as merely the human

Internet based businesses can avoid many of the factors that cause diminishing returns because
communication and coordination are easier and less expensive if you leverage the connectivity of the
Internet; and transportation of intangible products over the Internet is inexpensive and is very quick.
(Stan Davis and Christopher Meyer, Blur: The Speed of Change in the Connected Economy (New York:
Warner Books, 1998), page 92.)

In addition, the connectivity and standards of the Internet changes the economic model. As each
additional node joins, the value of the entire system increases — for example, each additional connected
fax machine only enhances the network of the existing fax machines; or each additional PC with a
Microsoft Windows operating system only increases the marke* for compatible software and add-ons.
With reference to megasites such as Amazon.com or Yahoo!, this is what John Levinson calls a "virtuous
circle.”

At a web portal like Yahoc!, for example, having many transaction offerings or items for purchase
attracts a lot of members to the site. The more members go to the site, the more companies that
offer transaction-based commerce are attracted to it. Simply put, the buyers want to be where the
sellers are and vice versa. It becomes what we call a virtuous circle. {John Levinson, "The
Emergence of the Internet 'Megasite'," June 1999 transcript of several earlier presentations, page
3.
Levinson then suggests that the economic model for such a megasite is different from a traditional model
because where traditional companies have variable costs that rise as they provide more goods and
services (including the costs to run the infrastructure and acquire additional customers), the analogous
costs are fixed costs for the Internet firm.
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response to working with a group, this sense of community can also be enhanced by
actions of the firm. As articulated in some organizational studies, firms can actively
manipulate their cultural symbols to increase the sense of community and security for
the employees.?” As a result, many workers can experience a sort of psychological job

security, even if there is no explicit company policy about lifelong employment.

Employees themselves help create this sense of commitment by their public support for
the firm. Whether describing the company to a prospective employee during a hiring
interview or to peers at a convention or to friends outside of the workplace, these public
articulations reinforce the employee’s link to the firm. Indeed, at times, the act of
speaking positively about the firm can increase the level of commitment from the
employee.?? Therefore, while companies provide a sense of community in addition to a
"day's wage," employees contribute more to the firm than their "day's labor.” They

provide

...not only their cognitive capacities and technical expertise but, more crucially, a
willingness to put forth a form of what Hochschild? calls "emotional labor" —- a
publicly displayed investment and passion for the work they do, the work
relations they forge, and the company that employs them.30

27 See for example, Gideon Kunda, Engineering Culture: Control and Commitment in a High-Tech
Corporation (Philadelphia: Temple University Press, 1992); Tracy Kidder, The Soul of a New Machine
(New York: Avon Books, 1981); Douglas Coupland, microserfs (New York: HarperCollins, Publishers,

Inc, 1995); Rosabeth Moss Kanter, When Giants Learn to Dance: Mastering the Challenge of Strategy,
Management, and Careers in _the 1990s (New York: Simon and Schuster, 1989).

2 Erving Goffman, Presentation of Self in Everyday Life. (New York: Doubleday, 1959).

2 referring to Arlie Russell Hochschild, The Managed Heart: Commercialization of Human Feeling

(Berkeley: University of California Press, 1983).
30 Gideon Kunda and John Van Maanen, "Changing Scripts at Work: Managers and Professionals” The

Annals of the American Academy of Political and Social Science, Volume 561:1 (January 1999), page 65.
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This tacit mutual bond has been shaken in recent years. By the end of the 1980's, when
employees had experienced downsizing, re-engineering, outsourcing, layoffs and other
forms of staff reduction, it had become very hard to maintain any pretense about job
security and commitment to the corporation.3! Organizations were transformed as they
reduced the number of full-time permanent employees and added new types of
workers: the temporary, the contractor, the part-time associate. For the firm, this type
of flexible labor pool had a definite advantage: labor costs could be variable, adjusted to
meet production demands. For many employees this flexibility often carried the

disadvantages of loss of security and benefits.32

Within the firms, there were other signs that jobs were expendable. Managers were told
to view their jobs as selling a product or service to other internal teams. If the
managers could not find sufficient "buyers," then there was a possibility that their

products (or services) would be discontinued and their teams reallocated.33

31 Discussions of this situation are many. One example is found in Stephen Herzenberg, John Alic and
Howard Wial, New Rules for a New Economy: Employment and Opportunity in Postindustrial America
(Ithaca, New York: Cornell University Press, 1998), pages 29-31.

32 Richard Sennett makes the argument that workers in this flexible economy have lost more than mere
benefits and job security. In a provocative book, he questions the ultimate value of an environment that
undermines the individual's sense of self and connection to others. Richard Sennett, The Corrosion of

Character: The Personal Consequences of Work in the New Capitalism (New York: W.W. Norton &

Company, 1998).
33 Gideon Kunda and John Van Maanen, "Changing Scripts at Work: Maragers and Professionals” The
Annals of the American Academy of Political and Social Science, Volume 561:1 (January 1999), pages

73-74.
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Workers found their firms touting the benefits of "employability” in lieu of
employment. When given a positive spin, employability meant
... offering people the chance to grow in skills and accomplishments so that their
value to any employer is enhanced -- the present one or a future one or
themselves as independent entrepreneurs. In the future companies will invest in

people not because they are stuck with them for life but because employability
security produces better performance from more highly skilled people.34

When seen in a less positive light, employability nullified any notion of job security.

This environment is perceived differently depending on the individual. For some, the
blur of change leaves ambiguity and confusion: what is the role of the firm, what is its
relationship with the worker, how will I support my family? For others, there is a
positive zest in controlling their own careers, exercising their own resourcefulness,
finding opportunity in the midst of change. And for others, there is a negative
backlash, a sense of being let down by the corporation and the system that had offered

secure employment before and now has taken it away.

Facing a workforce that has varying responses to the challenge to be flexible, a
corporate leader might think the solution lies in hiring and retaining only those who

have the entrepreneurial spirit, who are self-starters and who thrive on constant

3% Rosabeth Moss Kanter, When Giants Learn to Dance: Mastering the Challenge of Strategy,
Management, and Careers in the 1990s (New York: Simon and Schus:er, 1989), page 358.

Chapter One: Introduction 1 February 2000 Page 41



change. Emily Martin refutes that notion and points out that this notion. of the flexible

worker as the acme of employees may be shoft—sighted.

At the moment, many (myself included) may feel delight at some of the changes
being brought about in the new flexible corporations: the elimination of some old
hierarchies between management and labor, the effort to include women and
minorities, the integration of mental and manual skills on the job, the wish to
treat workers as whole people. Equally appealing may be the ideal person who
will hold jobs in these corporations: a lean, agile, innovative, flexible soul, who
will be whole in mind and body and will nimbly manage a multitude of life
relationships and circumstances to maintain a vigorous state of health. The
trouble is that this ideal (as would any) rests on a narrow vision of the able
person, one that will discriminate against many people. Keeping this in mind
might all ..." us to broaden our notion of who is fit to survive in this world. Even
as economic processes may seem to force our corporations to become flexible,
lean, and agile, perhaps when it comes to persons we could relish both the
flexible, ican and agile and the stable, ample and still... In the face of the
incitement to be nimble and in constant motion, we need to remember the
common human need for stability, security and stasis. The challenge is to sustain
our critical perceptions in a culture that prizes being flexibly adaptive without
allowing our perceptions to become so flexibly adaptive that they can only
compliantly perpetuate -- instead of calling attention to -- the order of

things.35
Another view of employability requires seeing organizational boundaries as
constructed and permeable, not inviolate and impervious. Because membership in an
organization is clearly visible, it is easy to categorize a worker as an emiployee of a
certain firm. A different categorization would focus on that person's set of skills and

aspirations and put him or her within a pool of similarly characterized potential

workers. This would reformulate a firm as "an arbitrary boundary around a collection

35 Emily Martin, Flexible Bodies: The Role of Immunity in American Culture for the Days of Polio to the

Age of AIDS (Boston: Beacon Press, 1994), pages 248-249.
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of occupational subcultures that cross organizational boundaries.”* Turn this mindset,
where organizational boundaries are inconsequential, towards Siticon Valley. In that
geographic locale, there is a large pool of knowledge workers whose set of skills and
aspirations make that area especially fecund for certain types of corporations.?” The
workers find their satisfaction from particular projects, particular challenges, not from
an association with a particular firm. Affiliation with a particular firm is transitory;
affiliation with the Valley and the information technologies explored there is
paramount.3® For both the employee and the firm with this mindset, the topics of

commitment and security have been transmuted.?

In Silicon Valley, as well as in other environments where the percentage of knowledge
workers is high, firms are looking for ways to attract and retain people. For these firms,
the limits to growth are often based on the availability of the right people.#® However,

when workers feel allegiance to their project, not the firm, the firm is more likely to lose

% Joanne Martin, Cultures in Organizations: Three Perspectives (New York: Oxford University Press,
1992), pages 109ff. She also references K. Gregory's work on Silicon Valley programmers.

%7 Stan Davis and Christopher Meyer, Blur: The Speed of Change in the Connected Economy (New York:
Warner Books, 1998), page 140.
38 Robert Riech labels this phenomenon symbolic-analytic zones that "function as a kind of large informal

organization all its own." He indicates that this occurs where there are knowledge workers because of the
nature of their work. "When one's job is to think about and communicate abstract ideas, "work” occurs
wherever and whenever ideas are communicated.” Robert B. Reich, The Work of Nations: Preparing
Ourselves for 21t Century Capitalism (New York: Alfred P. Knopf, 1991), pages 237, 236.

3 Stephen Herzenberg and his colleagues envision a future where the firm-based system of employment
is by-passed for a system that emphasized the networks of occupations, industries or geographical areas.
Stephen Herzenberg, John Alic and Howard Wial, New Rules for a New Economy: Employment and
Opportunity in Postindustrial America (Ithaca, New York: Cornell University Press, 1998).

40 Peter Drucker looks at the demographic horizon and points to the collapsing birthrate in developed
countries as the most significant factor in the future economy. This dwindling pool of workers will
exacerbate the situation between workers and companies. Peter F. Drucker, Management Challenges for
the 21t Century (New York: HarperCollins, 1999), pages 46ff.
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the people it would like to retain. Thus, the context for the knowledge worker is a
curious paradox where the corporation bemoans the turnover among qualified
professionals while it tries to stay lean by minimizing the number of professionals to

whom it will extend the traditional contract of job security in return for personal

commitment to the firm.41

In the following pages, my saga of D&D is not the story of an isolated organism. The
controls exercised by the leadership team were internal controls. However, the
catalyst for those controls was the turbulence of the external environment, where age-
old anchors of economic models and presumed relationships between worker and
company had changed. Having assessed the external environment, the leaders of D&D
sought to create a flexible, adaptable company that could thrive. They attempted to set

the controls that would create a flexible firm.

Identification of the Author

The specific content of this ethnography is based on my seven-year tenure at D&D.

When I had completed my doctoral coursework and qualifying exams, I looked for paid

41 Van Maanen and Kunda speculate that this mini market organization works only as long as there is
boundless economic expansion. Only during a period of seemingly unlimited opportunity will the
talented workforce agree to the notion that "employability justifies the physical, cognitive, and emotional
rigor of the trades.” But when growth slows, this contract will no longer be attractive to the workforce.
Gideon Kunda and John Van Maanen, "Changing Scripts at Work: Managers and Professionals” The

Annals of the American Academy of Political and Social Science, Volume 561:1 (January 1999), page 76.
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work to help support ﬁ1y family. I was the ninth person hired by Matt and Roger; at that
time I expected to stay there only long enough to address my cash flow needs.
However, once I was working for D&D, I found that I truly enjoyed the challenge of my
job and the creativity of my colleagues. My advisor pointed out that this could be a
great opportunity for thesis research. When I brought the idea to Matt and Roger, I

found they were willing to have D&D be the subject of my dissertation.

Ijoined D&D in June of 1992; I write this in the fall of 1999. In the seven years I have
been with the company, it has grown at an astounding rate: from nine people tc over
1,700 people; from four clients to over 750 clients, from less than $200,000 in annual
sales to over $160 million in sales in 1998; from a fledgling firm to a well-established
public company with a market capitalization of over $2.6 billion; from a cohesive group

to a diverse population.

This thesis is the story of D&D but I cannot be considered an unbiased observer. I have
done more than observe. I have run workshops that have cemented relationships with
new customers; I have managed projects that designed and developed custom software
for clients; I have changed the way the company communicates internally; I have

coached and mentored new hires; and I have been a member of the senior leadership

team.
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However, when the D&D workday ends, I put pen to paper - or fingers to keyboard -
and piece together the story of this company. Part history, part ethnography, part
autobiography, I want to tell a story of the rise of a new company, teasing out the issues
of control and flexibility. At the same time, as I write about these issues, Iam in a

position to put into practice those ideas that come to me, and to note the results.

This dissertation is quite clearly recursive. I am describing the organization but my
description is also creating the organization on two levels. First, by the stories that I teil
and the choices I make on where to focus, this dissertation creates one particular view
of D&D. AsI create a text to display the organization, I am creating a story, a particular
mode of representation. As Clifford Geertz points out:
In short, anthropological writings are themselves interpretations, and second and
third order ones to boot...They are, thus, fictions; fictions, in the sense that they
are "something made,” "something fashioned" — the original meaning of ficti6 --
not that they are false, unfactual, or merely "as if" thought experiments.4?

Secondly, because I take my thoughts back to the organization and use those theories to

construct different practices, I am tangibly changing the object of my observations.
These are parallel points of creativity, where the ethnographer and the ethnography are

not reflecting some external "true reality"” but messily intertwined with the molding of

the artifact and its mirror. Donna Haraway sees this as both the challenge and the asset
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of the writer. The writer is at risk "morally, politically, technically and
epistemologically” because he or she is able to "turn the volume up or down on some

actors more than others..." Or with even greater consequence, leave some aspects

invisible and unsung.#3

Some social scientists and anthropologists have become quite self-conscious about their
own voice and how it shapes and intrudes upon (Whether explicitly or implicitly) the
narrative. In many ways, the bar has been raised concerning the importance of
inserting yourself in the text and making sure that whoever reads the text knows

enough about you to come to their own conclusions about the material you present.

Dorinne Kondo, in her book Crafting Selves: Power, Gender, and Discourses on Identity

in a Japanese Workplace, examines the ways in which people construct themselves and

their lives. At the same time, she displays her specific experience in Japan as an
embodiment of the theory she discusses. She acknowledges the complexities of
bringing her personal voice (I and eye) into the ethnographic text: her identity being

crafted by the Japanese, her crafting their identities in practice and then flash frozen

2 Clifford Geertz, The Interpretations of Cultures: Selected Essays (New York: Basic Books, iiic, 1973),

page 4.
8 Donna Haraway, Modest_Witness@Second,_Millennium.FemaleMan® Meets OncoMouse™: Feminism

and Technoscience (New York: Routledge, 1997), pages 188, 202.
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into text. Kondo also recognizes that being explicit about the layers of theory and

practice is yet another layer that should be laid bare.#

This is the point in my current efforts where it has been hardest to separate the
ethnographer from the employee. My intellectual curiosity around "what,” "how," and
"what if' and my enthusiasm for and engagement with the company blur. For me, the
act of writing has often been the time and place to retrospectively dissect my roles, to
"show the connection, intellectual and emotional, between the observer and the
observed."> At D&D, I was one person with multiple stances, sometimes
simultaneous, sometimes asynchronous, and only intermittently cognizant of which one

of me was making conscious choices.

Pierre Bourdieu has recommended that the ethnographer not be too distant from what
is observed, that she find a place to stand that is within what is observed. He then

delves into that point by chastising those anthropologists who reduce what is observed
to a set of rules. Bourdieu explains that rules are what novices know and do not reflect

what experts know.# This argument resonates with that put forth by Hubert and Stuart

4 Dorinne K. Kondo, Crafting Selves: Power, Gender and Discourses on Identity in a Japanese Workplace
(Chicago: University of Chicago Press, 1990).

45 Ruth Behar, Vulnerable Observer: Anthropology that Breaks your Heart (Boston: Beacon Press, 1996),
pages 13-14.

46 Pierre Bourdieu, Qutline of a Theory of Practice, translated by Richard Nice (Cambridge: Cambridge
University Press, 1977).
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Dreyfus (when positing why computers cannot think) who explain that, while novices

deal with rules, experts deal with patterns covering thousands of specific situations.4”

I find a nice reflexive situation here. I am an ethnographer studying people who build
computer systems —which by the Dreyfus definition cannot truly embrace the human
processes they mimic. Iam similarly challenged in my attempt to communicate the
human processes observed without resorting to rules. Bourdieu touches on this
obliquely by explaining that rules and models always seem non-problematic when

applied to "alien" practices but are never convincing when applied to one's native

practice.

Nevertheless, as I try to write a story that clarifies and makes coherent a set of
experiences and themes, I face another irony. In my act of writing, like others before
me, [ am taking what is inherently messy and making it neat.#® That style of writing
can carry a great deal of credibility. But that act of making neat falls afoul of the
critique of ignoring whatever does not fit in the framework: the confusions, the
ambiguities, the conflicts. Therefore, in this dissertation I have tried to find a balance
between a framework for coherence and the voices outside that framework that

demonstrate that the framework is a mere construct.

47 Hubert and Stuart Dreyfus, Mind Over Machine: The Power of Human Intuition and Expertise in the’
Era of the Computer (New York: MacMillan, 1986).
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48 Bruno Latour and Steve Woolgar, Laboratory Life: The Construction of Scientific Facts (Princeton:
Princeton University Press, 1979), pages 257-258.
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The Structure of this Dissertation

This chapter has introduced the company that I studied, its ecrmomic and employment
context, and my dual roie of observer and participant. Chapter Two looks in detail at
the issues of control and flexibility that form the theoretical basis for this thesis. I focus
on three opportunities for control: culture, physical environment and technology. I
then explain how certain aspects of those can embed habits of adaptability and
flexibility. Chapter Two closes with a description of the biological metaphor of
opportunistic evolution used by many authors to portray features of successful
companies. This is contrasted with a biological metaphor of genetic manipulation,

which I find is a better portrait of the kinds the control exercised by the D&D leadership

team.

Chapters Three through Six present the bulk of the ethnographic content. Chapters
Three and Four explore how the culture of D&D was manipulated to reinforce certain
behaviors among the employees. Chapter Three looks at formal socialization processes;
Chapter Four looks at informal socialization processes. The focus of Chapter Five is the
physical environment. That chapter demonstrates which physical features of the D&D
offices embedded concepts of flexibility and open communication. Chapter Six

presents a description of the final aspect of control at D&D, control through technology.
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In the concluding chapter I revisit the three types of control exercised by the D&D
leadership team: culture, physical environment and technology. I summarize the
dilemma faced by the corporation as a paradox:
The leadership team manipulated aspects of the firm to create a successful
company. However, they discovered that those controls did not necessariiy
create the fizxible corporation they had envisioned. They found that they lived
in a paradox: the self-contradictory notion of trying to control a organization to

increase its ability to be flexible.

