
AD-A141 413 CORPORATE CU HFUR WHAT I IS AND HOW TO CHANGE 
IT(U) 1/#

LRED P SLOAR SCHOOL OF MANAGEMENT CAMBRIDGE MA
E H SCHEIN NOV 83 TR-26-ONR N00014-80-CO0905

UNCLASSIFIED F/G 5/I NL

IIIIIIIIIIIIIl
IIIIIIIIIIIIII
IIrnIIIIIIII



F2

IIIIII9~ 1 11112.4 0

1.25 1111.6

MICROCOPY RESOLUTION TEST CHART

%ATONAI. BUREAU OF SIANDARDS-I63-A



SECURITY CLASSIFICATION OF THIS PAGE (Wheni Dais Buntrod)_________________

REPOT DCUMNTATON AGEREAD DISTRUCTIONS
REPOR DOCMENTTIONPAGEBEFORE COMPLETING FORM

I-REPORT NUMBER 2. GOVT ACCESSION NO. 3. RECIPIENT'S CATALOG NUMBER

4. TITLE (and Subtitle) S. TYPE OF REPORT At PERIOD COVERED

Corporate Culture: What It Is and How To Change

(V~ It.A. PERFORMING ORG. REPORT NUMBER

qI 7. f~iN~e A. CONTRACT OR GRANT NUMBER(@)

___Edgar H. Schein N00014 -80-C-0905;
NR 170-911

II . PERFORMING ORGANIZATION NAME AND ADDRESS 10. PROGRAM ELEMENT PROJECT, TASK

Sloan School of Management AE OKUI UBR

(( Massachusetts Institute of Technology
50 Memorial Drive Cambridge, MA 02139 _____________

S I. CONTROLLING OFFICE NAME AND ADDRESS f2. REPORT DATE

Office of Naval Research November, 1983
~C Organizational Effectiveness Group (Code 452) I3. NUMBER OF PAGES

Arlington, VA 22217 3
I. MONITORING AGENCY NAME & ADDRIESS(il different bum Controlling Office) 1S. SECURITY CLASS. (of this repout)

Office of Naval REsearch Unclassified
Resident Representative ISa. DECL ASSI FICATION/ DOWNGRADING
MIT -- E19-628 SCHEDULE

1S. DISTRIBUTION STATEMENT (of this Report)

Approved for public release: distribution unlimited.

Ill. SUPPLEMENTARY NOTES

Invited address delivered to 1983 Convocation of the Society of Sloan
Fellows, MIT, Oct. 14, 1983

I9. KEY WORDS (Continue an reverse aide It neesr mid identifiy by block nueber)

a... Corporate Culture Culture Evolution
Organization Culture Culture Change
C) Organizational Life Cycle

.)ABJ~STRACT (Coniue mi rove#* side It necessary mid Identify by mlea obA.)

This paper briefly reviews the concepof sorporate culture -- what it L~s and
how it is initially formed and evolved. The bulk of the paper describes what
kinds of functions culture serves at different stages of the organizational
life cycle, and the implications of those functions for whether and how to
change culture. Ten different mechanisms of culture change are described\

S/M 010204* 6601 1 SECURITY CLASSIICATION OF T04IS PASS (Sues Data 3~f'*



--.- _-----

ONR

N00014-80-C-0905

NR 170-911

Massachusetts Institute of Technology
Sloan School of Management

Cambridge, MA 02139

TECHNICAL REPORTS IN THIS SERIES

T-i Schein, Edgar H. " Does Japanese Management Style have a Message for
American Managers?"
Sloan Management Review; Fall, 1981.
January, 1982.

TR-2 Van Maanen, John "Some Thoughts (and Afterthoughts) on Context,
Interpretation, and Organization Theory."
February, 1982.

TR-3 Van Maanen, John "The Mobilization of Effort: Sergeants, Patrol
Officers, and Productivity in an American Agency."
February, 1982.

TR-4 Bailyn, Lotte "Inner Contradictions in Technical Careers." Appeared
as "Resolving Contradictions in Technical Careers," Technology
Review, Nov./Dec., 1982
March, 1982. Working Paper 1281-82.

TR-5 Van Maanen, John, & Deborah Kolb. "The Professional Apprentice:
Observations on Fieldwork Roles in Two Organizational Settings."
In S.B. Bacharach (ed.), Research in Orsanizational Sociolo,
Vol. 3., Greenwich, CT: JAI Press, 1983.
June, 1982; Working Paper 1323-82.

TR-6 Bailyn, Lotte "Problems and Opportunities for the Maturing Engineer."
Appeared as "Career Fulfillment Strategies for Mature Engineers."
in Com uter Design, October, 1982.

I June 1982.

TR-7 Dyer, W. Gibb, Jr. "Patterns and Assumptions: The Keys to
Understanding Organizational Cultures."
June, 1982.

TR-8 Bailyn, Lotte "Work and Family: Testing the Assumptions."
(Forthcoming as portion of a book.)
August, 1982.

TR-9 Lindholm, Jearne "Mentoring: The Mentor's Perspective."
September, 1982.

TR-10 Van Maanen, John, & Stephen R. Barley. "Occupational Communities:
Culture and Control in Organizations." In B. Staw & L.L. Cummings
(eds.) Research in Organization Behavior, Vol. 6, Greenwich, CT:
JAI Press, l98.
November, 1982.

0070-11H
- 1 0983

i .. .. t ,.. ..



TR-11 Ballyn, Lotte, and John T. Lynch. "Engineering as a Life-Long Career:
Its Meaning, Its Satisfactions, Its Difficulties." In press:
Journal of Occupational Behavior.
November, 1982.

TR-12 Schein, Edgar H. "The Role of the Founder in the Creation of
Organizational Culture." Organizational Dynamics, Summer, 1983,
13-28.
March, 1983

TR-13 Schein, Edgar H. "Organizational Culture: A Dynamic Model
March, 1983

TR-14 Lawrence, Barbara S. "Age Grading: The Implicit Organizational
Timetable."
April, 1983

TR-15 Van Maanen, John "The Boss: First-Line Supervision in an American
Police Agency" reprinted from Maurice Punch (ed.) Control in the
Police Organization, Cambridge, MA: MIT Press, 1983.
April, 1983

TR-16 Louis, Meryl R., and Barry Z. Posner. "Socialization Practices, Job
Satisfaction and Commitment." Presentation, Western Division,
Academy of Management, March, 1983.
April, 1983.

TR-17 Van Maanen, John "Doing New Things in Old Ways." Journal of Higher
Education, Fall, 1983.
May, 1983.

TR-18 Barley, Stephen R. "Semiotics and the Study of Occupational and
Organizational Cultures." Administrative Science Quarterly,
September, 1983.
May, 1983.

TR-19 Schein, Edgar H. "Individuals and Careers." Forthcoming in J. Lorsch
(ed.) Handbook of Organizational Behavior, Englewood Cliffs, NJ:
Prentice-Hall.
May, 1983.

TR-20 Van Maanen, John "Qualitative Methods Reclaimed." Appeared as
"Epilogue" in re-issue of Administrative Science Quarterly
(Special Issue on Qualitative Methods, 24, 1979, 1). Sage, Inc.,
Fall, 1983.
September, 1983.

TR-21 Dyer, W. Gibb, Jr. "Organizational Culture: Analysis and Change."
Forthcoming in W. Glbb Dyer, Jr., Strategies for Managing Change,
Reading, MA: Addison Wesley, Winter, 1984.
September, 1983.

TR-22 Louis, Meryl R. "Culture Yes; Organization, No:" Presented at the
Academy of Management meetings, Dallas Texas, August, 1983
September, 1983.

/I.

-ii1 -



TR-23 Schein, Edgar H. "Culture as an Environmental Context for Careers."
September, 1983.

TR-24 Schein, Edgar H. "Organizational Culture: or, If Organization
Development Is Culture Change, Is That Possible and/or Desirable?"
Invited presentation: Distinguished Speaker in Organization
Development, Academy of Management Annual Meeting, Dallas, Texas,
August 16, 1983.
September, 1983.

TR-25 Van Maanen, John, and Stephen R. Barley "Cultural Organization:
Fragments of a Theory." Presented at Academy of Management Annual
Meeting, Dallas, Texas, August 16, 1983.
November, 1983.

TR-26 Schein, Edgar H. "Corporate Culture: What It Is and How to Change It."
Invited address delivered to 1983 Convocation of the Society of
Sloan Fellows, MIT, Cambridge, Massachusetts, October 14, 1983.
November, 1983.

.1

II

/

U-- I



Corporate Culture:
What It Is And How To Change It CL

Edgar H. Schein ACCOSSIofl For

Sloan Fellows Professor of Management !NT1s GRA&I
Sloan School of Management piY,' TAB

Massachusetts Institute of technology 7 - tflUacid

November, 1983 '~.gi~1U

A.wailsbilitY GodeS

S Aail and/or

Spe'ci~a]

Invited address delivered to the 1983 Convocation of the Society of Sloan
Fellows, MIT, October 14, 1983.

* :::ove f or public release: distribution unlimited.

eReproduction in whole or in part is permitted for any purpose of the United
SttsGovernment.

a hi research is sponsored by:
Chief of Naval Research,
Psychological Sciences Division,
Organizational Effectiveness Research,
Office of Naval Research (Code 452),

/ Arlington, VA 22217
under Contract Number N00014-80-C-0905; NR 170-911.



-1--

CORPORATE CULTURE: WHAT IT IS AND HOW TO CHANGE IT

EDGAR H. SCHEIN

SLOAN FELLOWS PROFESSOR OF MANAGEMENT

SLOAN SCHOOL OF MANAGEMENT, MIT

Invited address delivered to the 1983 Convocation of the Societv of

Sloan Fellows, MIT, Oct. 14, 1983.

A few years ago the concept of corporate or orgrniz.ational culture

was hardl mentioned by anvone but a few social scientists. Todae it

is one of the hottest topics around because, it is alleged, 3 better

understanding of how to build the right kind of culture or a strons

culture will solve some of our Productivity Problems. Several recent

books, most notablv the Peters and Waterman (1982) report on the

McKinsev st,-dv of e.cellent American companies, emphasize that 'strong

cultures' are a necessarv ingredient of e'cellence. So the hunt is or,

to find strong cultures, and, thereby, fix our Problems.

The dilemma is that we dont know exactlw what we are hunting for.

And it is not at all clear that we would know what to do with the catch

if we found it. All kinds of definitions of organizational culture cari

be found, and all kinds of models are advocated for creating, managing,

changing or even circumver,ting culture, Just in case culture turns out

to be an unfriendlw animal.

/ Even if we learn how to decipher organizational culture, it is not
/

at all clear whether full knowledge of one's own culture is always
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helpful. Sometimes self-insight is a source of anxiety and

discouragement, and sometimes self-insight destroys the iystiaue of

what we have. On the other hand, lack of insight into one's own

culture leaves one vulnerable to forces of evolution and change which

one does riot understand and may have difficulty controlling.

One can see this clearly in the introduction of new technologies

arid Processes such as the information, control, and decision support

systems which the computer has made Possible. Such systems have the

effect of forcing maragers and employees to cornfront aspects of their

culture which they had never thought about before. For example, the

introduction of electronic mail makes managers confront the auestion of

how they Prefer to relate to each other and what assumPtions they hold

about decision makirg. In one organization I know of, managers came to

realize that they depended on face-to-face contact and freeuert

meetirigs. Instead of changing their style, they chose to hold or: to

this way of working and, instead, subverted the electronic mil

system.

In another organization, the introduction of Personal computers on

all e:.xecutive desks made it Possible for senior managers to be fully

informed about all aspects of their organization, a Power which the.,

used to auestion lower levels about any deviations they noticed. This

Produced so much resertment, hiding of information, and even falsifying

of information, that the system had to be modified to introduce time

delays into the information flow. Senior management saw data one day

later than lower levels to allow them to investigate and find out why

things were off.

The whole system of trust, delegation, management by objectives,

* [ ___ - -- ___ ____ ___

.0 ----- r
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development of subordinates, and getting decisions made close to the

Point of action, can be unwittingly undermined by the attempt to

introduce some new technologies and Practices. If we do not have

insight into such conseauences, we mav change our organizations in wae

that are neither desirable nor effective in the long run.