Finally, this dissertation reaffirms the appropriateness of the biological metaphor of

genetic manipulation to capture the type of control exercised by the leaders of D&D.
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Chapter Two
Theory: The Form of Manipulation
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Chapter Two:

The Form of Manipulation

Control and filexibility. These are the key themes of this dissertation. On the one hand
is the concept of control: how an organization molds its people to achieve certain
productive ends. On the other hand is the concept of flexibility: what aspects of a
corporation help or hinder the organization’s ability to change. When juxtaposed, this
pair creates a paradox: the notion that attempts to control the behavior of a firm can

result in a corporation that is not controlled and bounded but, instead, is flexible.

The quotes that follow illustrate these two themes. The first quote is from a staff
meeting where Matt Barr explained how he perceived the company. He was trying to

describe the lag time between someone's arrival at the firm and the moment when he or
she became a fully contributing member. However, when read as a prescriptive

statement, this model is a cautionary tale that explains what kinds of contributions were

valued.

Imagine that being part of D&D is like being in a boat that is heading
somewhere. Some people, the "old timers," synchronize their movements and
actively steer the boat on an agreed upon course. There are others, who are in
the boat but they do not yet know what their role should be nor do they know
where the boat is headed. There is a third group: new hires and people who are
still deciding if they like working at D&D. They are not even sure if there is any
water, let alone if they are in the boat.1

1 Staff meeting presentation by Matt Barr, February 1995.
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The second quote is from an interview with H. Craig Adams, one of the first twenty
employees. Nearly seven years into his tenure at D&D, Craig felt that D&D was just not
agile enough. Given the turbulent economic environment, he saw the need for the
company to change readily. However, he did not see the appfopriate response from the
company. Aware of the street wisdom that said that a big company, by definition,
cannot be agile, Craig was looking for analogies that would enable D&D to
conceptualize how to be flexible even as it grew.

We need to think about making more change, more frequently — not bigger

change — more smaller changes more frequently. We need to think like lots of
little companies...

Here's an example: my uncle is fisherman in South Africa. There are lots of smail
boats — agile boats — working the waters off the coast. But they are competing
with the Russian fleet. Which is also made up of many small agile boats. But
they brought a canning boat with them. The South African fleet has to go back to
land every time they have a boatfull. The Russians are leveraging the economies
of the larger organization — but not by using big fishing boats. They've got the
canning boat. The question for us [at D&D] is: How can we figure out what is
our canning boat??

More than any other time in a corporation's life, the first few years of existence have the
clear mark of the founders' hands on the essence of the firm. Both Matt and Roger had
a passion to see D&D become something great. They felt, if they could hire great

people who would focus on meeting the clients' needs, they could create a company

which would exceed even their own expectations. However, early on, they realized

2 Interview with H. Craig Adams, October 1998. -
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that in order to achieve the company they envisioned, they would need to control those

"great people" in ways they had not yet begun to imagine.

From an organizational standpoint, company leaders have certain levers available to
them to control their employees and construct their company to achieve specific results.
For example, leaders can shape the culture explicitly; they can design features into the
work environment and they can make choices on technologies. However, that
simplistic model does not work in reality. Individual employees do not accept
mandates passively. They can refuse, they can negotiate an alternate path, they can
agree but in the process of following the mandate create unforeseen results. Thus, the

attempt to control the organization is not an easy one.

This chapter sets forth the theoretical concepts underlying this dissertation. It reviews
the three specific areas of control used at D&D: culture, physical environment, and
technology, including some of the specific aspects of these levers that could contribute
to corporate flexibility. The discussion about each of those also points out where some
of the opportunities lie for conflict and ambiguity. I will then compare two versions of
the biological metaphor of a successful corporation: one from evolution theory and the
other frorn genetics. The purpose of this chapter is to provide a theoretical context for

the ethnographic material that follows in subsequent chapters.
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Culture

Chapters Three and Four of this dissertation examine how the D&D leaders used
culture3 as a tool to intentionally shape an organization. Based on his work with
organizations, Edgar Schein has explicitly linked culture with leadership, defining the
role of the leader as the creator and manager of culture. Schein sees that after the leader
creates the culture, there are additional influences by others in the organization:

Cultures basically spring from three sources:

1. the beliefs, values, and assumptions of founders of organizations;

2. the learning experiences of group members as their organization evolves; and
3. the new beliefs, values and assumptions brought in by new members and

leaders.

Though each of these mechanisms plays a crucial role, by far the most important
for cultural beginnings is the impact of founders. Founders not only choose the
basic mission and the environmental context in which the new group will
operate, but they choose the group members and bias the original responses that
the group makes in its efforts to succeed in its environment and to integrate
itself.4

3 Theorists study a variety of aspects of culture. Ed Schein lists the following: Behavior, language, and
rituals; group norms; espoused values; formal philosophy; rules of the game; climate; embedded skills;
mental models; shared meanings; and root metaphors. Edgar H. Schein, Organizational Culture and
Leadership (San Francisco: Jossey-Bass Publishers, 1992), pages 8-10.

Joanne Martin defines three kinds of cultural manifestations:

1. forms - rituals, stories, jargon, humor, physical arrangements (architecture, interior design, dress
codes)

2. practices — (formal) org structure, task and job descriptions, technology, rules and procedures,
financial controls; (informal) unwritten norms, communication patterns, standard operating
procedures

3. content themes -- common threads of concerns - external and internal - objectives, values, and
assumptions.

Joanne Martin, Cultures in Organizations: Three Perspectives (New York: Oxford University Press, 1992),

page 37.
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At D&D, Matt and Roger latched onto culture as a way to explicitly keep the
organization aligned with their vision for success. This was neither a random activity
nor a device that they stumbled upon by trial and error. They had been reading about
corporate culture and its role in successful corporations. Informed by various readings,

especially Corporate Culture and Performance by John Kotter and James Heskett,® Matt

and Roger, with the help of the other members of the leadership team, enacted the "best
practices” they could find, including the specific use of culture as a tool for control.
They expected that this focus on culture by the leadership team would enhance the

overall performance of the firm.

Kotter and Heskett have a particular definition of culture; this definition is also the one
Matt and Roger used to guide their activities around culture. While culture can be
broadly understood as qualities of human groups that are passed on to newcomers,

Kotter and Heskett present a more formal definition that has two elements, values and

behaviors, which influence each other:

We have found it helpful to think of organizational culture as having two levels,
which differ in terms of their visibility and their resistance to change. At the
deeper and less visible level, culture refers to values that are shared by the
people in a group and that tend to persist over time even when group
membership changes...

At the more visible level, culture represents the behavior patterns or style of an
organization that new employees are automatically encouraged to follow by

4 Edgar H. Schein, Organizational Culture and Leadership (San Francisco: Jossey-Bass Publishers, 1992),
pages 211-212. See Part Four, "The Role of Leadership in Building Culture.”

5 John Kotter and James Heskett, Corporate Culture and Performance (New York: The Free Press, 1992).
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their fellow employees. We say, for example, that pecple in one group have for
years been "hard workers," those in another are "very friendly" to strangers, and
those in a third always wear very conservative clothes. Culture, in this sense, is
still tough to change, but not nearly as difficult as at the level of basic values.

Each level of culture has a natural tendency to influence the other.

This model provided a framework that enabled Matt and Roger to talk with others at
D&D concerning issues of behavior and underlying values. They interpreted the model
as a recommendation to create a list of the values of the firm and then map sets of
behaviors to align with those values. Armed with a list of values and corresponding
behaviors, they would be able to enjoin the employees to change behaviors that did not

fit with the espoused values. Ironically, the model they chose has been discredited

within certain scholarly circles.

The model that Matt and Roger borrowed from Kotter and Heskett is akin to that
promoted by the structural-functionalists.” However, by the end of the 1950's, the
strong critique of this model had led to its abandonment by many social scientists.

They looked for more robust models because this model failed to acknowledge that:

6 John Kotter and James Heskett, Corporate Culture and Performance (New York: The Free Press, 1992),
page 4.
7 Functionalism, which looks at social practices as having a purpose, starts with Emile Durkheim (Emile

Durkheim, The Division of Labor in Society, translated by George Simpson (Glencoe, Illinois: The Free
Press, 1933), originally published in 1893.) Talcott Parsons buiit on Durkheim's theories and emphasized

the internalization of values as a structure within which to understand group behavior. (Talcott Parsons,
The Structure of Social Action (New York: Free Press, 1937)).
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1. Human agency is more than just the internalization of values, psychological
motivations often drive behaviors.

2. Behaviors are not just automaton responses to stimuli. Individuals can
choose to take conscious social action.

3. Power needs to be included as a significant aspect of any social theory.

4. Values (or norms) are not inviolable facts, they are negotiated and
constructed, reflecting conflicting interests and presented through conflicting
interpretations.

5. Knowledge of a list of values cannot predict a set of actions. There is often a
gap between theory and practice.

6. The enactment of a value-based behavior does NOT imply that that value is a
personally held belief. That behavior may be done to avoid sanctions that
would result from alternate behavior.

7. Inany setting there is conflict and social change. Often actions and behaviors
suggest contradictory norms-in-practice.

8. Subjectivity is inherent in sociological interpretation.®

In addition to listing some of the short-comings of the older model, the above critique

provides a discriminating lens with which to examine the D&D culture as it was

8 Anthony Giddens, New Rules of Sociological Methcd: A Positive Critique of Interpretative Sociologies

(London: Hutchinson, 1976); Bruce Mazlish, A New Science: The Breakdown of Connections and the

Birth of Sociology (New York: Oxford University Press, 1989); Pierre Bourdieu, Qutline of a Theory of
Practice, translated by Richard Nice (Cambridge: Cambridge University Press, 1977).
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enacted. There are discussions in this dissertation about the values espoused by D&D
and the behaviors the leaders thereby expected. My cothentary will often showcase

the gaps between theory and practice and the broken linkages between values and

behaviors.

Gideon Kunda has aptly demonstrated the gap between company leaders’ views and

the rest of the company's experience. In his book, Engineering Culture: Control and

Commitment in a High-Tech Corporation, Gideon Kunda looks at the entrenched

culture of a high-tech firm in order to illustrate how culture can be used as an explicit
tool to control employees. This use of culture as a tool requires that at least the
management team, if not the whole company, has ideas about culture that are explicitly

discussed:

...it soon becomes apparent that "the culture” is a popular explanatory concept,
frequently used as a description of the company, a rationale for people’s
behavior, a guideline for action, a cause for praise and condemnation, pride and
despair, a quality that is said to distinguish [the company] from other industries
and even from other [similar] companies.®

Kunda points out that this type of control, normative control, where the organization
shapes the employees' cognitive and emotive understanding of their work and its

meaning, is different from a more utilitarian exchange where the corporation pays the

¢ Gideon Kunda, Engineering Culture: Control and Commitment in a High-Tech Corporation
(Philadelphia: Temple University Press, 1992), page 3.

Chapter Two: Theo! 1 February 2000 Page 60
p ry ry g



employee in exchange for time, labor and skill.1® He places his text within the debate
over whether such normative control actually creates a more productive workplace

with more satisfied workers.

Kunda concludes that while it is possible for a corporation to articulate its culture and
embed it in the daily activities of the firm, the results do not mirror the expectations of
the corporate leaders. In his research, he did not find a community of people who
resonated with the common values of the firm and therefore committed themselves to
the overall success of the firm. Instead, he found a variety of stances toward the firm,
ranging from commitment to ambiguity to antagonism. These perspectives divided the
community and resulted in a much less homogeneous stance than the corporate rhetoric
had suggested. He finds a certain irony in the gap between expectations and results in
this context where culture was seen as the ideal tool for control.
The culture I have attempted to describe is founded on self-awareness, reflection,
and articulation in the service of a struggle for control. Consequently, itisa
culture riddled with contradictions between ideological depictions and
alternative realities: where democratization is claimed, there are also subtle
forms of domination; where clarity of meaning and purpose is attempted, there
is intentional and deeply ingrained ambiguity; where an overarching morality is
preached, there is also opportunistic cynicism; and where fervent commitment is
demanded, there is pervasive irony. These contradictions are perhaps inevitable

in any authoritarian system, but they become all the more acute when the culture
becomes its own object, when the seemingly objective, scientific concept of

10 Kunda refers to Amitai Etzioni, A Comparative Analysis of Complex Organizations (New York: Free

Press, 1961), who labeled these contrasts normative control and utilitarian control.
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culture is expropriated and drawn into the political fray by culture engineers and
their various helpers in the service of corporate goals.!!

Kunda demonstrates that culture can be an explicit management tool but that the

anticipated consequences may not be realized.

Kunda observed a conflict.12 At its simplest level, the conflict was between
management's espoused version of culture and its negation by the day-to-day

experience of the individual worker. At its most complex, the layers of conflict result in

ambiguity and paradox:

If the attempt to engineer culture and accomplish normative control is aimed at
defining the members' selves for them, this very attempt undermines its own
assumptions. The engineers of culture see the ideal member as driven by strong
beliefs and intense emotions, authentic experiences of loyalty, commitment, and
the pleasure of work. Yet they seem to produce members who have internalized
ambiguity, who have made the metaphor of drama a centerpiece of their sense of
self, who question the authenticity of all beliefs and emotions, and who find
irony in its various forms the dominant mode of everyday existence.®

In looking at culture as one mechanism for control (at least attempted control) within

Dé&D, the impetus for a particular mechanism was often driven by Matt and/or Roger.

11 Gideon Kunda, Engineering Culture: Control and Commitment in a High-Tech Corporation
(Philadelphia: Temple University Press, 1992), page 222.

12 Joanne Martin has categorized the ethnographic literature within organizational studies. She notes that
some emphasize a consensual view of the firm, others highlight the conflicts, and others underscore the
ambiguities and paradoxes. She finds the studies that paint a consensual view are too misleading to be
useful. The organizations she knows do not have a clear and simple culture. There is ambiguity, discord,
confusion and paradox. For her, it is the writer's challenge to present his or her research in such as way as
to be "complex enough, and simple enough, to be both comprehensible and useful.” }~anne Martin,
Cultures in Organizations: Three Perspectives (New York: Oxford University Press, 1992), pages 145-153.

13 Gideon Kunda, Engineering Culture: Control and Commitment in a High-Tech Corporation

(Philadelphia: Temple University Press, 1992), page 216.
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They anticipated certain results, which may or may not have been achieved. The
measurement of such results was complicated by the concomitant voices of dissent and
disorder. It was not unusual to find first order "success," followed in time by

unintended consequences that were perceived as having a negative impact on the

business.

While Schein gives the founders the starring role in shaping corporate culture, he also
outlines the dynamic by which others absorb and re-create that culture, keeping those
aspects that have been successful and discarding the others. After the founding group

has created the fledgling organization, others are brought in.

If the group remains fairly stable and has significant shared learning experiences,
it will gradually develop assumptions about itself, its environment, and how to

do things to survive and grow.

As those assumptions come to be taken for granted and drop out of awareness
we have the makings of an organizational culture. The stability of those
assumptions derives from the fact that together they provide group members
with a way of giving meaning to their daily lives, setting guidelines and rules for
how to behave, and, most important, reducing and containing the anxiety of
dealing with an unpredictable and uncertain environment. Culture stabilizes
and normalizes events and thus makes day-to-day functioning possible. Once a
group has a shared set of assumptions, it will tend to cling to those assumptions.
Hence culture is very difficult to change unless one changes the people in the

group.14

4 Edgar Schein, "The Role of the Founder in the Creation of Organizational Culture,” in Reframing
Organizational Culture, edited by Peter Frost, Larry Moore, Meryl Reis Louis, Craig Lundberg, Joanne
Martin (Newbury Park, California: Sage Publications, 1991) pages 14-25.
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Following Schein'’s notion, it is important to recognize at least three forces for creating
and maintaining culture: the leaders (the top down approach), the rest of the
community (the bottom up approach) and "business as usual.” For most employees
there is a period of socialization, during which they "learn the ropes" of a particular
organization or particular role within an oréanization. This period is the nexus of
those three forces. There is often top-down guidance concerning any formal
socialization process. There is also the demonstration of business as usual by those who

are chartered with those day-to-day activities.

John Van Maanen has written extensively on the issues of organizational socialization
and has outlined various processes or strategies used by corporations to bring the
newcomer to full productivity as soon as possible. He emphasizes that it is not only the
content of socialization that is important; the choice of process is also important. For
example, organizations have the choice to socialize newcomers in a group or
individually. Van Maanen asserts that a group process of socialization creates relatively
uniform results whereas a process that focuses on one person at a time produces more
variety. In addition, by using a group process, the company can deliver the implicit
message that being part of a team and working well with each other are part of the

norms.

Sharing similar difficulties and working out collective solutions clearly
dramatizes to a recruit the worth and usefulness of colleagual relationships.
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Without the assistance and support of colleagues, individuals in transition would
be lost.15
Van Maanen lists a set of eight polar strategies.!é Like a series of and/or gates, each
particular combination of strategies shapes the scialization experience and produces
specific results. For example, he postulates that a process that is formal (segregated
from the ongoing work context), collective, sequential (multiple stages, not just one
event),is a tournament (up or out), and requires divestiture (stripping away the

individual's incoming identity) results in a set of employees who are undifferentiated

and passive.l”

Whiile this theory provides a tidy (although complex) conceptual framework, in practice
it is hard to align the experience of socialization with a specific set of gates. Individuals
actively participate and create their own socialization, sometimes resulting in
unintended consequences. Any particular individual can experience both sides of the
polarity, resulting in mixed messages and confusion. For example, an employee might
ask: "Am I particularly valued and therefore worth some individual coaching? Or did I

not ‘get it” during the group session and is this really remedial help?"

15 John Van Maanen, "Boundary Crossings: Major Strategies of Organizational Socialization” in Career
Issues in Human Resources Management, edited by Ralph Katz (Englewood Cliffs, New Jersey: Prentice-

Hall, 1982), page 94.
16 For further descriptions see John Van Maanen, "Boundary Crossings: Major Strategies of Organizational

Socialization” in Career Issues in J[Human Resources Management, edited by Ralph Katz (Englewood

Cliffs, New Jersey: Prentice-Hall, 1982), pages 85-115.
17 John Van Maanen, "Boundary Crossings: Major Strategies of Organizational Socialization" in Career

Issues in Human Resources Management, edited by Ralph Katz (Englewood Cliffs, New Jersey: Prentice-
Hall, 1982), page 110.
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One of the aspects of D&D culture that I examine is the formal program that was part of
the socialization process. Chapter Three looks at how that program was crafted, how it
was experienced and how it set expectations about worklife at D&D that sometimes
mapped and sometimes did not map to the lived experience at D&D. Chapter Three
aiso looks at other formal aspects of culture: how the company leaders made culture

explicit and what set of values and norms the leadership team wanted everyone at D&D

to embrace.