Insight into cultural matters also clearly affects the creation

and implementation of strategy. Not only does culture limit the

strategic options which are conceivable to an organization, but clearlv

one cannot implement strategies if thew run against Powerful cultural

assumptions. One sees this most clearlv in the transition from, an

engineering based to a marketing based organization. Not orilv is it

difficult for the ex-engineer to conceive of marketirg in the wav that

the Professional marketer Perceives this functior,, but the

implementation of a marketing strategy maw be undermined bd the kind of

People who are in the sales force, the incentive systems operating? the

issues that e. ecutives Paw attention to, and so or,.

Yet the economic situation of an organization maw dictate a

strategv which renuires some culture change, so we need insight into

how to manage and change culture. But we must riot forget that culture

as a concept was invented by anthropologists to describe those elements

of a social swstem which were, in manv senses, the LEAST changeable

aspects of that system.

How then shall we Proceed to make sense of this area and to

develop some useful insights for the management of organizations? I

would like to approach these issues todav by reviewing a model of

corporate culture which emphasizes how culture is learned. If we are

to influence the dwnamics of culture change, we must first have a clear

._
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model of culture origins.

A DYNAMIC MODEL OF ORGANIZATIONAL CULTURE

The simplest wav to think about the culture of ari group or social

unit is to think of it as the sum total of the collective or shared

learning of that unit, as it develops its capacitv to survive in its

external environment and to manage its own internal affairs. Culture

is the solution to external and internal problems which have worked

consistently for a group and are therefore taught to new members as the

correct way to Perceive, think. about, and feel in relation to those

Problems.

The kinds of Problems which an sroup faces are shown in Chart 1.

Think of a compan that has Just been formed or a new organization

based or-, a merger. This new social unit must develop, if it is to

survive in its external environment: 1) a sense of its own mission or

Primary task, some reason for eisting. From this is typicallv evolved

2) some concrete goals, 3) some means for accomplishing those goals, bv

which I mean the organizational structures and decision Processes which

are developed, 4) some means of monitoring Progress, the information

i and control systems that are utilized, and 5) some means of reF'airin

structures and Processes if they are not accomplishing the goals.

In order to function at all, however, the group must have 1) a

common lanluage and conceptual categories, 2) some way of defining its

boundaries and criteria for membership, which is typically embodied in

the recruitment, selection, socialization, training, and development

systems of the organization, 3) some wav of allocating authority,

Power, status, Property, and other resources, 4) some norms of how to
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handle interpersonal relationships and intimacy, what is often embodied

in the terms style or climate of the organization. 5) criteria for the

dispensing of rewards and Punishments, and 6) some way of coping with

unmanageable, unpredictable, and stressful events. This last area is

usually dealt with by developing ideologies, religions, superstitions,

magical thinking and the like.,

Note that organizational culture embodies the solution to a wide

range of Problems. We must never make the mistake of assuming that

when we have described one aspect of a given organization that is very

salient, such as how People are managed, for example, that we have then

described the whole culture. Such a total description should deal with

each of the external and internal issues which have been identified.

I have also observed in those organizations that I know well, that

they are to some degree integrated by even more basic assumptions which

deal with broad human, issues. It is Probalv the human need for

Parsimony and consistency which drives us to these higher order

concepts, dealing with fundamental matters of organization/environment

relations, the nature of human nature, the nature of human activity and

relationships, and, most important, the nature of reality ard truth,

embodying very fundamental corceptual categories about time, space, a rd

the nature of things.

I call these ASSUMPTIONS rather than VALUES because they tend to

be out of awareness, taken for granted, and basically viewed as

automatically true and non-negotiable. Values are debatable and

discussible; basic assumptions are not. We are up against a basic

assumption when our observations or auestionrs are treated as dumb,

crazw, or too absurd to be dealt with, as when someone ouestions

j _____________

__ _ _ _ ___i~-
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whether the world is round, whether it is necessarv to make a Profit,

whw one should not schedule more than one Person at a time for art

appointment, and so on.

Once a group has had enough of a historv to develop a set of basic

assumptions about itself, we can think of the culture as e-isting at

three levels, as shown in Chart 2. At the most superficial level we

have artifacts, the visible behavioral manifestations of underlyirs

concepts. TheY are easv to see, but hard to decipher. r I see that

every office has an open door, that People wander int- each others'

offices and argue a lot, what does that mean? The arti al visible

and heerable environment can Provide clues but rarelY does it Provide

answers,

The nex t level has more credibility. If I ask People nuestions

about whv thew do what they do, I will elicit values and belin to

understand the reasons behind some of the behavior. I may learn that

doors are open because the President of the company ordered them to be

open; he believes that everyone should always be accessible. I may

learn that People chat with each other because communication is highlv

valued, and that thew argue a lot because one is supposed to let

agreement of decisions before acting. I maw also learn that middle

managers are nuite frustrated because decision makir, is taking too

lor, , but if thew trw to become more efficient and disciplirned.

@something' in the environment which thew cannot identifw resists.

: ;When I have a good deal of information of this sort I can begin to

see whv the organization works the waw it does, and often improvements

immediatelv suggest themselves at this level. But I have not wet

reallw confronted the essence of the culture at all. The values I have
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encountered are themselves manifestations of the culture, but riot what

we could think of as the driving force or essence of the culture.

I believe that what reallv drives or creates the values and overt

responses is the learned underlwing assumptions. As a group or

organization solves its collective Problems it always operates with

some world view, some cognitive map, some hypotheses about reality,

and, if it has success in solving those Problems, that world view comes

to be seen as correct and valid. It char,nges from a hypothesis to ar,

assumption, and, if it continues to work, it graduallv drops out of

awareness altogether.

Because of the human need for corsistency and order, the basic

assumptions graduallv come to be coordinated into a Pattern, assuming

that the group has a long enough life for this Process to happen. So

what I reallv mean by culture, is the PATTERN of underlying ASSUMPTIONS

which are implicit, taken for granted, and unconscious, unless thev are

deliberatelv surfaced by some Process of inuuiry.

For example, if I continue to Probe in the above compary, I will

discover that the deep reason whw it has open office landscapes, oper,

doors and frenuert meetings is the shared assumption that truth can

onlv be determine by some Process of testing ideas on each other. This

atsumpotion about truth is combined with the assumption that anone can

have ideas but no one is smart enough to assess his or her own ideas?

not even the boss, hence mutual testing is the onlv wav to determine

truth, even if that takes time and energy.

By contrast, in another comPanv that has manv locked offices arid

few meetings, the basic Paradigm involves the assumptions that a job

is considered to be a manager's Personal turf, not to be interfered/



with unless there is clear evidence of failure, and then only the boss

has a right to intrude with suggestions and corrective measures.

Whereas in the first organization there is information overload and

frustration over slow decision making because too manw People can 1et

into the act, in the second organization there is frustration over the

inabilitv to get innovative information from one Part of the

organization to another. The suggestion that there should be a system

of lateral communication simply never gets off the ground because it is

assumed that one will threaten and insult the manager if one offers

information when none has been asked for.

Assumptions cart grow up about the nature of a successful Product.

what the market Place and customers are like, which functions in the

comPany reallv are the most important ones, what is the best form of

orarizatio,, how People should be motivated arid managed based ori

Theorv X or Theorv Y assumptions, whether or not individuals or groups

are the ultimate unit of the organization, arid so or, for each area

shown it, Chart 1. It is the interlocking of these assumptions into a

basic Paradigm which is the deep and most important laer of

organizational culture.

HOW IS CULTURE LEARNED'?

There are basicallv two learning mechanisms which interact:

1) Anxietv and Pain reduction: the social trauma model; and

2) Positive reward and reinforcement: the success model.

Picture, if vou will, a new group created bv a founder. Such a

grouP will encounter from the beginning the basic anxietw which comes

/1 from uncertainty as to whether or not the group will survive and be
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Productive, and whether the members will be able to work with each

other* Cognitive and social uicertairtw is traumatic, leading group

members to seek waws of perceiving, thinking, and feeling which thew

can share and which make life more Predictable. The founder ma have

his own Preferred waws of solving these Problems which get embedded in

the group, but onlw as the group shares in the solutions and sees that

thew work can we think of cultural learning (Schein, 1983).

In addition to these initial traumas, everv new group will face

crises of survival in its earlw history. As members share the

Perception of the crisis and develop was for dealing with it, thew

learn to overcome the immediate Pain, and also learn waws of avoiding

such Pain in the future. When a situation arises that is similar to

a Prior crisis, it will arouse anxietv and cause the group to do what

it did before in order to reduce the anxietw. It will avoid as much as

Possible reliving the actual Pain if it car be avoided bw ritualistic

waws of thinking, feeling, and behaving.

For example, if a voun companv faces extinction because of a

. iProduct failure, learns that it has underengineered the product, and

survives bv careful re-design of the Product, it maw well learn that to

avoid such trauma in the future, it should engineer Products more

carefully in the first Place, even though that is more costly.

Whatever works in *saving' the organization, becomes learned as the wa.

to avoid future trauma. Members of the organization begin to think of

careful engineering as 'the wa we do thinks around here,' and teach

new incoming engireers that 'that is the way we should design

Products,' based on the now unconscious assumption that this is the waw

/ to win in the marketplace.
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The Problem with this learning mechanism, is that once we have

learned to do something to avoid a Painful situation, we continue to

avoid it, thus preventing ourselves from testing whether or not the

danger still exists. The compan that now carefully engineers

everything cannot find out whether or riot customers now would or would

not accept a less well engineered and less costly Product. Trauma

based learning is hard to undo, because it Prevents us from testing for

changes in our environment. Cultural assumptiors learned by this mens

can then, be thought of as IEFENSE MECHANISMS which the group has

invented to cope with an.iety and potential trauma.

The second major learning mechanism is Positive reinforcement. We

repeat what works, and give up what doesnt° If the woun companu

starts with some founder beliefs that the waw to succeed is to Provide

customers good service, or to treat their employees as their maJor

resource, or to always have the low Price Product, or whatever, and

action based on, that belief succeeds in the market Place, then the

Iroup learns to repeat whatever worked and graduallv accepts it as a

shared view of how the world reallv is, therebw creating a Piece of its

culture.

But this learning mechanism is different from traumatic avoidance

learning in that it Produces responses which continually test the

environment. If the environment is consistent in Producing success and

then changes so that Previously successful responses no longer work.,

the group will find out about it auickly, and the responses will be

re-exaamined and changed. On the other hand, this learning mechanism

can also Produce behavior very resistant to change if the environment

is inconsistent, Producing success at one time and failure at another

ago
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time. Unpredictable intermittent reinforcement leads to very stable

learning Just as trauma does.

Learning theorists also note, by the way, that avoidance learning

is so stable because not only does the ritualized avoidance response

avoid the Pairs, but the actual reduction of the anxiety, the

anticipation of Pain, is very rewarding. Thus some orgarizational ways

of thinking about Problems Produce the immediate comfort of anxiety

reduction, even though those ways of thinking may be disfunctional in

terms of adaptation to a rapidly changing environment. Arid if those

ways of thinking have become deeply held, taken-for-granted, basic

assumptions about the nature of the world, it is ro small task to

contemplate how they might change.

Once we have adopted a learning model of culture, the auestion of

whether every organization has a culture can be answered in terms of

whether or not it has had an opportunity for such collective social

learning to occur. For example, if there has been low turnover of

People, especially in key Positions of influence, and a history of

intense experiences with each other, a collective, shared wa-i of

thinking can be developed very ouickly, as was often observed in

wartime in military units. Thus, one could Postulated that the

strength, clarity, and degree of integration of a corporate culture or

sub-culture is directly proportional to the stability of the

membership of the group, the lergth of time the group has been

together, and the intensity of the collective learning which has taken

Place during that history.

Notice, by the way, that if one adopts such a view of how

corporate culture is learned, one cannot simply CREATE a strong culture
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bw executive action. Such a culture evolves through shared historw riot

managerial decisions to have a strong culture. Of course, one can

always adopt the approach of a South African chief executive I know who

created strong managerial teams by sending them off on a dangerous

safari together. Whether such a model can be escalated to total

organizations is something we can all speculate about.