Another aspect of socialization is learning "how we really do it around here.” Joining a
particular workgroup, a newcomer is socialized into the habits of dress, jargon and
communication that currently exist. The period of transition from newcomer to
member illustrates most vividly the sense of putting on new habits over old. Erving
Goffman has articulated the notion of this external fagade as a theatrical performance, a
crafted role into which the individual steps when going "on-stage."® By looking at
aspects of dress and communication, I will look at how employees of D&D were
socialized to manage perceptions about themselves and the company as a whole. Once
again, the story of D&D involved conflicts over which facades carried which

connotations, and confusion during transition periods, when new perceptions were

deemed appropriate.

18 Erving Goffman, Presentation of Self in Everyday Life (New York: Doubleday, 1959).
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Chapter Four of this dissertation looks at the informal aspects of the culture, many of
which are implicit, less self-aware and more embedded in the daily fabric of D&D. The
informal aspects of culture that are examined include: styles of dress, styles of
communication, and gender issues. Once again, the D&D leaders attempted to shape
the organization through certain cultural aspects. Once again, these attempts did not

always succeed.

In this dissertation, the discussions of culture as a tool for the leadership team to
manipulate D&D focus on both the formal and informal aspects of group behavior that
were passed on to newcomers. The leadership team had a theoretical map about the
relationships of values and behaviors that helped them choose which aspects to use as
controls. In practice, the controls they instituted were not uniformly experienced.

Some people experienced conflict, ambiguity and/or paradox; others were able to get in

the boat and start rowing.

Physical Environment

Fixed feature space is one of the basic ways of organizing the activities of
individuals and groups. It includes material manifestations as well as the
hidden, internalized designs that govern behavior as man moves about...

The important point about fixed-feature space is that it is the mold into which a

great deal of behavior is cast. It was this feature of space that the late Sir
Winston Churchill referred to when he said: "We shape our buildings and they
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shape us." During the debate on restoring the House of Commons after the war,
Churchill feared that departure from the intimate spatial pattern of the House,
where opponents face each other across a narrow aisle, would seriously alter the
patterns of government. He may not have been the first to put his finger on the
influence of fixed-feature space, but its effects have never been so succinctly

stated.!?
There is symmetry between the social relationships of a group (for example, a company)
and the architecture and physical layouts that have evolved with that group. This
symmetry suggests a mutually supportive symbiosis, where the implications of one
factor resonate with other factors. Over time, the layout and physical setting reinforce
certain social constructs. Simultaneously, the social habits find their articulation in the
physical structures. For example, in a hierarchical organization, there are often physical
divisions that mimic the social boundaries between those of higher and lower status.
Bigger desks and fancier corner offices for senior staff reinforce their social standing,
even to the extent of creating a level of prestige that is attached to the role, not the
individual. In situ it is hard to divorce the chicken from the egg: did the setting so
emphasize status distinctions as to create a divide that was not yet present in the social
interaction? Or were the social distinctions so embedded in the existing relationships
that the physical settings were merely mirrors? Richard Sclove paints a picture of the
former, where the physical setting drives certain behaviors.

[In hierarchical settings,] ...work often involves a continuous immersion in social

settings that induce unconscious accommodation to patterns of dominance and

an uncritical acceptance of the apparent inevitability of technological forms that
reinforce those social patterns. Authoritarian technologies [such as rows of desks

19 Edward T. Hall, The Hidden Dimension (New York: Doubleday, 1966), pages 106-107.
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under a supervisor's watchful eye] establish unequal status and respect among
people (contrary to the categorical imperative) and tend to block the formation of
convivial relations (as authorities, wittingly or not, use organizational and
technical means to help undermine intraorganizational solidarity among
subordinates).20

Sharon Traweek, in her work on high energy physicists, paints a picture of the latter
concept, emphasizing how the existing social relationships shaped the use of space. Her
high status theorists used space differently than the lower status experimentalists. By
practice, not by mandate, the theorists used more of the building than the

experimentalists did.

One rarely sees experimentalists in the offices of theorists. These people do
occasionally discuss physics together, but their meetings typically occur on the
second floor. Several theorists told me that an experimentalist would probably
feel awkward among the theorists, who have more status. The third floor is very
much the domain of the directors, theorists, and their staffs. People based on
upper floors freely use the lower floors, but not vice versa..
In the use and access to space, there is a sharply defined, nearly military
hierarchy between occupational groups...2!
At D&D, the rhetoric and public stance called for an egalitarian company, a
meritocracy, where teamwork and collaboration were the norm and hierarchy was to be
avoided. In Chapter Five of this thesis I will explore the ways in which the office
layout, office furnishings and use of space echoed and attempted to reinforce the social

patterns that Matt and Roger sought for the company. Early hires, with easy access to

2 Richard Sclove, Democracy and Technology (New York: The Guilford Press, 1995), page 64.

21 Sharon Traweek, Beamtimes and Lifetimes: The World of High Energy Physicists (Cambridge: Harvard

University Press, 1988), page 33.
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Matt and Roger and with egalitarian expectations, were comfortable with many of the
physical arrangements. Later hires, and those who found the company not to be the

"flat" organization they expected, chafed under the existing arrangements.

Architects and space designers recognize that the environment can influence social

behavior in many subtle, and some not so subtle, ways. In their book, Designing Places

for People: A Handbook on Human Behavior for Architects, Designers, and Facility

Managers, Cornelius Deasy and Thomas Lasswell look at the relationship between
environment and behavior. They start with the premise that designers should create
places that help people accomplish their purposes with a maximum of satisfaction and a

minimum of frustration. Deasy and Lasswell then translate certain human needs

[motivations] into design recommendations:2

Human Need Design Recommendation

Group membership Include places where groups can form,
such as lounges, lobbies, rec rooms,
meeting rooms. Where paths intersect
are good focal points for such spaces.

Personal status Distribute amenities to demonstrate
parity among peers.

Territoriality Establish clear boundaries for group
territory

Communication Provide correct ambient conditions

(sufficient light to see someone's face;
acoustics that allow the human voice to
be heard)

ZCornelius M. Deasy in collaboration with Thomas E. Lasswell, Designing Places for People: A Handbook
on Human Behavior for Architects, Designers, and Facility Managers (New York: Whitney Library of
Design, 1985). See also Robert Sommer, Personal Space: The Behavioral Basis of Design (Englewood

Cliffs, NJ: Prentice-Hall, 1969).
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Create proximate, flexible seating
arrangements

In the case of D&D, Matt, Roger and Earl Vickers made the early choices about how the
working environment would be laid out in order to support certain behaviors. To
demonstrate the lack of hierarchy (a "flat" organization), they had one style of furniture
for all employees. To physically embody the open communication that they valued,
they followed an architect's recommendation that there be arches between walled
spaces, not doors -- and, where there were doors, that they be made of glass. To model
the flexibility they wanted, they chose chairs and file cabinets with wheels and had
multi-purpose, multi-use spaces throughout the workplace. To improve communication
among team members, they insisted that teams sit near each other, within a contiguous

area, often without walils.

The design of space does matter. For example, increased physical proximity results in
increased opportunities for communication. A study by MIT's Thomas Allen found that
people at an R&D lab who worked within five meters of each other had a 25% chance of

speaking with each other at least once a week. Doubling that distance to ten meters

decreased the probability to 9%.23

2z Thomas I. Allen, "Communication in the Research and Development Laboratory,” Technology Review,
October - November, 1967, cited in Thomas J. Peters and Robert H. Waterman, Jr., In Search of
Excellence: Lessons for America’s Best-Run Companies (New York: Warner Books, 1982), page 220.
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Of course, the theory that certain choices will produce certain outcomes does not play
out cleanly in practice. In creating open-plan spaces, the D&D leadership team was
emphasizing the importance of communication. While this worked for some people,
others found the lack of personal space problematic because of a lack of privacy. Some
researchers have found this need for a private personal space (and how "private” is
defined) correlates with nationality.?¢ Another possible correlation is with personality,
whereby people who use conversation as a problem solving mechanism will prefer
communal work areas, while people who solve problems through internal dialogue

need a quiet space to complete their tasks.z

Another issue that plays out in the physical environment is the response to demands to
be flexible. In the Introduction, I have described how the context for American
knowledge workers in the 1990's was turbulent. David Harvey has categorized the
current environment as one of "ephemerality, fragmentation, discontinuity, and the

chaotic."?6 Space planners need to create a physical environment suitable for the

2 Edward Hall compares and contrasts views of space and time for Americans, Germans, French, British,
Japanese and Arabs. Edward T. Hall, The Hidden Dimension (New York: Doubleday, 1966), pages 131-
164.

% Sandra Krebs Hirsh, MBTI Team Building Program (Palo Alto: Consulting Psychologists Press, Inc,
1992). One of the Myers-Briggs types identifies individuals’ preferences along certain axes. One of those
axes describes those who, along a continuum, either prefer to talk things over to understand them, or
those who prefer to think things through in order to understand them. Those preferences for gathering
information and making decisions do correlate with certain spatial arrangements.

2% David Harvey, The Condition of Post Modernity (Malden, Massachusetts: Blackwell Publishers, 1990),

page 45.
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current context. The more the environment is categorized as contingent, the more space
designers must provide physical supports for flexibility. Robert Sommer calls for a
spatial design that allows for change:
In a changing world it seems reasonable to establish variety and flexibility as
important goals in a building program...By variety I mean a multiplicity of
settings and spaces a person can select to suit his individual needs...Flexibility is
expressed in such terms as multipurpose, multiuse, and convertible spaces. With
rapidly changing technology and the inability to predict institutional practices
even five years ahead, its importance seems obvious.?’
While spatial designers can create that kind of flexible space, there is not a problem-free
solution. There are individuals who need a well-defined personal space to buttress
their sense of self against the encroaching chaos. As the fragmentation and insecurity of
the environment increases, this need to validate oneself through having a certain, non-
transient space can increase. For those people, flexible space is problematic. As David
Harvey says,
Place-identity, in this collage of superimposed spatial images that implode in
upon us, becomes an important issue, because everyone occupies a space of
individuation (a body, a room, a home, a shaping community, a notion), and
how we individuate ourselves shapes identity.2
At D&D where people were hired based on their professed ability to be flexible, the

need for the security of one's own space was not a frequently articulated need.

However, that silence may reflect a person's public response to the strong cultural

27 Robert Sommer, Personal Space: The Behavioral Basis of Design (Englewood Cliffs, NJ: Prentice-Hall,
1969), page 164, italics in original.
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mandate to be flexible. That silence could well mask a private need for one's "own

space” that certain individuals decided to disguise as part of their working persona.

There are layers upon layers of meaning. At D&D there were explicit notions of
formatting the physical environment to support certain group norms and behaviors.
However, there was nothing clandestine about the means or the goals. Thus, people at
D&D were aware of how space was being constructed to support the articulated
culture. Office tours for new hires and applicants pointed out the arches that supported
the expected qualities of openness. There were free-flowing verbal and email
discussions about the value of private space versus that of an open-plan work areas.
There are two extremes on the spectrum of possible responses to the knowledge that
your environment is designed to evoke certain responses. One is an acknowledgement
that those designs and your personal views are aligned. The other response is one of
negation and refusal, where the individual cynically underscores the irony of a failed
control mechanism, or merely rebels silently.?? At D&D people held the full variety of

responses across that spectrum of possibilities.

28 David Harvey, The Condition of Post Modernity (Malden, Massachusetts: Blackwell Publishers, 1990),

page 302.
29 See Robert Sommer's critique of the Hawthorne experiment, Robert Sommer, Personal Space: The

Behavioral Basis of Design (Englewood Cliffs, NJ: Prentice-Hall, 1969), page 165.
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Chapter Five examines how senior management manig ulated the D&D architecture and
physical layout to mirror the mindset they expected of their employees and

demonstrates the variety of responses to that manipulation.

Technology

The things we call 'technologies' are ways of building order in our world. Many
technical devices and systems important in everyday life contain possibilities for
many different ways of ordering human activity... Because choices tend to
become strongly fixed in material equipment, economic investment, and social
habit, the original flexibility vanishes for all practical purposes once the initial
commitments are made.3°
In his article, "Do Artifacts have Politics?," L.angdon Winner works with the assumption
that technical arrangements can limit choices by creating boundaries, that, once in place,
are hard to change. He lays out two scenarios, one for technologies that can have
different effects depending on their context and the other for technologies that are not
as flexible. For technologies that are {iexible, where any one can reflect a variety of
social choices, he recommends that we examine the motives of those who influence the
design in order to have a valid context for the consequences of those technologies. For

technologies which lead inexorably to certain consequences, he calls for much more care

in making the initial decision to use the technology or not.
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In both cases, Winner is concerned about the significance of a decision concerning a
particular technology. The weightiness of the decision is in part due to the difficulty of
undoing that decision. As David Collingridge has noted, technologies provide both
opportunities and limits. However, often by the time the limits or undesirable
consequences are apparent, the technologies are entrenched in ways that make them

hard to dislodge.
When change is easy, the need for it cannot be foreseen; when the need for
change is apparent, change has become expensive, difficult and time
consuming.3!
At D&D there was an implicit premise that technologies were flexible, that they could
be controlled to produce desired outcomes, and that, if they didn't work, they could be
changed. Technologies, not merely constructed artifacts, but also processes and
structures,32 have been used to provide different levels of control at D&D. At the basic
level, employees were given common sets of computer tools. There were standards for

computer brand and set-up to ensure that intracompany communications would be

possible and that employees could move from machine to machine when necessary

3% Langdon Winner, "Do Artifacts Have Politics?" in The Social Shaping of Technology: How the
Refrigerator Got Its Hum, edited by Donald Mackenzie and Judy Wajcman (Philadelphia: Open
University Press, 1985) , page 30.

31 David Collingridge, The Social Control of Technology (New York: St. Martin's Press, 1980), page 11.
3 Gerald Weinberg broadly defines technologies to include:

e Social structures, such as formal and informal organizational relationships

¢ Social practices, such as technical reviews and planning approaches

e Standards, such as interface requirements, designs and paper forms

e Measurements, such as user satisfaction surveys and cost accounting

¢ Technical infrastructure, such as networks, hardware and software tools

Gerald M. Weinberg, Quality Software Management , Volume 4: Anticipating Change (New York: Dorset
House Publishing, 1997) pages 407-408.
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without having to learn a new configuration or operating system. From a training
point of view, there were processes and procedures that became distilled to "best
practices” which employees were expected to follow. And, from a financial control
aspect, there were measurements and mechanisms to provide senior management with
visibility into the day to day workings of the teams. What was observed at D&D was a
consistent tale of unintended consequences. Those who had the power to influence
design decisions were surprised either by consequences which, with hindsight, seemed
predetermined or by second order effects which offset the initial anticipated
consequences. In all cases, changing or removing an entrenched technology was more

challenging than had been anticipated.

These "surprises” can be explained somewhat by looking at the larger context and the
larger set of people involved. Thomas Hughes' emphasis on the technological system, is
a reminder to look not only at a particular artifact but also to study the fuller context.
The components of a system extend beyond the artifact itself to whatever else
constrains or is constrained by that artifact, for example: other artifacts (which are
coupled to the starting artifact), management structures, organizations, laws,

regulations, external agencies, natural resources, and people.3 At D&D, the system

3 Thomas Hughes, "The Evolution of Large Technological Systems" in The Social Construction of

Technological Systems: new Directions in the Sociology and History of Technology, edited by Wiebe

Bijker, Thomas Hughes, and Trevor Pinch (Cambridge: MIT Press, 1989), pages 51-82.

Chapter Two: Theory 1 February 2000 Page 77



often extended across departmental lines as well as outside of the boundaries of the

corporation, particularly as the company made the transition from private to public.

Hughes labels the ability of technology to influence a situation, "momentum.” For him,
technological systems with momentum exert a soft determinism on the other

components in the overall system.

The durability of artifacts and of knowledge in a system suggests the notion of
trajectory, a physical metaphor similar to momentum... Durable physical
ar:ifacts project into the future the socially constructed characteristics acquired in

the past when they were designed.
While the systems at D&D were not of the scale of the electric light and power systems
that Hughes examined, this notion of momentum still holds true. Over time, there is a
tendency to become blind to the social characteristics that were embedded in the
technology. The technology becomes perceived as "neutral,” the boundaries it sets
become "business as usual." The physical artifact adds its mass to the inertia of existing

practices; the total momentum is hard to deflect or change.

At D&D, one example of momentum occurred around the issue of measurements and

metrics. As technologies were created to record and analyze specific measurements,

3 Thomas Hughes, "The Evolution of Large Technological Systems" in The Social Construction of
Technological Systems: new Directions in the Sociology and History of Technology, edited by Wiebe
Bijker, Thomas Hughes, and Trevor Pinch (Cambridge: MIT Press, 1989), page 77.

Chapter Two: Theory 1 February 2000 Page 78



these measures were embedded in the way certain technologies presented a summary
of the company. Those measurements (and not others) become entrenched in the
organizational mind. They also had priority in the minds of the leadership team.
Donna Haraway has pointed out that the technologies that make certain concepts visual
are, in many ways, creating those concepts and turning them into public objects.>> Ina
similar way, the D&D measures that became embedded in technologies acquired more
focus because the technologies showcased those measured as worthy of attention. The
measures by themselves had a certain weightiness. The added mass and credibility of
the embedding technology imbued those measures with more validity and importance
than they would have had on their own. The technology, in many ways, took the

measures and turned them into significant objects.

Measures that become embedded in technologies also illustrate the brittleness of
technology. There are two critiques around the brittleness of information
technologies. One critique points out that much knowledge is mediated by actual
situations; over time knowledge can become stale if it is not continually refreshed.
Diana Forsythe has explained why systems, particularly expert systems, run into this

problem:

First, the knowledge in such systems is static. In everyday life, the beliefs held
by individuals are modified through negotiation with other individuals; as ideas
and expectations are expressed in action, they are also modified in relation to

3 Donna Haraway, Modest_Witness@Second_Millennium.FemaleMan® Meets_OncoMouse™: Feminism
and Technoscience (New York: Routledge, 1997), page 174.
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contextual factors. But the information encoded in a knowledge base is not
modified in this way.36
The other critique concerns the boundaries of knowledge within a system. The issue
here, again most visible within expert systems, is that a system is designed for some
central set of purposes; it is programmed with the rules it needs to make choices within
that framework. At the edges of its knowledge, the system is ill prepared to respond; it
cannot make sense of the inconceivable.
Existing programs tend to focus on what is judged a priori to be "controllable’,”
which means that information needed for improvisation, reframing, or
repunctuation is not available. The observer is trapped into the conclusions
coerced by the technology and has neither the time nor the data to question or
override what appears to be a compelling synthesis. 37
Measures embedded in technologies can run afoul of both aspects of brittleness. These
measures can reflect earlier assumptions and preoccupations and can become stale as
experiences modify those original assumptions. Secondly, these measures are based on

a set of bounded constraints that were considered valid at one point in time. The use of

those measures can be extended into areas outside those original boundaries. But,

3 Diana Forsythe "Engineering Knowledge: The Construction of Knowledge in Artificial Intelligence,”
Social Studies of Science, Vol. 23 (1993) page 466. Lucy Suchman also is concerned with situated
knowledge, and the machine's insensitivity to the particular. Lucy Suchman, Plans and Situated Actions:
The Problem of Human-Machine Communication (Palo Alto: Xerox Corporation, 1985).

37 Karl E Weick, Sensemaking in Organizations (Thousand Oaks, Calif: Sage Publications, 1995), page
178. Similarly, Steve Woolgar has pointed out that the "successful” expert systems defines its own failure
because "real expertise” is whatever the expert system cannot do. Steve Woolgar, "Reconstructing Man
and Machine: A Note on Sociological Critiques of Cognitivism,” in The Social Construction of
Technological Systems: New Directions in the Sociology and History of Technology, edited by Wiebe
Bijker, Thomas Hughes, and Trevor Pinch (Cambridge: MIT Press, 1989), page 319.
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unfortunately, often there is no signal that the measure is being used outside of its

original frame of reference.

A final aspect of how technologies can be used to reinforce certain behaviors links back
to the earlier discussion of informal socialization. In the process of learning "how we
really do it around here,"” newcomers receive artifacts that contain implicit messages
about what a member of the group is supposed to do. These technologies and processes

are passed on to the newcomer as "sacred” and "sensible."

They are "sacred” in the lexicon of Mary Douglas. She has demonstrated that by
defining what is pure and what is polluted, what is sacred and what is mutable, a group
imposes order on its experience.3® At D&D certain texts were sacred. Housed and
delivered within certain technologies, the texts were removed from the mutable world
of casual commentary. Portrayed as the distillation of past learnings, these inherited an

additional aura of permanence and sanctity from their technological wrappings.

They are "sensible” in the lexicon of Karl Weick. He describes "sensemaking" as the
activity whereby an individual or group of individuals makes retrospective sense of
situations and then uses that interpretation to shape organizations and behaviors going

forward. This interpretation is then shared with newcomers so that the group has a

Chapter Two: Theory 1 February 2000 Page 81



common understanding. Sensemaking goes on all the time; it is a mechanism for
creating organizational memory. Weick points out that the socialization process, which
by definition includes sensemaking, helps to create interchangeable people.

What is unique about organizational sensemaking is the ongoing pressure to
develop generic subjectivity in the interest of premise control and
interchangeability of people... Pressures to move toward generic sensemaking
are strong in organizations because of the need for swift socialization, control
over dispersed resources, legitimacy in the eyes of stakeholders, measurable
outcomes, and accountability. Generic subjectivity creates controlling structures
in which people can substitute for one another. These structures also reassure
people that if they do not look too closely, the world makes sense and things are
under control. Whether theorists choose to interpre: £iis scenario as evidence of
organizational culture, institutional control, or the exercise of power and politics,
at the core lie processes of sensemaking.3?

This consistent understanding of what is important to the organization exaggerates
consensus but can be useful when things continue the way they have always gone. It
allows the organization to have a steady influx of people who can repeat what the
organization already "knows."¥ However, it can become a crippling crutch when

things change. The environment within which D&D found itself was one of change. I

will look at some "sensible,” "sacred” texts that became hindrances to change.

3 Mary Douglas, Purity and Danger: An Analysis of the Concepts of Pollution and Taboo (London:

Routledge, 1966).
39 Karl E Weick, Sensemaking in Organizations (Thousand Oaks, California: Sage Publications, 1995),
page 170.

40 Rosabeth Moss Kanter, The Change Masters: Innovation for Productivity in the American Corporation

(New York: Simon and Schuster, 1983), page 31 on segmentalism.
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In Chapter Six I will look at a few technologies at D&D that influenced behavior. These
particular technologies were developed to answer certain questions and provide a
certain level of flexibility within a particular context. Over time, not only did the
context change but the negotiated answers to those questions changed and even those
questions were no longer seen as relevant. In addition, as "success" began to be defined
in different ways, the technologies that only had windows into old parameters were no

longer providing the key information needed for analysis.

While the other levers for control, culture and physical environment, provided the D&D
leadership team some measures of success, this one did not. Their use of technology to

manipulate behaviors ran afoul of unintended consequences and rapidly changing

contexts.

The Biological Metaphor

At a macro level, there is at least one area of control that D&D has not leveraged.
Many of the same writers who have been mentioned in the above sections on culture,
physical environment and technology, have also recommended that organizations that

want to be successful in the current economic environment create structural supports
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for flexibility. Although D&D implemented a variety of controls, this is not one that

they utilized with the same intensity.4!

Both Rosabeth Moss Kanter and Peter Drucker recommend using organizational
structures to support flexibility. The purpose of these entities is to enable the
organization to figure out "what it does not yet know - for encouraging entrepreneurs
and engaging the grass roots as well as the elite in the mastery of innovation and
change."? These are often mechanisms that recognize and reward individuals who
identify opportunities for change and implement them. These mechanisms
methodically promote flexibility, with goals such as
e organized abandonment (where, for example, a certain percentage of current
products or processes are discontinued even though they still appear viable)
e organized improvement (where, for example, the company has processes to
incent and track incremental change)
o the exploitation of success (where opportunities get first priority for staffing

and resources).43

41 D&D did take a brief, limited foray into creating a structural support for innovation. For one year in
the 1994,1995 time frame, senior individuals were incented to implement process improvement in the
company. This experiment was not repeated. Nor were other mechanisms tried.

42 Rosabeth Moss Kanter, The Change Masters: Innovation for Productivity in the American Corporation

(New York: Simon and Schuster, 1983), page 205.
43 Peter F. Drucker, Management Challenges for the 215t Century (New York: HarperCollins, 1999), pages
73ff.
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There are numerous examples of this type of structural support to promote flexibility.
Collins and Porras showcase ZM as a "mutation machine,” a company that instituted
many mechanisms to stimulate change. For example,#

The 3M Mechanisms for Flexibility

What Why
15 percent rule — technical people are | To stimulate unplanned
encouraged to spend up to 15 percent | experimentation and variation that
of their time on projects of their own might turn into successful, albeit

choosing and initiative unexpected, innovations
25 percent rule — each division is To stimulate continuous new product
expected to generate 25 percent of development

annual sales from products/services
introduced within the past 5 years
Own business opportunities - 3Mers | To stimulate internal entrepreneurship
who successfully champion a new
product then get the opportunity to
run it as their own product,
department or division

High impact projects — each division To speed project development and
selects one to three priority products to | market introduction cycles, which
get to market within a short, specified | thereby increase evolutionary

time frame "variation and selection” cycles

Small autonomous divisions — 42 To stimulate individual initiative by
product divisions in 1990, each with promoting a "small company within a
average annual sales of $200 million; big company” feel.

plants with a median size of 115 people

These are just a few of the possible mechanisms to support experimentation. Other
firms, such as Hewlett Packard, Texas Instruments and General Electric have
implemented other structures. The point is not the particular mechanism but the

decision to control for flexibility through a set of organizational structures. Those

4 Table created from information in James C. Collins and Jerry I. Porras, Built to Last: Successful Habits of
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structures are the petri dishes that allow companies to nurture many messy

experiments in their infancies.

This kind of structure fits nicely with the biological metaphor of opportunistic mutation
that some writers?> have used to frame their recommendations for organizational
structures that support flexibility and adaptability. This biological metaphor paints a
capricious scenario. In this framework, adaptation cannot be planned, it has no preset
schedule, there are no checklists that indicate which components will be necessary. The
corporations that want to be flexible need to nurture many small experiments, so that
there will be at least one that can thrive under whatever new circumstances present
themselves. Corporations that plan for the future by focusing their resources on a

narrow course aze not embodying this mocdiel of opportunistic evolution.

Stan Davis and Christopher Meyer recommenc a biological configuration that strives

for inefficient variety.

[Ildeas about adaptive systems currently being developed in the world of science
can be applied to organizations. Take variety, for example: It's worth paying a
price in efficiency for the diversity of thought that breeds innovation. Also,

Visionary Companies (New York: HarperCollins Publishers, 1994), pages 156-158.

45 Emily Martin, writing about the concept of flexibility, catalogued many examples of the biological
metaphor, including works by Rosabeth Moss Kanter, Peter Senge, and Tom Peters. Martin identifies a
biological theme in organizational research: "...authors are advocating that American corporations must
become like biological systems that successfully survive in nature.” Emily Martin, Flexible Bodies: The
Role of Immunity in American Culture for the Days of Polio to the Age of AIDS (Boston: Beacon Press,
1994), page 208.
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making boundrries permeable makes it possible for new ideas to emerge and an
organization is most robust if it's unstable, at "the edge of chaos."6
Structures that support inefficient variety enable the organization to take advantage of
the moment. Because of the contingent nature of experience, Daniel G. Bates and Fred
Plog emphasize the need for mechanisms that are tuned to the available rescurces and
that can leverage whatever happens to be at hand:

Happenstance rather than planning or strategizing, serendipity rather than
adaptation, all play critical parts in shaping the present...

Adaptation is always opportunistic because organisms, ourselves included, use
whatever resources are available to them at a particular time ...
These are not comfortable notions for organizations looking to control outcomes.
Control and order become questionable goals. Karl Weick joins the chorus of theorists
concerned that internal structures that create more order than less actually hinder the
long term success of the organization.
The more one delves into the subtleties of organizations, the more one begins to
question what order means and the more convinced one becomes that prevailing

preconceptions of order (that which is efficient, planned, predictable, and
survives) are suspect as criteria for evolution.*8

% Stan Davis aznid Christopher Meyer, BLUR: The Speed of Change in the Connected Economy (New
York: Wainer Books, 1998), page 116, italics in original.
47 Daniel G. Bates and Fred Plog, Human Adaptive Strategies (New York: McGraw-Hill, 1991), pages 15

and 16.
48 Karl Weick, The Social Psychology of Organizing (2~ edition: New York: McGraw-Hill, Inc., 1979),
page 120.
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Peters and Waterman also shun orderliness. They found that companies that tried for
too much consistency lost their ability to adapt. They recommend maintaining many
small "messy experiments.” They discovered that top companies
... experiment more, encourage more tries, and permit small failures; they keep
things small; they interact with customers...more...they encourage internal
competition and allow resultant duplication and overlap; and they maintain a

rich information environment, heavily laden with information, which spurs
diffusion of ideas that work...

Indeed, we believe that the truly adaptive organization evolves in a very
Darwinian way. The company is trying lots of things, experimenting, making
the right sorts of mistakes; that is to say, it is fostering its own mutations.4°
The biological metaphor of opportunistic mutation is a proponent of messiness and
inefficient variety. One of the advantages of the opportunistic biological metaphor is
that its turbulent and messy process mirrors the turbulence, mentioned in Chapter One,
of the current economy and the job market. Stefan Helmreich examines how
evolutionary theory resonates with the new economics. He finds that the new
...economic agents always act with imperfect knowledge, that their actions affect
economic outcomes, and that economies are rarely in equilibrium. The focus is
on how agents act "adaptively” in a world structured by contingency and
subjective judgement.>

Helmreich cites Blake LeBaron, who also equates the new economics with evolution:

Rather than reaching equilibrium, this economy is seen as being in a continuocus
dynamical struggle of adaptation and evolution. New goods are created which

4#Thomas J Peters and Robert H. Waterman, Jr., In Search of Excellence: Lessons from America's Best-Run
Companies (New York: Warner Books, 1982), pages 110-111, 114.

5 Stefan Helmreich, Silicon Second Nature: Culturing Artificial Life in a Digital World (Berkeley:
University of California Press, 1998), page 173.
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change the entire economic landscape for existing production processes.
Financial markets struggle toward efficiency as price patterns, eliminated by
adjusting strategies, are replaced by new paiterns.5!
LeBaron sketches the challenge of this environment as one where no factor can be "held
constant,” a favorite stipulation of economists in earlier ages. He illustrates the dynamic
chaos, where attempts to achieve efficiency that are based on today's market condition

are necessarily doomed to failure, because today's market conditions are immediately

obsolete.

These theorists suggest that using the biological metaphor helps companies be
successful in this turbulent environment. With it, companies have a model that
embraces ambiguity and lack of orderliness without ascribing to it any negative
connotation. Freed from any debilitating bias that suggests that ambiguity is
intolerable, firms are better able to identify opperiimities to leverage messiness and to

increase their tolerance for amorphous boundaries and lack of orderliness.

I am concerned, however, that this opportunistic biological metaphor and the
mechanisms that make sense within ii3 context, may not be adequate for the current

environment. Biological evolution, based on opportunistic mutation, is a time

51 Blake LeBaron, "The SFI Approach,” in Emergent Structures: A Newsletter of the Economics Research
Program at the Santa Fe Institute (Santa Fe, New Mexico: Sarta Fe Institute, 1993), I - 2, cited by Stefan

Helmreich, Silicon Second Nature: Culturing Artificial Life in a Digital World (Berkeley: University of
California Press, 1998), page 173.
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consuming and local process. That biological model is not fast enough nor global
enough for the Internet economy. Davis and Meyer describe the blur of the Internet

economy:

An "economy" is the way people use resources to fulfill their desires. The
specific ways they do this have changed several times through history, and are
shifting yet again — this time driven by three forces — Connectivity, Speed, and
the growth of Intangible value...
[W]e are experiencing it as a BLUR. The BLUR of connectivity, as players
become so intimately connected that the boundaries between them are fuzzy; the
BLUR of speed, as business changes so fast it's hard to get your situation in focus;
and the BLUR of intangible value, as the future arrives at such a pace that
physical capital becomes more liability than asset.>?
In this Internet context, the biological metaphor that relies on opportunistic evolution
might not provide the best guidance. The need to champion messiness and
experimentation still seems relevant. However, the speed of evolution would need to

be increased dramatically. The biological metaphor that is more appropriate is genetic

manipulation, where strands of DNA are modified to create something novel.

The image of genetic manipulation comes from the discussions of recombinant DNA, "a
technique whereby a fragment of DNA could be snipped out of one genome and spliced
into - recombined with — another."? This process transforms the entity, allowing the

impatient observer an immediate result, especially when compared to the duration of

52 Stan Davis and Christopher Meyer, BLUR: The Speed of Change in the Connected Economy (New
York: Warner Books, 1998), page 2.
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evolutionary change. As Evelyn Fox Keller noted, "in the vision inspired by the
successes of molecular biology, 'nature’ became newly malleable, perhaps infinitely
s0...">* She continues this thought, citing Robert Sinsheimer, who contrasts the power
of this invasive genetic control against the slower process of cultural control:
The old dreams of the cultural perfection of man were always sharply
constrained by his inherent, inherited imperfections and limitations... To foster
his better traits and to curb his worse by cultural means alone has always been,
while clearly not impossible, in many instances most difficult... We now glimpse
another route -- the chance to ease the internal strains and heal the internal flaws
directly, to carry on and consciously perfect far beyond our present vision this
remarkable product of two billion years of evolution.>>
The ideology of biological determinism that is embedded in this quote has its critics,
such as R.C. Lewontin. He recommends a more balanced perspective, recognizing that
some of the rhetoric around the human genome project glosses over ethical issues
involving unintended consequences for the generations downstream of the altered

parent as well as the potential for conflict of interest between the scientists' research

agendas and their opportunities for personal financial profit.5

53 Daniel J. Kevles, "Out of Eugenics: The Historical Politics of the Human Genome," in The Code of
Codes: Scientific and Social Issues in the Human Genome Project, edited by Daniel J. Kevles and Leroy
Hood (Cambridge: Harvard University Press, 1992), page 19.

54 Evelyn Fox Keller, "Nature, Nurture, and the Human Genome Project”, in The Code of Codes: Scientific
" and Social Issues in the Human Genome Project, edited by Daniel J. Kevles and Leroy Hood (Cambridge:
Harvard University Press, 1992), page 289.

55 Robert Sinsheimer, "The Prospect of Designed Genetic Change,” Engineering and Science, 32 (1969),

pages 8-13; reprinted in Ethics, Reproduction and Genetic Control, edited by Ruth Chadwick (London:
Croom Helm, 1987), page 145; cited by Evelyn Fox Keller, "Nature, Nurture, and the Human Genome

Project”, in The Code of Codes: Scientific and Social Issues in the Human Genome Project, edited by

Daniel J. Kevles and Leroy Hood (Cambridge: Harvard University Press, 1992), pages 289-290.
% Richard C. Lewontin, Biology as Ideology: The Doctrine of DNA (New York: HarperCollins Publishers,
1991).
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Nevertheless, this biological metaphor is a powerful one and the transition from a
passive evolutionary model to an active manipulative model provides an exemplar of
control in the midst of a turbulent environment. Citing Francois Dagognet, Paul

Rabinow examines the promise and the challenge of a model that allows for human
manipulation:

Dagognet argues that nature has not been natural, in the sense of pure and
untouched by human works, for millennia. More provocatively, he asserts that
nature's malleability demonstrates an "invitation" to the artificial. Nature is a
blind bricoleur, an elementary logic of combinations, yielding an infinity of
potential differences. These differences are not prefigured by final causes, and
there is no latent perfection -seeking homeostasis. If the work "nature” is to
retain a meaning, it must signify an uninhibited polyphenomenality of display.
Once understood in this way, the only natural thing for man to do would be to
facilitate, encourage and accelerate its unfurling -- thematic variation, not rigor
mortis. Dagognet challenges us in a consummately modern fashion: "Either one
adopts a sort of veneration before the immensity of 'that which is’ or one accepts
the possibility of manipulation.” The term manipulation carries with it the
appropriate ambiguities implying both an urge to dominate and discipline as
well as an imperative to improve on the organic.">

In this dissertation I will use the biological metaphor of genetic manipulation to capture
the essence of the types of controls utilized by the leaders of D&D. Theirs was not a
time-consurning experimental laboratory where a variety of opportunities were

nurtured in the expectation that a few would survive into the next competitive era.

Instead, Matt Barr and Roger Brooks crafted their company carefully by splicing in key

57 Paul Rabinow, "Artificiality and Enlightenment: From Sociobiology to Biosociality,” in Incorporations
edited by Jonathan Crary and Santord Kwinter (New York: Zone Books, 1992), pages 249-250. Fran¢ois
Dagognet, La Maitrise du vivant (Paris: Hachette, 1988), page 12.
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DNA strands. Even when the environment changed, they continued to use this

technique as a way to shape D&D.

Summary

In this chapter I have reviewed the theoretical concepts that underlie this dissertation.
The three specific areas of conirol used at D&D, culture, physical environment, and
technology, are topics covered i the relevant literature. However, that literature
suggests that attempts to implement these controls will not meet with universal
acceptance. In the following chapters I will take each control in turn and describe how
successfully, or not, it was implemented and whether or not that control contributed to
the overall flexibility of the organization. Throughout this dissertation, the style oi
control exercised by the D&D leadership resonates with the metaphor of genetic

manipulation, not with one of opportunistic evolution.