This approach also deals with the Problem of what is a sub-

culture. Any group within art organization has the Potential of

developing its own culture if it has stable membership and a history of

joint Problem solving. Thus we would expect to find within a giver,

orgarizatior,s a variety of functional, geographic, rank level, Project

team, and other cultures which, from the Point of view of the total

organization car be thought of validlv as 'sub-cultures,' just as the

total corporate culture, if there is one, can be thought of as a 'sub-

culture' vis-a-vis the larger society in which that coypan operates,

SELF INSIGHT AND CULTURE CHANGE.

Given this model of organizational culture, what car we saw about

the Pro's and con's of obtaining insight into this deer level, and how

does this relate to organizational culture change? The answer depends

on the circumstances in which the organization finds itself, as Chart 3

illustrates. I am hypothesizing that the culture issue is different at

different stages of development of an organization (Davis, 1982). I am

also hwpothesizing that the kind of change which is Possible depends

upon the degree to which the organization is unfrozen and readv to

*y change, either because of some externally induced crisis, or some

/ internal forces toward change (Schein, 1990).

;II

* -i.i:
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Chart 3 shows three major developmental Periods that can be

identified in Private organizations, and for each Period hwpothesizes

what the major culture issues are, how much self-insight is crucial,

and what change mechanisms are likely to be operating.

BIRTH, GROWTH, FOUNDER DOMINATION AND SUCCESSION

I am lumping together here a whole host of sub-stages and

Processes and am ignoring, for the moment, that this stage carn last

anywhere from a few vears to a few decades. At this stage the

organizational culture serves the critical function of holding the

organization together while it grows and matures. It is the glue that

Permits rapid growth and the influx of m, an newcomers. One might

expect to see strong socialization Processes which become almost

control mechanisms, arid one might observe strong defensiveness around

the organizational culture, because menbers recogrize how critical the

culture is as a force toward integration.

In this stage one car see the culture as a distinctive competence,

and as a source of identitv and strength. Assumptions about

distinctive competence can involve the organizatiorn's Products,

r Processes, structure, or even relationships. For example, I know of a

voung and rapidlw growing compan in the lawn service business which

has chosen their emplovees not their customers or stockholders as their

Primary stakeholders. All their truck drivers, secretaries, and

maintenance People fullw understand the econom, ics of the business on

the theorw that if the emplowees feel totally committed and

Professional, thev will see to it that customers are found and are well

treated. The continued success of the business hinges on the ability

to maintain such identification with the core mission on the Part of a

.4_
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rapidly growing work force.

Self-insight is critical in that it is important for members to

recognize what their source of strength reall is, but the Process of

achieving that insight is not easw because one orild wants to look at

the Positive and desirable ,ualities of the culture at this stage. A

comParv mav have gotten where it is bw ruthless competition ire the

market Place and ruthless internal weeding out of incompetents, but it

does riot necessarilv want to accept that self-image as being its

distinctive competence and source of strength.

During the Period when the founder or the founder's fanpilj is

still doniniart in the organization, one mav expect little culture

change but a great deal of effort to clarify, integrate, maintain, and

evolve the culture, Primarilv because it is identified with the

founder. Culture CHANGE becomes ar issue orilv under two conditions"

1) the compary runs into economic difficulties forcing kev

managers to re-evalute their culture; or

2) succession fromi the founder to Professional managers forces

assessment of what kind of successor to Pick.

How then does culture change happen in this stage? I believe one

can identify four mechanisms:

1) Natural evolution, survival of the fittest;

2) Self-guided evolution through organizational therapy;

3) Managed evolution through selection of hvbrids;

4) Managed evolution through introduction of kew outsiders.

MECHANISM 1. NATURAL EVOLUTION. If the organization is riot under too

much external stress and if the founder or founding family are around
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for a long time, the culture simply evolves in terms of what works best

over the wears. Such evolution involves two basic Processes:(
a) General evolution toward the next stage of development, i.e.

diversification, complexitw, higher levels of differentiation and

integration, creative syntheses into new and higher level forms. The

elements of the culture which operate as defenses are likely to be

retained and strengthened over the years.

b) Specific evolution or the adaptation of specific Parts of the

organization to their Particular environments. Thus a high technolog-

companw will develop highly refined R I D skills, while a consumer

Products companw in foods or cosmetics will develop highlw refined

marketingskills. In each case such differences will reflect important

underlwing assumptions about the nature of the world, and the actual

growth experiernce of the organization.

MECHANISM 2. SELF-GUIDED EVOLUTION THROUGH ORGANIZATIONAL THERAPY. If

one thinks of culture as being in Part a defense mechanism to avoid

uncertainty and anxietw, then one should be able to help the

organization to assess for itself the strengths and weaknesses of its

culture, and modifw it if that is necessary for survival and effective

functioning. Therapw which operates through creating self-insight

Permits cognitive redefinition to occur, and therebw can produce

dramatic changes, Outsiders are necessary for this Process to unfreeze
J/

the organization, Provide Psychological safetw, help to analyze the

Present defensive nature of the culture, reflect back to key People in

the organization how the culture seems to be operating, and help the

Process of cognitive re-definition (Schein I Bennis, 19651 Schein,

h4
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1969).

When this Process works, usuallw because the client is highly

motivated to change, dramatic shifts in assumptions can take Place. I

know of one comparv that could not make a crucial transition because of

a history of defining marketing in verw limited merchandising terms,

and, hence, seeing little value in the function. This assumption, i.e.

that marketing cannot really help, led to hiring Poor marketers arid

losing the good ones which the companv had. Only when kew e'ecutives

had real Personal insight into how thew defined marketing, and

cognitively redefined the fuJnctior in their own mind, were they able to

adopt the assumption that marketing could help.

Much of the field of Planned change and organization development

operates on the therapeutic and self-insight model. The assumption has

to be made that the system is unfrozen, i.e. there is motivation to

change, and that there is readiness for self-insight however much Pain,

that might entail. Organizations sometimes have to get into real

trouble, however, before they recognize their need for help, and then'1
thew often do not seek the right kind of help. Sadly, orgarizatiorns

are no different in this regard front individuals.