Chapter Two: Theory 1 February 2000 Page 93



Chapter Two: Theory 1 February 2000 Page 94



Chapter Three:
Formal Socialization: The Manipulation of Value
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Chapter Three:

Formal Socialization: The Manipulation of Value

This chapter examines how senior management attempted to shape the culture of D&D
through a formal socialization process. The founders, as well as the senior managers,
had read many books that explained that a strong culture was a key ingredient for a
successful company.! Thev wanted to do everything they could to ensure that D&D
would be successful. However, culture is a tricky thing to mandate. The people of the
organization are the ones who embody the culture. Their collective choices may result
in a culture different from the one that the founders and other leaders had envisioned.
Additionally, the behaviors that people enact may appear to follow a particular set of
values but may be based in very different motivations. Or, as the quote that follows
indicates, claiming one set of values still allows each individual a great deal of latitude
around what activities become prioritized:
I could probably go through a litany of things that have changed [in my 2+ years
at D&D]. ButI think if you simplistically go back to core values —I think those
are just as fundamental today as they were before. They’ve evolved. And I think
that’s positive as well. It doesn’t mean that who you are as a company changes.
And, again, I use an analogy for that as well, which is “I'm still the same person
with the same ethics and same values as I was when I was probably fifteen — but

my priorities and what I pay attention to now, with a family, versus fifteen when
I was in high school and having a great time, is very different.” I think that also

1 For example: John P. Kotter and James L. Heskett, Corporate Culture and Performance (New York: The
Free Press, 1992); Peter M. Senge, The Fifth Discipline: The Art and Practice of the Learning Organization

(New York: Doubleday, 1990); James C. Collins and Jerry I. Porras, Built to Last: Successful Habits of
Visionary Companies (New York: HarperCollins Publishers, 1994).
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parallels with the growth of a company. So, who you are stays the same, but
what you pay attention to and what your priorities are change.?

In order to examine culture as a tool at D&D, I will describe howl the leadership team
explicitly tried to manipulate the culture of the company through the creation and
dissemination of a set of core values. I will then look at both formal and informal
methods of socialization. The formal method examined in this chapter is the new hire
initiation program. Chapter Four focuses on a few of the informal methods of
socialization: styles of dress, styles of communication, expectations around meritocracy

and styles of decision-making.

Articulating the Core Values

The notion of culture itself is key to this discussion. Susan Wright has captured well the
situation of "culture” in the organizations of the 1990’s. "Culture has turned from being
something an organization is into something an organization h4s, and from being a
process embedded in context to an objectified tool of management control.”® This
transition of culture in the business world from invisible to visible was, in part, driven
by books that gained prominence in the popular press. In the 1980’s and early 1990’s,

some business writers defined the components of successful companies. One commen

2 Interview with Ben Frankel, August 1998.
3 Susan Wright, ""Culture’ in Anthropology and Organizational Studies," in Anthropology of

Organizations, edited by Susan Wright (London: Routledge, 1994), page 4, italics in original.
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theme was that successful companies have a clear set of shared values; these values

permeate the atmosphere of the firm; they are used on a daily basis as guiding precepts

for all decisions.# For example, in the bestseller In Search of Excellence, Tom Peters and
Robert Waterman outlined eight basic principles that they had found shared by
excellent corporations (measured by level of innovation and sustained financial
performance). One of those principles was entitled "Hands-On, Value-Driven."
We call the fifth attribute of the excellent companies, "hands-on, value-driven."
We are struck by the explicit attention they pay to values, and by the way in
which their leaders have created exciting environments through personal
attention, persistence, and direct intervention — far down the line....
Every excellent company we studied is clear on what it stands for, and takes the
process of value shaping seriously. In fact, we wonder whether it is possible to

be an excellent company without clarity on values and without having the right
sort of values....

Clarifying the value system and breathing life into it are the greatest
contributions a leader can make. Moreover, that's what the top people in the
excellent companies seem to worry about most.>

D&D was a company of its age; the people there read these books, actively searching

the environment for ideas that would help the company be truly great. Therefore it was

really no surprise when D&D decided to clarify its value system.

4 For example: John P. Kotter and James L. Heskett, Corporate Culture and Performance (New York: The
Free Press, 1992); Thomas J. Peters and Robert H. Waterman, Jr., In Search of Excellence: Lessons for
America’s Best-Run Companies (New York: Warner Books, 1982); Peter M. Senge, The Fifth Discipline:
The Art and Practice of the Learning Organization (New York: Doubleday, 1990); James C. Collins and
Jerry 1. Porras, Built to Last: Successful Habits of Visionary Companies (New York: HarperCollins
Publishers, 1994).

5 Thomas J. Peters and Robert H. Waterman, Jr., In Search of Excellence: Lessons for America's Best-Run

Companies (New York: Warner Books, 1982), pages 279, 280, 291.
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Early in 1995, with just over 100 people in the firm and a clear track record of successful
client engagements, D&D was poised for rapid growth, planning to add 20 people a
month. The senior team was concerned by the magnitude of the challenge of
assimilating that many people. There was a perception that, if teams were formed with
one or two "old-timers" and all the rest were new hires, what was uniquely D&D would
be diluted by too much outside influence. Matt asked the senior team to define the
D&D culture. He believed that, if the culture was defined explicitly, new hires could be
taught the components of the culture (values and appropriate behaviors) and would
thereby have a smoother transition into the company and the culture would be
maintained. He also believed that the D&D senior team would be more likely to use

culture as a leadership tool if it were defined explicitly because it would seem "real and

not something soft."

Matt had a very specific model of the relationships among culture, values and

behaviors:

¢ Interview with Matt Barr, January 2000.
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The Model where Success Reinforces the Existing Culture

Behavior

s e e

Success

For Matt, "cultures arise when a group of people experience success, and they associate
their success to the values and behaviors they practice. These values and behaviors are
then repeated, to gain repeated success.”” In this model, there was a clear feedback
loop: the experience of success caused people to repeat the behaviors that led to that
success. There was a loose mapping, although not a one-to-one correspondence,
between behaviors and values. Therefore, the feedback loop reinforced the vaiue
system as well as the set of behaviors. The model assumed that values were consistent,

they changed very slowly, if at all. Conversely, behaviors were seen as fluid, they

7 February 1995 staff meeting presentation by Matt Barr.
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could change, indeed they should change frequently as circumstances warrant. At any

given time, behaviors were understood as the current outward manifestations of values.

In Matt’s framework, which he attributed to John Kotter's book, Corporate Culture and

Performance,® successful behaviors (those that produce a desired result and are

rewarded) reinforced the culture.?

In order for the senior team to define the D&D culture, Matt felt they needed to
articulate the current values and behaviors. Both he and the team saw this as a
descriptive exercise: think about who we are and what we do that makes us D&D and
write it down. The senior team went offsite for a strategic planning meeting; the

articulation of the D&D culture was a key section of that meeting.10

The list of values and behaviors that follows was the result of the offsite meeting; the
team divided the list into three sections. The first section included the values and

behaviors that the senior team felt were shared across the company. The second section

8 John Kotter and James Heskett, Corporate Culture and Performance (New York: The Free Press, 1992).
9 As mentioned in Chapter Two, this framework has fallen into disfavor for some current social scientists.

In this chapter I will use the theoretical critique of this framework to highlight some of the contradictory
and ambiguous experience encountered by D&D employees. The critique points out that the framework
ignores or overlooks

e issues of power;

e conflicting interpretations of the espoused values;

e the individual's ability to demonstrate certain behaviors without holding the values;

e the gap between the espoused value and the on-the-ground experience.

10T was one of the fourteen people at that offsite; the group was made up of almost all the senior people at
the company at that time. As I write this in June of 1999, those fourteen people are still with D&D and,
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included the values and behaviors that were perceived as being held by the "old-
timers,"” but were not seen as consistently shared or demonstrated by new hires. The
third section included the values and behaviors that were not believed to be part of the
existing culture but were deemed important for D&D as a whole to embrace.
(Therefore the third section was prescriptive, not desciiptive.)

Shared Values and Behaviors

Values Correspending Behaviors

Focus on value to the client
Business focus

Professionalism (white shirts)
Intolerance of failure
Responsiveness

Consistency to people
Consistency to principles

Do what you say

Credibility

Exercise judgement

Get it done

Do what you say

Scope management!!

Set expectations

Do it now

Stand up meetings!2

Innovation

Willingness to make mistakes
Embrace risk :
Throw people in at the deep end

Client Focus

Integrity

Delivery

Time Criticality

Pioneers

® © o >0 9|0 e e o

with the exception of the two of us on leaves of absence, all hold key positions in the company.

11 During a project it was not unusual for the client to request additions to the original agreement. Most
D&D projects were fixed time/fixed price. Scope management refers to the process that kept the size of
the project controlled so that the team could deliver within the agreed upon time and budget.

12 Project teams had daily status meetings. During these meetings everyone stood. Earl Vickers instituted
this practice in order to keep meetings focused and limit the amount of extraneous chit chat.
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Team Work e Do what you say
* Recognize achievement
e Trust
e Shared offices
Ownership ¢ Stepping up
¢ Explicit communication and closure
e Taking responsibility
Commitment e Do what you say

"Old-timer” Ve.lues and Behaviors

Values Corresponding Behaviors
Openness e Open door

e Brutal honesty

e Feedback

e Ask for what you want

Active listening

Communicate your understanding
No "know it all"

Facilitate, don't pontificate

Listening

Have fun

Tool with stylel?

Communicate vision

Cheerleader

Redefine the game

Never whine

Create the environment where people
are excited about what they are doing

Sense of Humor

Leadership

13 A tool was a practical joke. Tooling with style referred to a joke that didn't hurt anyone, involved as
many people as possible (including clients) and was of long duration.
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Desired Values and Behaviors

Values Corresponding Behaviors

Recognition e Be explicit about what is good behavior
e Recognition at all levels

Well-balanced Life » Getit done and go home

e Continuous learning

The process of creating a list attributed a misleading level of reality to the "values.”
Values are better understood as intellectual fictions that help explain behaviors that can
be observed. However, once listed, the D&D values themselves became tangible,

existing independently of the behaviors from which they had been derived.

Reading through the list, it is clear that at many points it is self-contradictory. For
example, pairing "Intolerance of failure” with "Willingness to make mistakes"” creates a
mixed message. It is difficult to imagine an environment where failure is not tolerated
as being one where people would take the risk of making a mistake. In theory, these
were explained as complementary: each individual was expected to deliver to very high

standards but if someone made a mistake they would not be punished for it; they were

expected to learn from it.

This theory did prove true in practice a number of times. One example is a project

where the client was focused on the security of the system that D&D was building. The
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agreed-upon standards were drilled into the project team so there would be no room for
error. Nevertheless, in the middle of a presentation to the client, the project manager
inadvertently demonstrated that the internal security procedures were not in line with
what the client had demanded. The client stopped the presentation on the spot and
angrily threatened to remove all its business from D&D. The project manager offered
his resignation but his manager refused it, pointing out that this very valuable lesson

would be lost to the firm if he left; the manager continued to give the project manager

positions of responsibility.

There were other times when the theory and the practice were at odds with each other.
"Intolerance of failure" became the primary message, creating a fear of failure, not a
"Willingness to make mistakes.” This fear had its genesis in some examples where
people felt they took the blame for a failure. Wally Church, a project manager, explained
how it felt when he was unable to deliver what the client wanted:

I felt this sense of failure that I had never had before. That I had never
experienced before. And felt not only the sense of failure, but also the sense of
being by myself in my failure. That I had become the scapegoat with the client
and even in the eyes of the company. To some extent, I didn’t have what it takes.
The client is always right. And "You were wrong Wally." And "You didn’t do
this." And I felt it was because I was trying to defend a process that I didn’t have
all the requisite skills and understanding of. To be able to with conviction and
example be able to demonstrate to the client. And that bothered me. It shook me
for a very long time. Is this the right place? This trial by fire kind of learning
experience. Is this what I want? Is this going to be right for me. And I wasn’t
convinced.
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And I remember the way that I got through it... I drew on my [other
experiences] so that no matter what happened, I knew that I was successful, no
one could take that away. That I am good at what I do. And this experience
does not shake 11 years in the industry and 32 in my whole life of being good at
whatIdo. And I pulled through that. But it’s still uncomfortable in the sense
that I want to be in an environment that is going to nurture people in success and
in failure. Now it’s part of what I want to do in making that nurturing be real

here 1 '
Some of the senior staff admitted that they contributed to a contradictory atmosphere.
At the same time that they would explicitly commend risk taking, they would lash out
at someone who had fallen short of expectations. Peter Tyler, the CFO, saw this as a
dangerous trait, one that needed to be corrected:
I guess the fear of failure is a big [issue]... I think there’s a lot of things that we
can do about that, I think we talk of not getting attacked when you fail, listening
to different points of view, of saying, okay, this is an intelligent person, I may not
ultimately agree with them, but there’s something that’s driving them to think
that way, so let me pursue that a little bit more in dialogue with them to help
understand where they’re coming from. [One manager] may be on the extreme

case of the culture and the people who show those characteristics, but I think to a
certain degree a lot of us show that at a level, and I think we need to change

that.15
Another example where this list of values and behaviors was self-contradictory was the
attempt to achieve Client Focused Delivery and a Well-balanced Life. Again, the theory
was clear: do just what you have to do to deliver a timely, quality project for the client
and then go home. People were enjoined to think through their activities and not do

any extraneous tasks. However, in practice, the drive to deliver for the client meant

14 Interview with Wally Church, October 1995.
15 Interview with Peter Tyler, October 1998.
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weeks upon weeks of long, intense hours. While there were less intense periods where
people could re-establish their outside friendships and activities, there were few outside

activities that people were able to maintain with such an on/off mode of interaction.

The definition of what constituted a Well-balanced Life varied from person to person.
For some it meant having time with their families; for others it meant being able to
leave when their work was done and not feeling that they had to stay to put in "face
time;" for others it meant having the time for outside activities: courses, team sports,
church, volunteering; for others it meant being able to spend some time at their desk
just thinking (with no "real” output visible); and, for the majority, the current
arrangement was just fine, although some pointed out that when they got married or

had children they would no longer be able to sustain their current work style.1¢

One employee pointed out that it was the responsibility of the individual to craft his or

her own balance, not the responsibility of the firm.

I think for the most part we each conirol and set our own work/life balance.
Premise - not everyone can have everything they want. Given that, we each
choose where to spend our time to meet our own personal goals: work/ carees,
family/friends, recreation etc. Because we are each talented in different ways,
some will be able to accomplish more based on their desired balance and lifestyle
choices (a single person has more time to spend at work to get ahead because
he/she doesn't have a family). This isn't right or wrong, it's just a fact.

16 In June of 1995 about half the company answered a survey concerning Well-balanced Life. Over half
(57%) were comfortable with the current state of affairs, with perhaps a few suggestions for
improvement. Only 10% felt that they could not sustain their current pattern. The remaining 33% felt
they were "paying the price,” but wanted to improve the situation, not give up on it.

Chapter Three: Formal Socialization 1 February 2000 Page 108



What this is leading up to is that in order to stay a healthy business concern,
which is to all our benefit, D&D needs to do whatever is necessary to stay
competitive. This may mean that some people have an "advantage” that others
don't. In my opinion, that's life, get used to it. It's not D&D's job to make sure
that people balance their lives, it is D&D's responsibility to make sure they are

not putting unnecessary restraints on people.l”
The contradictions and conflicting interpretations among the values became visible over
time. However, when the list was first created, there was a sense of excitement and
accomplishment. The senior team felt they had described the D&D values —- and
therefore its culture — very well. They acknowledged that this list of values needed to
be validated by the company as a whole but did not perceive that these might give
mixed messages. As the examples above demonstrate, each potentially contradictory
pair could also be interpreted without contradiction - which was what the senior team
tended to do. At the next monthly staff meeting, Matt presented this list, as well as his

model of the relationship among culture, values and behavior, for discussion.

The choice of the D&D leadership to distill the culture of the firm into a list of values
was an effective way for them to focus the company on a few factors. However, in the
process they were able to block from offizial discourse any discord or paradox that was
apparent to those working within the culture on a daily basis. The list made certain
behaviors invisible, the behaviors that did not relate to one of the values. The explicit

message was that D&D cared about its culture and thought a healthy culture was a key

17 Statement by Marcia Barrymore, June 1995.
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factor in its success. The implicit message was that some aspects of the experience of
working at D&D were not open for discussion. As described by Benson Snyder in his

Hidden Curriculum, when the explicit messages of an organization are contradicted by

the implicit messages, the people can become frustrated and disillusioned.8

The presentation of the values at the staff meeting was followed by three other
socialization activities: a group effort to flesh out the description of those values and
behaviors;!? the creation of a one-week initiation process for new hires that focused on
those values and behaviors; and a launch of management training and leadership

development efforts that would incorporate those values and behaviors as part of the

core materiai.

The D&D Initiation Week

Of these three activities, it was the initiation week that made the most significant
difference. Created and run by an ex-school teacher, Vivian Dewey, the initiation week

used exercises, role-plays and discussions led by different "old-timers" to immerse the

18 "Each student figures out what is actually expected as opposed to what is formally required... What is
critical is not the presence of formal rules and informal responses but rather the kinds of dissonance that
are created by the distance between the two.” Benson Snyder, The Hidden Curriculum (New York:
Knopf, 1971), page 9.

19 By summer 1995 the core values were distilled to a shorter list: Client-focused Delivery, Openness,
Pioneering, and Growth. Periodically Matt and Roger would drive a change to the list:

e  Summer 1996, Relationships was added as a core value

e January 1998, Leadership replaced Pioneering
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new hires in the D&D values and culture. Once it was put in place, almost every new
hire went through this session. While there were some modifications, most of the key

ingredients remained the same from March 1995 to June 1999, when a new version was

introduced.

One measure of the impact of the initiation week was the willingness of office leaders to
absorb the expense of this training for new hires. When it was first offered, the heads of
two new offices, Earl Vickers and Mahesh Patel, said that they would not be sending
anyone to the sessions. They believed that in small offices (with 20 to 30 people), the
acculturation of new hires would happen rapidly merely by their proximity to the
existing staff. In addition, they felt that their own offices would develop slightly unique
cultures and, therefore, it would be inappropriate to train new hires in the culture of the
first office. A month or so after the initiation sessions had begun, because of staffing
needs, both of the new offices had people transfer in who had gone through the
sessions. The project managers whose teams these "initiated" new hires joined,
commented on the marked difference between a new hire who had gone through the
session and one who had not. The new hires who had gone through the initiation week
moved more smoothly into the team, worked more appropriately with clients with less
coaching, and generally approached their work with a more risk embracing attitude

than those who had not gone through the initiation week. Shortly thereafter, both Earl

e June 1999, Creativity was added as a core value and Growth became Personal Growth.
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and Mahesh told Vivian that all of their new hires would spend their first week in her

initiation session.