This would model of change is, of course, a direct Parallel to a,

individual changing life course or Personalitv as a result of an

intensive therapeutic Process which emphasizes insight as critical.

Powerful belief change can occur with cognitive redefinition. For

example, in the studies of Prisoners of war under Pressure from

interrogators to confess to crimes which they felt thew were innocent

of, the crucial change came about when the Prisoner suddenly had the

insight that his or her definition of crime, guilt, and innocence were
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all different from those of the captor. Once cognitive redefinition

had taken Place, i.e. recognizing that from the Point of view of the

captor certain Previously unrecognized things were defined as crimes#

it was Possible to change one's view of oneself (Schein, 1961).

MECHANISM 3. CHANGE THROUGH HYBRIDS. One Process which I have seen in

several companies is captured bw the feeling 'we dont like what he is

doing in the waw of changing the Place, but at least he is one of us.'

If the organization's leaders recognize the need for some change, but

dont ouite know how to get there, thev begin to swstematicallv select

for kes jobs those members of the old culture who best represent the

new assumptions that the leaders want to implement.

For example, in one rapidly growing company there is the Problem

of moving from the assumption that the wav to function is to all think

for ourselves and exercise local option, to the assumption that the wav

to function is to make some decisions at the top and implement them in

an efficient and disciplined wav. To get to this waw of operating the

CEO has increasingly selected for senior management Positions those

Iounger managers who have grown up in and believe in the more

disciplined waws of doing things, i. e. managers with a manufacturing

background#

Formal management succession when the founder or founding familv

finallw relinsuishes control Provides an opportunitw to change the

direction of the culture if the successor is the right kind of hvbrid,

representing what is needed for the organization to survive, wet being

seen as acceptable 'because he is one of us' and therefore also

a conserver of the old culture. An interesting special case is to

A_._" _____.__
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create a hybrid bw having an outsider who is being 'groomed" as the

successor to the founder serve for a number of wears on the Board of

Directors and becoming thereby Partially acculturated.

MECHANISM 4. CHANGE THROUGH KEY OUTSIDERS. It is not urcomnmon in the

succession Process of a woung and growing company to turn to outsiders

to fill key Positions on the grounds that the organization needs to be

more 'Professionally* managed, that is, needs to bring in modern

management tools which the founder is often Perceived to lack. Turning

to outsiders is also the most likelw course if the company is in

economic difficulty due to Perceived inefficiencies associated with the

old culture.

Gibb Dyer, one of our graduate students, has looked at this

change mechanism in several organizations and has found what appear to

be the kew conditions for this Process to work.. Assuming that the

outsider is really seen as different, riot merely a hwbrid, it would

appear that the following scenario is Prototypical--the organization

develops a sense of crisis because of declining Performance or some

kind of failure in the marketplace and concludes it needs a new

managerial approach; an outsider is brought in with different

assumptions, manw of which immediatelw conflict with the culture of

origin, causing skepticism, resistance, and Possiblw evert sabotage of

the new leader's Program. If organizational Performance improves,

and if the new leader is giver credit for the improvement, he or she

will survive and the new assumptions brought in will begin to operate.

'We dont like his approach, but we cant argue with the fact that he

made us Profitable once again, so maybe we have to try the new ways.'

V, -.
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If improvement does not occur, or the new leader is not given credit

for what improvement does occur, he or she will be forced out.

DIVERSIFICATION AND ORGANIZATIONAL MIDLIFE

Let us look next at the cultural issues of organizational

mid-life. It seems to me we are now facing a verw different situation.

The organization is established and must maintain itself through a

continued growth and renewal Process. Whether or not to Pursue such

growth through further geographic expansion, development of new

Products, opening up of new markets, vertical integration to improve

its cost and resource Position, mergers and acquisitions,

divisionalization, or spin-offs becomes a major strategic issue.

Where culture was a necessarw glue in the growth Period, it is

likelv that the most important elements of the culture have now become

institutionalized or embedded in the structure and major processes of

the organization, hence consciousness of the culture and the deliberate

attempt to build, integrate or conserve the culture has become less

important. The culture that the organization has acouired during its

earlw wears now comes to be taken for granted. The onlw elements that

are likelw to be conscious are the credos, dominant values, companv

slogans, written charters and other Public Pronouncements of what the

companw wants to and claims to stand for, its espoused values and

theories (Argwris I Schon, 1978).

At this stage it is difficult to decipher the culture and make

People aware of it because it is so embedded in routines. It maw even

be counterproductive to make People aware of it unless there is some

crisis or Problem to be solved. Managers view culture discussions as

/ boring and irrelevant, especiallw if the company is large and well

1NO
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I would hypothesize that at this stage there mav be strong~ forces

toward cultural diffusion, toward loss of integration~ because Powerful

sub-cultures develop in the system, arid because it is difficult to

maintain a highlv integrated .iiform culture in a larger more

differentiated organiizationi. Furthermore, it is riot clear hcw

imp'ortarnt it is for all of the elements of the culture to be uniform

arid integrated. Several cong~lomerates I have worked with have sr-ert a

good deal of time wrestling~ with the aluestion of whether to attempt to

preserve, or in some cases' trv to build a commnor culture? Are the

costs associated with such art effort worth it? Is there evert a dantier

that one will impose a culture on a suib-unlit which might riot fit its

situation at all? Or, the other hand, if sub-uinits are all allowed to

develop their own culturest what is the competitive advantage of being

a sing~le organ~ization?

Geographic lexpansions, mergers arid acauisit ions, introduct ions of'

new techriologiesy all reotuire a careful self-assesspiert to determine

* whether the cultures to be integrated or merged arey in factq

compatible. The major conclusion to be drawn about this stage, then,

is that the cultural issue is comple': arid diverse. One miight almiost

* argue that in this stage there are so mariv different I'inids of Possible

conditions which might reauire some maniagement of the cultural issues?

that executives of mature healthw companies should be recoui red to

understand as much as Possible about cultural dyniamics. If thev then

find themselves in a growthy diversificatioi, accituisitiony or merger

situationp thev would then have the niecessarv skills to diagriose a2id

* manage the cultural issues.
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If external or internal conditions charge and create a motivation

for improvement, then suddenly the culture issue becomes relevant and

salient. If the environment creates a crisis because of new

competition, new technologies, changing market conditions,

or socio-political changes, the organization may not be able to solve

Problems effectively. It only knows its own slogans and myths. Key

managers now need a deeper level of self-insight into the content of

their culture and into the cultural Process that is Probably going on.