With the senior people recognizing the value of the initiation session, it became unusual
for anyone to join the company and not go through that week. Because of D&D's rapid
growth, the majority of people in the company went through the initiation session. The
week it was rolled out, 15 new hires went through the session, less than 1/8 of the
company. Four years later, with closer to 1,700 people in the company, nearly 4/5 of

the firm had experienced the initiation session.20

Thus the initiation session became the threshold to enter D&D.  This rite of passage
was structured with the three stages that Van Gennep defined: separation, limen,

aggrega’c'ion.21 The new hire made a transition from being outside the company to being

inside the company. As Mary Douglas said:

[Van Gennep] saw society as a house with rooms and corridors in which passage
from one to another is dangerous. Danger lies in transitional states, simply
because transition is neither one state not the next, it is undefinable. The person
who must pass from one to another is himself in danger and emanates danger to
others. The danger is controlled by ritual which precisely separates him from his
old status, segregates him for a time and then publicly declares his entry to his

new status.??

20 The majority of those who had not gone through the session fell into two sections: the people who were
still with the company who joined before the initiation week was offered and those who had joined the
company through acquisition. Conversation with Joan Archon, June 1999.

2 Amold van Gennep, The Rites of Passage (London: Routledge & Kegan Paul, 1960), first published in

French in 1909.

2 Mary Douglas, Purity and Danger: An Analysis of the Concepts of Pollution and Taboo (London:
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In this context the D&D initiation sessions were the rituals that enabled the new hires to
put their old contexts behind them, to transition to the D&D context with a small group
that was segregated from the existing D&D employees, and then to be publicly
acknowledged as a full member of the group. These sessions were the vehicles to
transmit the key aspects of the D&D culture; the new hires were expected to publicly
embrace those concepts during this period of transition. Obviously, the extent to which
any particular person embraced the concepts or merely assumed them as a facade was
difficult to identify. A facade could mask a certain amount of cynicism towards the

culture and/or the way it was transmitted during this formal socialization process.

One of the unintended consequences of the initiation sessions was the degree to which
that group of people would bond to each other. Unbeknownst to the leaders of D&D
who had spawned this environment, people from the same session would stay in touch,
would have reunions, and even years later would describe someone else in the

company not primarily by their capabilities but as having been part of their session.

Victor Turner, whose book The Ritual Process: Structure and Anti-Structure explored

the social properties of the liminal phase of ritual, notes that during the liminal phase

there is an absence of social structure. Without any imposed social structure, the group

Routledge, 1966), page 96.
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can experience a communion, can see each other as equal individuals; Turner calls this
experience communitas.?? The experience of communitas is exhilarating; it carries a
sense of magical power; it is the direct, immediate, total confrontation of human
identities. Turner contrasts communitas and social structure:

e Social structure is norm-governed, institutionalized and abstract.

e Communitas is spontaneous, immediate, and concrete.

The two are only visible when they are in contrast to each other. Indeed Turner sees
them as two interwoven dimensions of society, where society is "a dialectical process
with successive phases of structure and communitas."?* The initiation session was an
opportunity for a group of strangers to work together to transform themselves into

contributing members of the larger D&D community.

While I had seen the results of the initiation session, I had not known until I did the
research for this thesis how minutely the experience was crafted. This was somewhat
surprising since at an end of year offsite I had been given the ownership of creating the

initiation session, along with a recommendation to enlist Vivian Dewey as the actual

designer and creator of the session.

23 Turner acknowledges that Rousseau's description of the natural goodness of man living in a
propertyless state of absolute equality is a value associated with communitas. Victor Turner, The Ritual
Process: Structure and Anti-Structure (Chicago: Aldine Publishing Co, 1969), page 136.

24 Victor Turner, The Ritual Process: Structure and Anti-Structure (Chicago: Aldine Publishing Co, 1969),

pages 108, 126, 203.
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Vivian had joined the company six months earlier; prior to D&D she had been a school
teacher. Her initial role at D&D was in the support group, one of the lower status jobs
in the company. Nevertheless, I asked her to create and run an initiation session that
would have a huge impact on the company.?> As in the case of Turner's story of
Muchona the Hornet,? it is appropriate to recognize Vivian's marginality: she was
female in a predominantly male firm, she had no business background, her initial role
in the company marked her as someone who was not contributing to the heart of the
business. These were all disadvantages, making it easy for the senior team to have little
respect for the skills she did have. Nevertheless, as Turner showed, her marginality can
also be understood as an advantage for her new position: being herself someone who

was betwixt and between, she could cross the threshold with the new hires, again and

again.

There were a few steps necessary to go from the mandate of the offsite meeting to the

first initiation session. The biggest was getting together a large group of people and

having them all contribute their ideas as to what should be part of an initiation session.

25 While her degree in education was pertinent, Vivian had no formal training background. At the time
that was not a hindrance; many people at D&D were taking on tasks for which they had no previous
training. In addition, a few months prior Vivian had had a conversation with Roger about her education
background; he then had the notion that she might do well in a training role. Roger’s willingness to try
Vivian in this role was a key factor in her being chosen. She had also been working on some less formal
orientation activities with the hiring group.

26 Victor Turner, The Forest of Symbols: Aspects of Ndembu Ritual (Ithaca: Cornell University Press,
1967), pages 131ff.
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Approximately twenty-five people from all areas of the company attended the

afternoon meeting, including Matt and Roger. Vivian remembers the result of that

session:

We came up with two huge white boards filled with stuff. My perception was
that the boards were filled with all the stuff people wanted [new hires] to know.
And they were tired of the hassle of cramming it into people in their first two
weeks. It was a wish list. There was no focus. There were some ideas about
how to do it, but not a ton of ideas. And then Roger ‘s inspirational comment: "I
don't know what it needs to be, but it needs to be great!”

... [Our] values were mentioned as one of the things that would be part of it,
part of the wish list. There was nothing explicit that they were any more
important than anything else on the list.2”

We were going to create a course from that "list of stuff.” This was where Vivian’s
training in education made a difference; she had the tools to make something coherent.
And she was probably the only person at D&D who could appreciate what she hoped to
do: she saw a chance to create a learning environment where what was learned and
how it was learned were reflections of each other. Vivian recalled:

At the end of the session we grouped things together. And you gave me those
groupings and I said that I would figure out how to do this. I went home and
started developing a curriculum map. I needed to figure out how these could fit
together - what kind of interactive activities could happen so people would
really internalize this. Because there was so little clarity around what was
supposed to happen, I saw a tremendous opportunity to really create something

really great.

I was dying to create this amazing learning environment. I saw this as a great
opportunity to apply everything I knew and believed in about how people learn.
And in addition I knew I would replicate the D&D workshop process - which I

27 Interview with Vivian Dewey, June 1999.
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thought mirrored really well how I thought people learned. I wanted to pull all
that together. The information people learned and the environment itself
modeled the ways of problem solving as groups and created a climate of learning
that would be really motivating for pecple. I was so excited for a chance to
finally do this.
So I created this web map thing and came up with different activities that would
go with it... I always took a thematic approach and from the point that I went
home and thought about this -- the only theme that made sense was our values. I
put that out to you and Roger and both of you grabbed onto it.28
Vivian designed each day of the program around a theme. One day was based on the
value "Pioneering,” another on "Ownership," another on "Openness, Delivery and Client
Focus," another on "Leadership.” On any given day there were usually three content
sections. Members of the senior staff would come in and each one would engage in a
dialogue on one of the topics. There were also experiential learning activities where the
whole group would take part in an activity and afterwards they would discuss not so
much the content of what they had learned but the impact of the experience on how
they would work going forward. There were also skills training sessions ranging from

how to work the phone system to how to create presentaticiis.?’

Vivian described how the different levels of learning intertwined and how she crafted

specific pieces to support key messages. She pointed out that there were three levels of

28 Interview with Vivian Dewey, June 1999.
2 See Appendix B for a sample week.
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learning: content, method and tone — and that each was designed to be consistent with

the others:

What it is -- there is a content level of what people learn (which was derived
from the whiteboard list). Then there is the method level -- how it happens that
[this session] replicates how we do workshops and how we work as groups to
solve problems together. [That is the method that we] do over and over in [the
session]. At some point you talk about it — but mostly you learn by doing. And
then there is the tone of it, the environment which is completely intangible. The
tone being... that we spend the first hour of the first day on introductions -
learning who the other people in the room are. You are sending a message that
each person is unique, valuable. You build a climate of trust. You're starting off
with them, not telling them "it" (whatever "it" is). The way you are sitting — so
that you can all see each other. Every single thing had to be consistent with the
outcomes that you want - which is creating this amazing culture. Some are
explicit -- but the most powerful were the ones that were not apparent to people.

What's the magic of it, that is the question. The tiniest thing -- starting off by
having them speak and listen to each other -- the outcome is that they go through
the process of becoming this incredible team that does work together all week.
Another magic thing is the way things happen and the method of it - it is about
creating an environment where people can show up being great. Where it is
assumed that they have tremendous potential. They are told they are hired
because they are very bright. And then you create an environment where people
can find out that aspect of each other. The result of that is this tremendous
rapport and trust with the other people in that group. But then more
significantly, they extrapolate that trust and respect to the whole company.30

It was clear that Vivign structured initiation so that the group would bond with each

other first and then they would transform themselves from new hires to valued

% Interview with Vivian Dewey, June 1999.
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company members, from focusing on their relationships with each other to their

relationships with the larger D&D community.

This transition, taking outsiders and turning them into members of the community, was

similar to the transition created by armies who transform young civilians into soldiers.

Gwynne Dyer outlines the goal of that transition:
The method for turning young men into soldiers ... is basic training...

Just how this transformation is wrought varies from time to time and from
country to country... In more sophisticated modern societies, the process is
briefer and more concentrated, and the way it works is much more visible. Itis,
essentially, a conversion process in an almost religious sense -- and as in all
conversion phenomena, the emotions are far more important than the specific

ideas...

[T]he selfless identification of the soldier with the other men in his unit is what
makes armies work in combat, and the foundations for it must be laid in

peacetime...

The way armies produce this sense of brotherhood in a peacetime environment is
basic training: a feat of psychological manipulation on the grand scale which has
been so consistently successful and so universal that we fail to notice it as

remarkable.3!
The D&D leaders who envisioned an initiation week to indoctrinate new hires in the
D&D culture wanted to achieve a psychological transformation similar to that created
by the military's basic training. From the outset, the working label for the D&D session

was "bootcamp.” Despite some voiced concerns about the military and manipulative

31 Gwynne Dyer, War (New York: Crown Publishers, Inc., 1985), pages 103-105.
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connotations of that label, people in the company continued to call the sessions

"bootcamp” throughout the period of time that they were offered.

The military version of basic training provided the recruit with experiences that
simulated the anticipated wartime experiences. In a similar vein, Vivian expected
bootcamp to mirror the experience of working at D&D. She explained how she set the
expectations of the new hires to understand what they experienced in microcosm
during the initiation was true at the company-wide level:

One of the things I used to do — when [senior] people came in during bootcamp
[to give their presentations] - after they left I would ask the group what they got
from that person, from the interaction. (Of course we picked the best people to
come in.) The group would start to realize some of the same things they said
about the different [senior] people — intelligence, sincerity -- these were
indicators about the outside environment.

Another way to get the group extrapolated [from the session to the larger
company] - I had to figure out ways to have bootcamp where the walls of the
room were porous. When [new hires] come in they believe they are in a fake
training session. There is a turning point in the bootcamp design -- which
transitions people from being in a fake training session — it changes their
thinking -— from fake to being real. And they realize that it isn't about them in
that room; it's about other people in the office. Shifting their context from "us as
new hires" to "us as part of the company" — to add value to the company that
week. The turning point is the debrief around the failure exercise. But you start
planting seeds on the first day. The interactive D&D live tour — they get a feel
for the people who are out there. They got a feel for the climate. One year into
bootcamp, the live tour turned into a scavenger hunt where teams go out seeking
information from the company -- they were acting --and you were modeling that
resourcefulness thing. They were doing this on the first day. They met other
people in the D&D environment and experienced the whole company. And
people got used to this. And then they remembered when they did that the first
day -- so people consistently tended to be open and receptive to the new hires
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who wandered into their team areas. They would connect into people out there.
You are puiling the two together.3

And yet, for some, bootcamp was not a microcosm of D&D. Instead it portrayed an
environment that only existed in theory, not in practice. One of the senior managers,

who came to D&D with over twenty years of experience, commented on the extent of

that disconnect:

Every person I have hired has gone through a falling off the cliff stage after
bootcamp. They come out true believers and they are all excited. And then they
encounter the reality of the organization. It is almost predictable: after about a 30
day period they are so disillusioned — I have to spend 3-4 hours pulling them out
of the trough of disillusion. They get so excited in bootcamp about what a
wonderful teaming cooperative environment this is going to be. And then they
run into - the lack of internal courtesy — and other things that are contrary to
what they learn in bootcamp. They have a crisis of faith. You have to reaily
work them out of. I didn’t think of that for me. I'm too old to walk out of
bootcamp as a true believer. I was a believer. The distance to fall wasn’t that far

for me...

During bootcamp you get a sense of clarity of visions and direction. People give
presentations and sound compellingly put together. And then [the new hires]
try to do their job in the environment and they realize that its not that clear
where we are going or whose accountable or what the next steps are or who the

decision-maker is.33

For others, the initiation was a bridge to the company, a very positive experience that

they felt made a difference in their own ability to do well.

Now, since bootcamp, I have a greater sense of D&D, our culture. Before I felt
distant from everything going on, but now I have a vastly improved overview of
our business and where I fit into the mix. Thank you Vivian! Those evaluating

32 Interview with Vivian Dewey, June 1999.
33 Interview with David Bullett, October 1998.
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this need to know how important bootcamp was to me. It certainly bridged a
gap I felt between myself and D&D .34
At the end of the weeklong session there was a formal moment of recognition, when the
new hires were welcomed into the larger office. While this was an appropriate act of
closure for the week, Vivian saw it as not only closure but also as an explicit moment
where the new hires crossed into the larger communrity:
[The presentation the group did on the last day of bootcamp] was an open thing
for anyone to go to... It was this amazing welcoming thing for the new people.

They thought people were coming for the presentation - but people were really
coming to welcome them... This had a life-blood effect in the office -- quite on

purpose.3>
The initiation session was experienced and crafted as a threshold, over which the new
hires would travel during their transition into the company. The group bonded
together over the course of the week. And while people often knew what their roles
would be in the company, those roles were in the future; during initiation all were

treated as if they were of equal status.3¢

Creating a group of equals is a common feature of many rites of passage. Often this
comradely, unstructured society is achieved through some leveling process at the outset

of the liminal phase, during which there is a painful stripping away of some existing

3 Statement evaluating bootcamp experience, May 1995.

3 Interview with Vivian Dewey, June 1999.
% Vivian built in conscious mechanisms that contributed to the feeling of a status-free zone. For example,
on the first day when individuals introduced themselves, they were instructed specifically not to state
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attribute (such attributes can be emotional, social, psychological and/or physical).
Turner describes the adult circumcision ritual of the Mukanda.?” Tracy Kidder
describes how engineers "sign up" and join the team, agreeing to forsake family,
hobbies and friends.38 Gwynne Dyer explains that the first step of a fledgling soldier's
conversion process is "the destruction of an individual's former beliefs and confidence,
and his reduction to a position of helplessness and need."* Erving Goffman's
description of someone's move into a "total institution™ includes the initial mortification
of self where the new recruit is first abased, humiliated and degraded. Once stripped of
the rights and liberties that had been enjoyed outside of the institution, the recruit can

be colonized and embrace the standards of reference that are the norm within the

institution.40

During the D&D initiation session, usually on the second day, there was an experiential
learning moment that many of the new hires have described as the most memorable
point in the week. As Vivian noted above, this was the turning point where she planned
that the new hires would stop seeing themselves as new hires apart from D&D and

begin to see themselves as part of D&D. To understand the effectiveness of the exercise,

their expected role or title. Communication from Vivian Dewey, January 2000.
37 Victor Turner, The Ritual Process: Structure and Anti-Structure (Chicago: Aldine Publishing Co, 1969) ,

page 108.
38 Tracy Kidder, The Soul of a New Machine (New York: Avon Books, 1981), page 63.

3 Gwynne Dyer, War (New York: Crown Publishers, Inc., 1985), page 111.

40 Erving Goffman, Asylums: Essays on the Social Situation of hMental Patients and Other Inmates (New

York: Doubleday, 1961), pages 13ff.
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you need to remember that every person who was hired at D&D was told that only the
"best of the best” were hired and that most new hires had experienced significant
success in school and/or in business. The first day implicitly augmented those feelings
of self-worth through the moments that Vivian described above as well as having senior

people?! take time from their day to talk with the group.

As Vivian had designed, this particular activity was introduced as a teamwork exercise;
the leader for that bootcamp outlined a problem that the group needed to solve.#? The
problem varied over time, sometimes it had to do with opening a new office, sometimes
with acquiring a new company. The content of the problem was not important. The
session leader outlined the problem, told the group to be ready to present its solution in
20 minutes, and then left to an adjoining room. At the appointed time, the group would
describe its solution to the session leader. Regardless of the solution, it was the leader's
task to point out how the group had failed.#* Often the failure points included the
group's choice not to ask additional questions to confirm its understanding of the

problem as well as not including in its presentation the assumptions that underlay the

41 Whenever possible, Matt, Roger or Earl would spend an hour with the new hires on their first day.

42 By categorizing the exercise as a teamwork exercise, the leader distracted the group — like a magician
waving her non-working hand. Focusing on the importance of doing well as a team (this group of over-
achievers knew how to take direction), the group was not expecting the rabbit to bite them.

43 WhenVivian trained other people to run bootcamp sessions, she would refer to this exercise as the
"failure exercise,” and make sure that the purpose of the exercise -- to make the group fail -- was clear.
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solution. This hegative response by the leader made the new hires both embarrassed at

their failure and angry at having been set up.44

This psychological abasement was what Goffman found to be the critical factor in
transforming recruits. Without experiencing some form of emotional vulnerability, the

pride and cther psychological defense mechanisms of the recruits prevent them from

embracing the norms of the group they are joining.45

A key moment in the D&D bootcamp week was what happened immediately after the
new hires realized they had "failed.” After this, and every experiential learning activity,
the session leader would take the group through what they had learned and what it

would mean to them as they continued their careers at D&D. The failure exercise had at

least six prominent messages:

# At least one person recognized the setup, but was unable to forestall the group from its preordained
path. In an August 1998 interview, Charlie Pedersen told me about his roommate's experience going
through new hire training at D&D. They both had a training background, but Charlie had not yet
interviewed at D&D. "He’d come home every night, and I had a really good, clear idea what the
experience was. And it was very similar to what I used to run. So I recognized all the training. And you
know, he’d come back, and he had that experience also. ‘Cause he’d been doing training galore and
leading stuff... So he’d come back pumped up every night... He comes back [one night], "I know we
were set up to [fail], nobody else on the team wants to listen to me, and they’re like da-da-da-da, but
they’re not listening. Oh, but I know, and this is the design that I can tell.”™

% Erving Goffman, Asylums: Essays on the Social Situation of Mental Patients and Other Inmates (New
York: Doubleday, 1961), pages 13ff.
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e You will fail again at D&D. We tackle tough problems and we do not always
get it right the first time. Learn to fail graciously and learn from what you
did.16 )

e Trust your gut. Assoon as you know something is wrong, speak up.

* Your team is your best support mechanism for making sure that you do your
best. Solo work often produces only narrow thinking.

e Beresourceful. Get what you need to be successful and to manage client
expectations well.

¢ You must get inside the client's head and understand, as best you can, his or
her perception of the problem. Often this means going back after you have a
tentative solution and getting the client's feedback.

e When you try and communicate your ideas to someone, one of the most
significant pieces of information is the set of assumptions that you have.
Making those assumptions explicit will always improve the joint

understanding of the situation.

As Turner or Goffman would see it, the new hires had been stripped of their intellectual
arrogance and their belief that their greatest self-worth came from their abilities to be

solo performers. This could be very painful and was engineered to come as a surprise.

46 The "failure exercise” was first discussed in the group meeting that created the "list of stuff” from which
Vivian created hootcamp. Matt felt that people would not be so afraid of failure if they had experienced it

in this relatively safe setting.
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The pain and the surprise helped startle the new hires into understanding that the
initiation session was for real, and was something that D&D took very seriously. From
this point on, the group tended to be more engaged in the learnings that were part of

bootcamp.

As Turner pointed out, one of the functions of the liminal experience is to transmit
codified culture. During this transitional period, the participants are open to new ideas.
One variety of absorbable experience is the cultural norms appropriate to the society

they will be entering.

... the liminal situation of communitas is heavily invested with a structure of a
kind. But this is not a social structure... but one of symbols and ideas, an
instructional structure... a way of inscribing in the mentalities of neophytes
generative rules, codes, and media whereby they can manipulate the symbols of
speech and culture to confer some degree of intelligibility on an experience that
perpetually outstrips the possibilities of linguistic ... expression.#’
The fourth day of bootcamp was the "project” day. As part of framing the "delivery”
value, the group was given a project to complete. The project was real, the clients were
two to five current D&D employees who had a problem that needed a solution. This
was an all day event, with the clients arriving in the morning to outline their project and

returning in the late afternoon to give feedback on the group's progress. Everyone from

the office was invited to attend the presentation of the solution on the morning of the

47 Victor Turner, Dramas, Fields and Metaphors: Symbolic Action in Human Society (Ithaca: Cornell
University Press, 1974), page 240.
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fifth day. It was not uncommon for the new hire group to stay late the night before to
get their presentation into "client-ready” shape. Having the project day as part of the
initiation week was important to Vivian for two reasons, one pedagogical, one personal.

On a pedagogical level it enabled the initiation group to have a real D&D experience.
Vivian put it this way:

The project day — I really believed was critically important — because of the
project based methodology [within the company]. This would get people ready
to do the project thing.18

Doing a real project was important to the participants. It validated their week and
demonstrated that D&D expected them to be able to deliver immediately. A member of

the hiring team talked about the impact of the project:

Here with bootcamp, you're given a problem to solve, the problem’s not, kind of,
"It would be nice to see a solution to this problem some day." These are real life
problems that our company faces, so you're gonna present to the executives on
Friday. This is just like a [real client engagement]. You better be prepared to get
some tough questions. And I think people are blown away, because they think
it’s just filler work, and then they come to the executive checkpoint with Matt
and Roger and all the executives are in the room locking for a solution, and
they’re asking, "Well, why didn’t you do it this way?" And they understand
well, wait a minute, this was not just filler work, we were really supposed to
come up with a working prototype here. And I think that impresses people as
well. No other companies that I know do that.#

48 Interview with Vivian Dewey, June 1999.
9 Interview with Zoe Whitman, October 1995.

Chapter Three: Formal Socialization 1 February 2000 Page 128



The role of the "clients” was key.’® Not only were they the ones to frame the problem
but their response to the group's presentation would set a tone for what that incoming

group would expect from their senior managers.

Sometimes, that experience was not a positive one. The project day for one bootcamp
of five people was memorably bad for at ieast one participant. Malcolm Sage, a senior
manager who came to D&D with over twenty years' experience, talks about the
particular project that wrapped up his first week at D&D:

Our bootcamp project absolutely crashed and burned... [At the presentation, the
executive who gave us the problem to solve] got up and said, "You failed to solve
my problem.” Now this was a big crowd there. [The head of the office] was
there, there were a bunch of other [senior] people there, and [this executive] said
"This didn’t solve my problem at all.” And got up and left the room. There was
like a silence you could cut with a chainsaw.

I felt like, well, first I was obviously disappointed, because you want to make a
good showing at bootcamp. I've always carried that around, the pressure that
people have to try to cut a swath at bootcamp . . . This is one of those situations
now that I'm really very sensitive to, because they can go a positive or a negative
way. They can learn something or they can just go right through the floor. The
response of one of the senior managers in there, who shall remain nameless, in
terms of supporting a learning experience, was maybe we shouldn’t do these
projects in bootcamp anymore. And poor Vivian had to deal with this, because
we were just, we thought we’d been set up.

[The sponsoring executive] eventually came back and apologized for what he
had done. But Vivian, poor Vivian, this was a real test for Vivian to try to deal
with us because we were really kind of [angry]...

50 The "clients” were D&D employees with varying levels of responsibility. While the whole office was
invited to the checkpoint presentations, senior staff such as Matt and Roger rarely attended. There was
usually only two to four representatives from the senior team. The focus of the presentation was to the

"clients,” not to the executives.
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I thought it was a real opportunity that was missed for somebody in the D&D
mode to get up and create a positive experience for us. "What did you learn?" So
when I do the Friday - I try to go to as many of the Friday bootcamp
presentations as I can -- and I always ask them at the end (whether they’ve done
well or not) "Let’s go around the room, what did you learn?" And none of that
was done that time. I felt I was really humbled by it.>!
For this group, having been set up the first time with the failure exercise made them
suspicious that this final project was also designed as an opportunity to fail. However,
this second experience had a much higher cost in terms of humiliation - humiliation
outside of the new hire group, humiliation in public, humiliation in front of potential
colleagues and bosses, humiliation in front of the senior executives. By having

demonstrated that she was not always going to be up front with all of the aspects of the

training, Vivian had to work hard to convince this group that they had not been set up

this second time.

There were two reasons that the project day was an important part of bootcamp for
Vivian. First, as has been discussed, it enabled the initiation group to have a real D&D
experience, which could be either negative or positive. The second reason was a
personal one: it enabled Vivian to mirror what she had experienced. Vivian put it this
way:

I was shocked by the amount of responsibility given to me before I thought I was

ready for it or worthy of it... I found it incredible to have the opportunity to have
ownership. There was this sheer excitement to have this opportunity to solve a

51 Interview with Malcolm Sage, August 1998.
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real problem and be empowered to act -~ that was just amazing to me. And that
fueled -- I would actively share that with people. My belief in the company was
increased, and I would share that in the sessions... 52
It was important to understand the impact of the leader on the group. While others
could have crafted a similar experience and others have led the sessions, Vivian brought
a unique perspective as the leader of the session. Because she had been given the
opportunity to "solve a real problem" even though she did not think she was "ready for
it or worthy of it," she embedded and re-experienced that "sheer excitement” with each
group that she guided through the initiation experience. Malcolm Sage pointed out that
it was the people who created those sessions, the specific individuals who were part of
the culture team, that really made a difference:
Culture team is successful because the people out there believe in that and put
themselves on the line and stick their neck out from time to time to make each of
those bootcamps successful, because they’re all different. You know, they care
about it, they agonize about it. That’s why that’s successful. And as] tell
candidates, they say, "What'’s the culture contingent?" I said, "Well, we focus on
it." You know, the culture can go in any one of many directions, and we can’t
keep the culture in a bottle. We can do something to really influence it in the

hiring and in the culture team and in bootcamp and in staff meetings, and it’s
some of the same people who are involved in doing that same kind of thing.

People who really care about that.>
But what if the people running the initiation week had some doubts about the
company? What if those people didn’t truly believe everything they said? Could the

participants tell? Did the senior executives know? Did the format of the weeklong

52 Interview with Vivian Dewey, June 1999.
53 Interview with Malcolm Sage, August 1998.
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session provide some sort of emotional shield that made it easier for the people who led

the sessions to mask any concerns?

In her research on emotional labor, Arlie Russell Hochschild asked the question, "Where
does the person end and the performance begin?" She goes beyond Goffman's premise
that we all orchestrate the way we present ourselves to make specific (intentional)
impressions,> and focuses on the potential for estrangement between the public and
private persona. She defines emotional labor as work which
"...requires one to induce or suppress feeling in order to sustain the outward
countenance that produces the proper state of mind in others ... This kind of
labor calls for a coordination of mind and feeling, and it sometimes draws on a
source of self that we honor as deep and integral to our individuality."
Hochschild admits that there is a spectrum of public situations where mere good
manners call for each individual to display the appropriate emotions. "The party guest
summons up a gaiety owed to the host, the mourner summons up a proper sadness for
a funeral. Each offers up feeling as a momentary contribution to the collective good."s
Her concern is with one subset of those situations where there is conflict between the

private self and the public self and there is no way to alleviate that tension. She

explores the working life of flight attendants where part of the job is maintaining a

> Erving Goffman, Presentation of Self in Everyday Life (New York: Doubleday, 1959).

5 Arlie Russell Hochschild, The Managed Heart: Commercialization of Human Feeling (Berkeley:

University of California press, 1983), page 7.

% Arlie Russell Hochschild, The Managed Heart: Commercialization of Human Feeling (Berkeley:

University of California press, 1983), page 18.
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positive outlook and a pleasant demeanor, regardless of what the person is actually
feeling. Hochschild recommends that the person who does emotional labor for a living
should not try to fuse the real and the acted self, but should welcome the separation of
the two. She states that older, more experienced people are more adept at this: "They
speak more matter-of-factly about their emotional labor in clearly defined and

sometimes mechanistic ways: 'I get in gear; I get revved up, I get plugged in.">”

In his ethnography of a high tech firm, Gideon Kunda recorded that separation of the
public and private persona. He notes that this phenomenon actually broadened
Hochschild's notion of emotional labor to include the labor necessary to engender
commitment and loyalty to the firm. Kunda speaks of the public persona as a conscious
role that employees enact when the situation requires.

[The employees] know they must often appear in ideologically correct garb and
conduct themselves in public as agents of entrepreneurial zeal: productive,
enterprising, flexible, self-regulating active — not reactive -- corporate actors.

Yet, offstage, as in times past, these same employees are quite able to construct
themselves rather differently — as relatively powerless subjects buffeted by larger
forces, unable to take control of their own destinies or pack their own

parachutes." 58

57 Arlie Russell Hochschild, The Managed Heart: Commercialization of Human Feeling (Berkeley:
University of California press, 1983), pages 132ff.
58 Gideon Kunda and John Van Maanen, "Changing Scripts at Work: Managers and Professionals” The

Annals of the American Academy of Political and Social Science, Volume 561:1 (January 1999), page 75.
Richard Sennett identifies teamwork as another example of a situation where the individual's true
feelings are hidden, in this case by a "mask of cooperation.” He comments on the "superficiality of the

fictions of teamwork." Richard Sennett, The Corrosion of Character: The Personal Consequences of Work
in the New Capitalism (New York: W.W. Norton & Company, 1998), pages 112-113.
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At D&D, Vivian was an example of the potential for conflict between the public and
private persona of an employee whose job required a great deal of emotional labor.
Vivian took seriously the importance of her role as a spokesperson for the firm.
Running new hire initiation week, her presentation, her style, her demeanor created for
the new hires one of the key early impressions about D&D. Others who ran these
sessions might create the apprepriate impression by separating the public from the
private self, when and if necessary. However, Vivian was not only the session leader,
she was also the architect for this experience. The success of each session had private
meaning to her. Therefore, it was harder for her to dissociate her private self from the
public self. At the same time, she was concerned about some of the experiences people
were having at D&D that made them unhappy enough to leave. Vivian recognized the

two selves that she tried to balance:

[At one point] I was very frustrated and I felt like so many people who were at
D&D weren’t happy. And it [hurt] that some people left. And just the woman I
am, if I'm gonna try to convince people that D&D’s great, and explain to them
why and how they become part of the culture and understand it, I have to
believe in it. And I have to believe that we're honest and that it works. And so
many different [people] were unhappy ... I didn’t feel like I could do that. And I
have to say what I believe, [what] I think. And be willing to believe it myself.
And so what came out ... was a personal commitment inside myself to try to
help figure out ways to make us be better at it. And the way that I can do that
with what I'm doing now is by modeling it in bootcamp. You know, hopefully
that wears off on people like that. But making sure that people hear the vision,
that they’re sure what the vision is of the company, and feel like they’re a part of

it...
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[I was] recognizing which needs I was having and the frustrations I was having,
which ones were Vivian-specific and which ones were shared. And therefore

which ones we needed to put in the bootcamp.
Hochschild's insights are relevant for the specific experience that Vivian had. However,
they also pertain to all the people who went through the D&D bootcamp. Through
exercises, debriefs and visits from senior staff, the bootcamp participants learned the
kinds of behaviors that were expected of D&D employees. While there was an implicit
hope that those behaviors and the corresponding list of values would resonate with the
new employee's own sense of self, the explicit expectation was that employees would

perform their new roles even if it meant suppressing something of themselves.
By mid-1999, the initiaticn session, run by Vivian and others, had been a rite of passage
for 80% of the current employees of D&D. It had acculturated new hires; it had been a

vehicle to embed the values explicitly into the fabric of the company.

Assessing the Effeciiveness of Bootcamp

Even though for some there had been negative experiences, even though the values
were at times self-contradictory, even though at times the session leaders and
participants might have private thoughts that were at odds with their public

presentations, the general feeling from participants, session leaders and senior

59 Interview with Vivian Dewey, October 1995.
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managers was that bootcamp had been successful. The three quotes below are from

senior managers over the course of a few years, describing their views on the success of

bootcamp:

1995: Now everything’s much better, especially with the introduction of
bootcamp, which has been a tremendous, tremendous success...

Bootcamp introduces D&D, our culture, our values, why we’re in the business
we're in, what does delivery mean to you? It gives [the new hires] some kind of
a jogging start before actually having to run, and it helps people to learn the
tools, and then learn what we do... Bootcamp heips address all of that. So
people are much better prepared when the time comes to get in front of a client.
And I think that’s been a tremendous help in people’s perceptions here. And I
know that for a fact, because I've talked to so many people who've said, I've
never gone through bootcamp, I would've loved to have that when I came in.0

1998: I think we’d be in a very different place right now, if we hadn’t [created
bootcamp]. I do see that as one of the best things we ever did. One of the things
that helped us get to 1000 people from 100... We were doubling every year. Half
the people had a half-life of six months in the company. And the other people
had a half-life of twelve months in the company. You know, only a quarter had
been there more than two years. You can have tremendous pollution with
peop'e running everywhere doing the wrong thing. But I think bootcamp really
helped articulate the values, to instill that in people from the very first day. I
think that it was absolutely critical and part of why we have such a stronghold
today and why we were able to double the workforce every year but keep our
delivery, our quality, our cultures that are important to us at such a high level. I
do see that as a huge watershed point in our history.é!

1999: The original bootcamp ... I still think is a very effective tool. I still get
positive feedback from people coming into the door. It gives an orientation
around the company and helps people bond with other people immediately. It
holds a lot of meaning for people (I talk with someone who mentions that "oh
yeah, he was in my bootcamp.” People stay in touch with those who were in
their bootcamp. Across geographies and industries). 62

60 Interview with Zoe Whitman, October 1995.
6! Interview with Roger Brooks, October 1998.
62 Interview with Earl Vickers, October 1999
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The D&D initiation week was designed as a liminal transition that enabled new hires to
join the company in the correct frame of mind. The company values, originally
articulated as a descriptive exercise, were put center stage so that they became a shared

language, a baseline prescription required for entry to the organization.

Mary Douglas points out that in order to achieve true solidarity across a group of
people, there must be a common language. She posits that that kind of mental
cohesiveness is only possible to the "extent that individuals share the categories of their
thought."é3 Referring to Durkheim, she takes his notions of social control of cognition
and focuses them into the smaller society found within the institution.
Classifications, logical operations, and guiding metaphors are given to the
individual by society. Above all, the sense of a priori rightness of some ideas

and the nonsensicality of others are handed out as part of the social
environment...

[The] elementary social bend is only formed when individuals entrench in their
minds a model of the social order...

[For there to be discourse], the basic categories have to be agreed on. Nothing
else but institutions can define sameness.®
Durkheim locked at the relationship of the individual to the group and claimed that the
individual internalizes the prescriptions of the group. D&D's bootcamp was designed

to aid the new hires in that internalization process. For Douglas, those prescriptions

6 Mary Douglas, How Institutions Think (Syracuse: Syracuse University Press, 1986) page 8.
64 Mary Douglas, How Institutions Think (Syracuse: Syracuse University Press, 1986), pages 10, 45, 55.
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have power because they categorize entities into the sacred and the profane. Those
categories are socially constructed but the effectiveness of the initiation process can be
measured by the resulting perception that the category of the sacred has an

autonomous existence.65

The D&D initiation session mandated a cémmon language and a common set of values
that gave the company a shared mental model. The active use of the values was
reinforced in many ways: potential new hires were evaluated based on their affinity for
the values (“fit interviews"); promotions were determined in part by the person's ability
to live the values; terminations, while based on tangible short-comings, often included
reference to the gap between the perceived behavior; and the expected values; feedback

from peers and others was framed in terms of the values; public recognition was stated

in terms of the values.

This common language effectively shaped a common normative stance. When you held
onto the values, you knew what was right and what wasn't. These were sacred. Over
time, however, what was sacred became what was unquestioned. The group that first
articulated the values had taken part in a descriptive exercise. That group tried to hire

new comers who "fit,” for whom the values had resonance. New hire initiation

6 Mary Douglas, Implicit Meanings: Essays in Anthropology (London: Routledge & Kegan Paul, 1975),
pages xiff.
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reinforced the message of the importance of the values. But over time, the values

became more prescription than description.