Four mechanisms of culture change seem to me to be relevant at

this stage in addition to the four which have been mentioned above:

5) Planned change and organization development

6) Technological seduction

7) Change through scandal, explosion of myths

8) Logical ircrementalism

MECHANISM 5. PLANNED CHANGE AND ORGANIZATION DEVELOPMENT. Much of the

work of organization development Practitioners deals with the knitting

together of diverse and warring sub-cultures, helping the dominant

coalition or the managerial client system to figure out how to

integrate constructively the multiple agendas of different groups

(Beckhard I Harris, 1977). Thus headouarters/field conflicts,

conflicts between functional groups, or, in a matrix, between

functional groups and Project groups, destructive competition between

divisions, and so on, all recuire cultural understanding and the

creation of interventions which Permit mutual insight and the

development of commitment to superordinate company goals. Such

commitment always seems to involve both self-insight into one's own

.. --' r lr'.. -- - .. .. .. -
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assumptions and insight into the assumptions of other groups with whom

one feels in conflict.

MECHANISM 6. TECHNOLOGICAL SEDUCTION. This is a verw large categorv

which includes the diffusion of technological innovation at one extreme

and the deliberate, managed introduction of specific technologies for

the sake of seducing organization members into new behavior which will,

in turn, recuire new values, beliefs, and assumptions, at the other

extreme. For example, in situations where senior management sees too

much cultural diversity, it often introduces a seemingly "neutral" or

'progressive* technologv which has the effect of getting People to

think in common terms.

For example, man companies have introduced Programs of leadership

training built around notions like the Plake Managerial Grid (Blake &

Mouton, 1969) in, order to Provide man lavers of management with a

common vocabularv arid common concepts that make it Possible to develop

a more integrated uniform set of Practices across diverse groups ir, the

organization. The current Practice of introducing Personal computers

to several lavers of management, and the mandatorv attendance at

training courses mav be intended to serve a similar kind of unif ing

function.

We should, of course, recognize that one reason whw so mar PeoPle

resist such new technologies is because they sense that their cultural

assumptions are being challenged and threatened. Technological changes

not onlw disrupt our behavioral Patterns but force us to look at and

possibly change our underlwing assumptions.
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MECHANISM 7. CHANGE THROUGH SCANDAL, EXPLOSION OF MYTHS. It is not

clear whether one should call this a mechanism or simply note it as one

kind of event which can Produce Powerful culture change. As a company

matures it develops a Positive ideologw and a set of muths about how it

operates, what Argwris I Schon have labelled 'espoused theories,'

while, at the same time, it continues to operate bw other assumptions

which thew label 'theories-in-use' and which more accuratelv reflect

what actually goes on. For example, an organization maw espouse that

it takes individual needs into consideration in making geographical

moves, wet maw make it virtuallw impossible for People to refuse an

assignment because of the assumption that if one refuses, one de facto

takes oneself off the Promotional track. An organization maw espouse

that it uses rational decision making techniaues based on market

research in introducing new products, wet maw find it impossible to

challenge the biases and Pet Projects of certain kew managers.

It is where such incongruities exist between espoused and in use

theories that this change mechanism applies most clearly. Nothing

changes until the consenuences of the theorw in use create a Public and

visible scandal that cannot be hidden, avoided, or denied. A senior

'I
executives who has been Posted to a Position he did not want, commits

suicide, and his note makes it clear that he felt the companw Pushed

him into it. A Product fails in the market Place or turns out to be

unsafe and members of the organization leak the fact that their own

market research had shown the Problem all along. Such events suddenlv

expose an element of the culture in such a way that it is immediately

Ireassessed as incongruent. Strong Policies are then immediately Put in

Place to change the assumption which was operating.
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The wav in which I have described this mechanism it is more

evolutionarv than managed, but I suppose one could imagine scenarios

where managers actuallv engineer scandals in order to induce some of

the changes thew want.

MECHANISM 8. LOGICAL INCREMENTALISM. Logical incrementalism means

that ir, everv decision area under the discretion of a manager, the

decision is consistently biased toward a new set of assumptions, but

that individually each decision is a small change. The concept was

introduced by Quinn (1978) to describe what he saw as the actual

process by which strategv is implemented in organizations. Kew leaders

do not create massive changes even though thew have a clear concept of

where thew eventuallw want to end up. Instead thew look. for

opportunities to make small changes, constantly test how thew worked

out, and concentrate on the opportunistic utilization of fortuitous

events to move the svstem in a desired direction. Different

sub-svstems compete for their solutions and top management retzolves

the issue by selective support as the external situation renuires it.

Such a process changes the culture slowlw over a long Period of

timer especiallw if one set of such incremental decisions is the

replacement of People in kev Positions by People with different

assumptions. Executive selection and staffing processes are, in this

sense, one of the most Powerful Processes of cultural change.

In summary, organizational mid-life is the Period when managers

have the most choice of whether and how to manage cultural issues, and

therefore need to be most aware of how to diagnose where the

organization is and where it is going. If organizations face_xA
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increasingly turbulent environments, one might well advocate not STRONG

CULTURES, but FLEXIBLE CULTURES, where flexibilitv hinges on cultural

diversitw rather than uniformity.

ORGANIZATIONAL MATURITY AND/OR STAGNATION AND DECLINE

The next and last stage to be considered is Perhaps the most

important from the Point of view of culture change, because some

organizations find that Pieces of their culture or their entire culture

become disfunctional in a dynamic competitive environment.

If a companv has had a track record of success with certain

assumptions about itself and the environment, it is unlikely to want to

challenge or re-examine those assumptions. Evert if it brings them to

consciousness it tends to want to hold on to them because thew justifV

the Past and are the source of organization members' self esteem. Such

assumptions now operate as filters which make it difficult for kev

managers to understand alternative strategies for survival and renewal,

no matter how clear the strategy consultant's data and argument tend to

be. Ever if thew are understood thew often cannot be implemented

because down the line in the organization the new concepts are not
'4

comprehended or accepted.