Even though the D&D leadership team articulated the values and created the initiation
session with only the best of intentions, some of the long term consequences were not as
beneficial. That which had been sacred became dogma and the company as a whole
began to lose some of its flexibility. While Douglas looks at the existence of the sacred
and the social forces that protect that which is considered sacred, Karl Weick's notion of

"sensemaking” provides another way to understand the circumstances under which

description becomes prescription.¢6

Weick's vision suggests that, in order to grow, the organization must have a means of
transmitting "sensible” activities while encouraging innovation at all levels. Weick
suggests that this balance is a result of a pendulum which moves from one focus to the
other. For a company to be successful over a long period of time, it must be able to
walk away from activities that used to be "sensible” and embrace novel ideas. One
barrier to that freedom of movement is a mandate that suggests that there is a "right
way" of thinking or a collective protection of that which is considered sacred. By
1998/99, D&D'’s initiation session had contributed to the pervasive sense that there was

only one right set of values and behaviors. This protection of that which was sacred
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was a barrier to the agility that the company required to compete in a changing

environment.6”

Matt Barr recognized that D&D had created its own problem. He wanted to have the
employees adopt new behaviors in response to a new competitive landscape. He
believed that by making the culture explicit, the company had implicitly underscored
the notion that that particular manifestation of the values was the be all and end all.

The more the explicit culture became shared, the harder it became for the organization

to change.

It is helpful to remember that Matt had reified "values” to be independent realities. He
did not have a mental model that understood values as useful but fictional labels for

observed behaviors. His model required him to change the values in order to drive

necessary changes to behaviors.

The following quotations from Matt cover a period of several months during which he

focused on this concern:

November 1998: Very few of us were certain that as a 500 person organization
we would have a culture that any of us would be proud of. Now, at 1400 we
have a culture that’s better than we thought it would be at 500... On the positive
side -- we have common values that seem to contribute to our ability to do the

66 Karl Weick, Sensemaking in Organizations (Thousand Oaks, California: Sage Publications, 1995).
67 In the discussion that follows, I focus on just one contributing factor to a growing rigidity within D&D.
This theme will appear again in this dissertation when I look at other components.
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things we think are important. On the negative — we have burnt [the culture]
into peoples” heads... We did culture at the expense of other things... I believe
we believed that culture would solve all our problems. But that focus hurt other
things ... It made it harder to bring in outside opinions and experience.

January 1999: A strong culture is better than a weak culture but strong cultures
do have a flaw. When radical changes happen to the external world, groups with
strong cultures often fail because they cannot evolve their culture — it's too
strongly imprinted. In fact, the term "success becoming your failure" comes from
the idea that a past success influences your future actions. This can occur to such
an extent that your culture stops you from being able to change to compete in a
new environment. Hence the idea that an adaptable culture is every bit [as]

important as a strong one.®

April 1999: It is time for us to review our culture, values and behaviors. We
need to ask: Are they the right set for us to compete going forward?”?

David Bullett, a senior manager, concurred that the initiation week reinforced both the

good and the bad aspects of the espoused values across all employees:

I'believe that because the group is young they have collectively hit on a single
style and reinforced that single style. This is because people have not had a lot of
years. If you've worked 10 years and in five organizations — your style becomes
a lot grayer — you have a whole range of styles you are comfortable with. If you
have only been in the Marines, you only have one style. Until you go from the
Marines to GE, you don't have to develop another style and you think the
Marines is the best style there is. You are comfortable and the environment
supports it. You don’t have to be flexible... We are phenomenally good at
teaching and reinforcing a particular style — the good and the bad of the
bootcamp process and all the things we have put in place.”!

¢ Interview with Matt Barr, November 1998.

¢ Article by Matt Barr in company-wide electronic newspaper, January 1999. In it he reiterated his
values/behaviors/culture model and explained what he meant by "strong culture”: "Culture 'develops’
when a group of people with shared values experience success over time. The group tends to repeat their
behaviors in an attempt to replicate their success. As this happens, both the values and behaviors become
engrained in the group. This is why highly successful groups normally have 'strong cultures.™

70 Company-wide voicemail from Matt Barr, April 1999.

71 Interview with David Bullett, October 1998.
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Similarly, Richard Libby, another member of the leadership team, commented on how a
perceived strength could so easily be transformed into a weakness:
I have been thinking about what is the right way to build an organization from
the ground up. To scale an organization well in a meaningful way and from a
business pragmatic way, you have to build a strong organization. Strong
values, systems, processes. For much of D&D's initial growth we did that. And
that is why we were able to do the amazing things we did. But thereis a
downside. Because you have to build things tough, your values become dogmas.
When you are faced with significant change you are at a weakness.”
This notion of rigidity within D&D fit within a particular time and context. When I did
a round of interviews in October 1995, there were no comments about rigidity; the
overwhelming image painted by those I interviewed was one of challenge and
flexibility. That sense of flexibility mirrored the flexibility of the new economic
environment described in Chapter One. During interviews from October 1998, and on,
many people raised their concerns about D&D's rigidity and loss of adaptability. The
economic context had become more turbulent but D&D employees felt that the

company had not kept pace. By that time, the concern had become strong enough that

some people within the firm had been chartered with looking into ways to create a

more agile organization.”

72 Interview with Richard Libby, October 1999.

73 Turner and Douglas’ structuralist models that are used in this chapter are notoriously bad at dealing
with change. Business theorists who attempt to balance the need for a flexible culture and with a stable
way of transmitting it, tend to recommend a bifurcated approach - where flexibility is the province of
one aspect of the corporation and continuity the province of another. See, for example, Peter Drucker on
balancing change and continuity: Peter F. Drucker, Management Challenges for the 21t Century (New
York: HarperCollins, 1999); and Rosabeth Moss Kanter on the change-adept organization: Rosabeth Moss

Kanter, Rosabeth Moss Kanter on the Frontiers of Management (Cambridge: Harvard College, 1997).
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The transition towards rigidity was neither linear nor simple. There was one factor that
was itself an example of how insidious mental models can be. In the earlier days, it was
common for people to use Matt’s culture/values/behavior/success model. People
found it a useful model to explain why it was important to focus on values. Power was
also a factor in this situation. The fact that one of the co-founders of the company
wanted to use this model increased its attractiveness to those who worked for him. It
also decreased the likelihood that anyone would critique it, particularly within the

context of its apparent utility and success.

As D&D continued to experience success, the leaders continued to express no critique of
the model. Indeed, because D&D had been successful, there was (at least implicitly)
another layer of causality added to the model. Over time, the more success the senior

team experienced at D&D, the more reason they had to continue to use the model

originated by Matt.
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The Model Where Success Reinforces the Use of the Embedded Model
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In his work with shared mental models in corporations, Peter Senge has repeatedly
demonstrated that a group of people will often take actions that are consistent with
their mental models.” However, those models have often been collections of

assumptions, where some assumptions were open to question. He challenges

74 They also often take actions that are inconsistent with the mental models.
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leadership teams to question the assumptions that underlie their mental models. His
concern is that, "if managers 'believe’ their world views are facts rather than sets of

assumptions, they will not be open to challenging those world views."”>

At D&D, there was a shared model that people believed had contributed to past
success. While there were many pieces to the model, the emphasis on culture was
considered critical.”6 Now, with hindsight, the company leaders acknowledged that
they had been trapped by their own success and were not looking for areas to improve
or change:

Craig Adams: We got on the treadmill — and we thought that we had the winning
formula for too long. We road this product too long. We don't have the new one

ready.”

75 Peter Senge, The Fifth Discipline: The Art and Practice of The Learning Organization (New York:
Currency Doubleday, 1990), page 203.

76The senior team was also influenced by a book they all read. Recommended by Harry Vaughan, one of
the members of the leadership team, Built to Last sought to answer the question: What makes truly
exceptional companies different from other companies? The authors, James Collins and Jerry Porras,
emphasized the importance of having articulated, authentic, core values that provide a bedrock on top of
which strategies, cultural norms, products, goals, competencies, organizaticnal structures, and reward

systems can and must change.

A visionary company almost religiously preserves its core ideology — changing it seldom, if ever.
Core values in a visionary company form a rock-solid foundation and do not drift with the trends
and fashions of the day; in some cases, the core values have remained intact for well over one
hundred years... Yet while keeping their core ideologies tightly fixed, visionary companies
display a powerful drive for progress that enables them to change and adapt without
compromising their cherished core ideals. (James C. Collins and Jerry I Porras, Built to Last:
Successful Habits of Visionary Companies (New York: HarperCollins Publishers, 1994), pages 8-
9

This emphasis on core values as a key factor in building a truly exceptional company intensified the
senior team's commitment to the processes that made the D&D culture explicit.
77 Interview with H. Craig Adams, October 1998.
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Matt Barr: Organizationally it is like Russia before Russia fell apart. There is an
institutional memory - until the mid 80’s most of the leaders in Russia had been
in WWII ... Thatis good and bad - we have so much institutional memory
around projects and clients. It is why we can execute better than any one else.
But it makes it harder for us to change.”®
Roger Brooks: Well, it’s certainly true, I mean we are wedded to the process
sometimes and work blindly the way we have always done things. And I don't
think the company has necessarily made a shift... And so we feel like it’s [our
methodology], or our culture that’s made us successful... And so I think people
are attributing the wrong drivers to our success.”
As I write this chapter in mid-1999, there was a new orientation session being rolled out
and a new set of values being introduced to the company. The values were selected
using a process that engaged the entire company. The new orientation session was

created by a team of trainers. These changes were enacted because the senior team

believed that what had contributed to D&D's success in the past was a barrier to success

in the future.8

This ability to change in order to remove perceived barriers to success is important.
However, the message that was sent to the company was complex and somewhat
contradictory. On the one hand, there was a very clear statement that D&D's strong
culture had become a significant impediment to organizational effectiveness when it

developed into a rigidity of outlook. On the other hand, the company founders

78 Interview with Matt Barr, November 1998.

7 Interview with Roger Brooks, August 1998.
8 These were only two of the many changes that D&D undertook in early 1999. Chapter Seven looks at

the overall change effort.
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personally drove the initiative to revisit the core values and ensure that a new list was
developed. At the same time, new senior managers were being hired and given
significant responsibility and autonomy but they did not necessarily demonstrate a

belief in the importance of sharing a set of core values.

For Albert Marchand, a technology leader at D&D with over 20 years of work experience,
the net result of these conflicting signals was that people stopped focusing on the

values. From his vantage point, it appeared that employees no longer protected that

which had been sacred.

It is amazing. If you look at the core values, except for adding creativeness, they
haven't changed that much. But people can't recite the core values anymore.
Some people in culture [the group that runs the initiation week] don’t know
them off the top of their head. We did the [revised] core values but then we
didn't iconify them in people's minds. There wasn't enough time spent in
[talking about them and their importance]. It's as almost as if assimilating these
core values was more of a chore, not something vital. We lost focus. Everycne
was off on their own... But no one was focusing on that.

This matters. Ijustread [a NY Times article®! which] had this incredible
roundtable discussion on leadership. There were these 4-5 CEOs — talking about
the leader’s job. One thing is that it is the CEO's job to talk about the values.
Roger always did that — but slowly that got lost...

Senior people don't have the unifying concepts. I don't know how many senior
people know how to work and educate along the line of the core values. They
don't know how to transmit that down. The baggage from their other companies

is in their way.82

81 October 10, 1999
82 Interview with Albert Marchand, October 1999.

Chapter Three: Formal Socialization 1 February 2000 Page 147



Similarly, Harry Vaughan, who had consistently worked to keep values center stage at
D&D, was concerned that the values had lost their prominence:

There are a couple of things that we've been good about that we have let slip...
Dé&D has always been a strongly centered, value-based company. People could
articulate the values and the actions people took have more or less followed the
values. Now people don’t know what the values are and they don't connect to
them in the same way. There are some tactical things involved with responding
to that - improved communications and a need to reinforce the values. How the
values are both articulated and understood and lived on a regular basis I see as
one thing [we have let slip].83

For some of the senior leaders, this drift from the values was of great concern. They

believed that without a strongly shared set of articulated values, the company would

lose what had made it successful and unique.

Albert Marchand saw an analogy between the core values and a house's strong

foundation:

And why we survived at all - there was a foundation that was built for years —
and that foundation was really strong. It was as if you had built your house on a
foundation --and a terrible hurricane came by -- and it tore off the roof. But
because of the strong foundation we were able to weather the storm. You need a
strong foundation around values —- because without it when the first storm
comes by, you have nothing left.8

Marchand believed the strong foundation of values enabled D&D to effect change

during the first few months of 1999. However, he was concerned that if D&D did not

8 Interview with Harry Vaughan, October 1999.
84 Interview with Albert Marchand, October 1999.
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repair the damage and shore up that foundation, it would not have sufficient resiliency

to weather another storm or time of turbulence.

Malcolm Sage and Richard Libby both still found the core values to be touchstones of the
organization. Despite the changes in the environment, the changes in the company, and
the arrival of many new hires, they could not envision a D&D without core values.
They thought it was critical that new hires understand that D&D was the company it
was because people embraced the values at a fundamental level. They believed any
attempt to pay mere lip service to them meant that that individual would not ultimately

succeed at the firm.

Malcolm: 1 think that D&D has always been very consistent with what was in the
hiring [process], you know, the core values. I try to get that across to people I
interview. That this is not just window dressing, it’s not just a couple of words.
It’s the way it is. And, if you don’t fundamentally believe in those, it’s gonna be

a tough go.%5
Richard: Because [the enthusiasm for the core values, the love of the company] is
what we are really about. What we live and breathe.%¢

Ben Frankel echoed those ideas when he described the company-wide reaction when a

change was made to the core values. He was delighted that so many people raised

concerns about the change — he felt that demonstrated how important the values were

to people.

8 Interview with Malcolm Sage, August 1998.
8 Interview with Richard Libby, October 1999.
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And, a lot of times in interviews I talk about that change [to the core values], and
I say “The thing that meant the most to me about that change ... is two things: 1)
the fact that we have the guts to change, which I think shows a lot about a
company. If you’re going to change what you call “core values” that’s kind of
open-heart surgery. So, have the guts to say “it’s not broken, but let’s make it
better” tells a lot about a company. 2) The second is actuaily the reaction to the
change. There was a whole bunch of reactions... some positive, and a lot very
vocal about, you know, “[That value] is something very near and dear to me, and
we have now taken it as a secondary value. And [a new value] is now the
primary value... [ understand that is important, but...” and it was just a whole
bunch of discussion about it. And, to me that was wonderful. And people
scratch their heads when I say that, but to me it means that the core values mean
something to everybody. It means that it is a big part of who they are in the
company. You could go to nine out of ten companies in the United States and say
we're changing the core value from x to y and no one would care... just continue
doing what they are doing.8”

Collins and Porras, after studying exemplary companies, came to the conclusion that in
order for a company to thrive, it must have a core ideology. The content of the actual
tenets did not matter; they found no common themes across the companies that they
studied. What was key was the authenticity of those beliefs and the way that they

permeated the organization.

We concluded that the critical issue is not whether a company has the "right"
core ideology or a "likable"” core ideology but rather whether it has a core
ideology - likable or not — that gives guidance and inspiration to the people
inside the company...

[The leaders of some visionary companies] didn't sit down and ask "What
business values would maximize our wealth?" or "What philosophy would look
nice printed on glossy paper?" or "What beliefs would please the financial
community?” No! They articulated what was inside them --what was in their
gut, what was bone deep. It was as natural to them as breathing. It's not what

57 Interview with Ben Frankel, August 1998.
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they believed as much as how deeply they believed it (and how consistently their
organizations lived it). Again, the key word is authenticity.88
Or as Tom Peters and Robert Waterman put it: "The excellent companies are marked by

very strong cultures, so strong that you either buy into their norms or get out."®

Paradoxically, the stories that people have told to demonstrate the value and

uniqueness of their company are often the same as the ones told of other companies.

Joanne Martin and some other researchers examined a variety of organizational

anecdotes and found seven common themes. They found that the themes
...seem to express tensions that arise from a conflict between organizational
exigencies and the values of individual employees, which are, in turn, reflective
of the values of the larger society... The common organizational stories may be
seen as both a description of the world as it exists (with its discomforting
dualities) and, for most of the stories, a statement about how this organization
alleviates or accentuates the tension created by the duality.®

They suggested that these common themes exist because the tension between the

individual and the corporation is often played out in a similar fashion in various

situations. However, the irx,d{rjiual has a need to present his or her organization as

8 James C. Collins and Jerry I. Porras, Built to Last: Successful Habits of Visionary Companies (New

York: HarperBusiness, 1994), pages 68, 76, italics in original.
8 Thomas J Peters and Robert H. Waterman, Jr., In Search of Excellence: Lessons from America's Best-Run

Companies (New York: Warner Books, 1982), page 77.
9 Joanne Marfin, Martha S. Feldman, Mary Jo Hatch and Sim B. Sitkin, "The Uniqueness Paradox in

Organizational Stories” Administrative Science Quarterly 28 (1983), pages 447-449.
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unique in order to explain their commitment to a benevolent organization (or their

distance from a less desirable one.)

Summary

The D&D founders and other leaders had a vision of a truly great company. To achieve
that vision they followed the best practices of the time and decided to use culture as an
explicit tool. They embraced a mental model of culture where behaviors were related to
values; they expected any group to repeat the behaviors (and thereby reinforce the

values and culture) that had given them success.

In the early years of the firm, they used different mechanisms to explicitly reinforce the
values. They used the values as criteria in hiring, recognition, promotion and
termination decisions. They chartered the creation of an initiation program where the
explicit purpose was the maintenance of the existing culture: "To acculturate new hires

faster (by an order of magnitude). To maintain our culture, despite our accelerated

growth."

They were successful in putting certain structures in place. They intended those
structures to quicken the speed with which people entered the boat, understood the

course and were able to synchronize their strokes with the others. However, not all
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individuals experienced those structures in the way the leaders had imagined. Some
followed the mandates of the leadership team not so much because they embraced that
set of ideas but because the leadership team were the ones in power. Some had trouble
with the ambiguity of the espoused values, despite the ever-present stream of rhetoric.
Some found they enacted the looked for behaviors without necessarily embracing the
values or the mission of the firm. And many found that the day-to-day lived experience
was much more problematic than they had hoped; in practice, the values seemed
contradictory. And, as values became dogma and culture became "the way," the

leadership team revamped the values and the initiation process that had shaped the

company for so long.

Throughout this process, the D&D leaders continued tc manipulate aspects of culture in
order to shape the organization to their own standards. Not content to watch the
company unfold, they constructed the culture with the tools they understood. When
the results did not match their expectations, they used the same tools in the hopes of

attaining a different result.
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Chapter Four:
Informal Socialization: The Manipulation of Dress
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Chapter Four:

Informal Socialization: The Manipulation of Dress

This chapter continues the discussion of how the leadership team at D&D exercised
control by manipulating the culture of the firm. While the previous chapter looked at

aspects of formal socialization, this chapter focuses on informal socialization.

Tohn Van Meaanen has looked at the transitions in and out of roles and positions that
make up the gates of a career. His model includes a period of socialization every time
an individual crosses some organizational boundary, whether that boundary is
functional, hierarchical or self-defined by a less organizationally visible group.
To come to know an organizational situation and act within it irhplies thata
person has developed some rules, 