Unless survival anxiety is at least as high as the anxiety which

accompanies giving up Present cultural solutions, no motivation to

change will be aroused. To Put the matter metaphorically, if I have

learned to fear dark rooms because I have always been Punished by being

sent to a dark room, I will avoid them whenever Possible. But if I am

being chased by a man with a gun and the only alternative is a dark

room, I will forget ow other fear and hide in it to survive.



- 26 
-

For example, a companw which has built its success or, basic

research now faces a world in which it is riot clear whether there is,

much left to be invented, where Patents have run out? and where vounger

more flexible competitors are threatening. The companw needs to become

more innovative in marketing, but the culture is built around research

and the creative marketers have a hard time getting the attention from,

senior maragement which thew need. The research department itself

needs to become more responsive to the market Place but it still

believes that it knows best. Even those senior managers who can see

the dilemma are caught in the culture in that thew cannot really

challenge and overrule the Powerful research People. On the

interpersonal side the culture dictates that a Job is a person's own

fiefdom. To ask for help, or to accept it are both signs of weakness.

To offer help or information is potentiallv insulting in that it

implies that the recipient does not know his or her Job. Everyore is

for charge, but no-one knows how to met there' and the anticipated

anxiety of real self-examination effectively keeps that from happening.

In this kind of situation the choices are between more rapid

transformation of Parts of the culture to Permit the organization to
become adaptive once again, what can be thoumht of as a TURNAROUND, or

to destroy the group and its culture through some Process of TOTAL

REORGANIZATION via a merger, acauisition, or bankruptcy Proceedings.

MECHANISM 9. TURNAROUND. The first condition for change through some

kind of turnaround is that the organizational culture must be unfrozen.

Either because of external realities which threaten organizational

* survival or because of new insights and Plans on the Part of the Board

0.
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of Directors or the dominant management coalition, the organization

must come to recognize that SOME of its Past waws of thinking, feeling,

and doing things are indeed obsolete.

If the organization is unfrozen in this sense, change is Possible

if there is 1) a turnaround manager or team with 2) a clear sense of

direction where the organization needs to go, 3) a model of how to

change culture to get there, and 4) the Power to implement the model.

If an of these is lacking, the Process will fail. We know from

organizational change theorw that the kew both to unfreezing and

managing change is to create enough pschological safetv to Permit

members to bear the anxieties which come with re-examining and changirg

Parts of their culture. The turnaround n,anagement swstem must have the

necessary insight arid skill to manage all of the above mechanisms

without arousing defensive resistance. For example, if major

replacement of People in key Positions is involved, that Process must

be managed in such a waw that it is seen as necessarw and carried out

according to some of the deeper cultural assumptions which need to be

i Preserved.

Effective turnaround managers use ingenuitv and draw on all of the

'1 mechanisms reviewed so far. For example, one turnaround manager used

technological seduction in the following way. A staid old delivery

companv was losing its competitive edge because it lacked a real

concern for marketing itself. Its trucks were gray and had a royal

seal Painted on them, indicating its 100 wear historw° The company was

acouired and a turnaround manager was Put in charge. He decided that

he wanted the trucks Painted white, causing great consternation, but no

one could think of a decisive argument to reverse the decision. Once
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all the trucks were Painted, People in the street began to notice then,

and asked what would be Put on the sides, getting emplowees at all

levels involved in thinking about the nature of their business and how

thew would, in fact, advertise themselves. This is technological

seduction at its best, but, of course, it also dealt only with a fairly

superficial Part of the culture. Deeper assumptions cannot be changed

so easily.

Turnarounds usuallw involve the wide irvolvenent of all

organization members so that insight into the old culture and its

disfunctional nualities become clearlv visible to everyone, The

Process of developing some new assumptions then is a Process of

cognitive redefinition, through teachirg, coachin,, changing the

structure and Processes where necessary, consistently Pawirg attention

to and rewarding evidence of learnirg the new ways, creating new

slogans, stories, myths, and rituals, and in other wavs coercirg People

into at least new behavior (Schein, 1983). All the other mechanis,s

described above mav come into Play, but it is the willingness to coerce

that is the kew to turnarounds.

MECHANISM 10. REORGANIZATION AND REBIRTH. Little is krown or

understood about this Process, so little will be said about it here.

Suffice it to saw that if one destroys Physically the group which is

the carrier of a given culture, by definition that culture is destroyed

and whatever new group begirns to function begins to build its own new

culture. This Process is traumatic arid therefore not twPically used as

a deliberate strategu, but it may be relevant if economic survival is

at stake.
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SUMMARY AND CONCLUSIONS

I would like to summarize mw analysis by drawing attention to five

mistakes that need to be avoided in thinking about organizational

culture. I will Put them in the form of DO NOTS*

1) Do not oversimplify cult,,re; it goes beyond slogans, behavior

Patterns, and values, to basic assumptions.

2) Do not forget how culture is learned; if traumatic avoidance

learning is involvedi, remember that People will resist change.

3) Do riot limit wour thinking about areas of culture content; it

goes bevond human relations into fundamental concepts of reality,

truth, social structure and organization, design, how decisions are

made, and so on.

4) Do not assume that culture change is simple; it involves at

least the 10 mechanisms outlined above and Probablv mary more.

5) Do not assume that more culture or stronger culture is better;

it depends on the stage of evolution of the compan and its current

state of adaptiveness. Instead of seeking that elusive, possibly norn-

* e.istent, and Possibly dangerous thing--a strong culture--try to'4

understand and seek the strength of the culture wou already have in,

your organization.

Keep you insight level high and face culture as a Poter,tiallv

friendly animal that can be tamed and made to work for wou if you

really understand it.
I

/

I ,.
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CHART 1

ORGANIZATIONAL CULTURE

E.H. Schein

DEFINITION: Organizational culture is the pattern of basic assumptions which
a given group has invented, discovered, or developed in learning to cope with
its problems of external adaptation and internal integration, which have worked
well enough to be considered valid, and, therefore to be taught to new members
as the correct way to perceive, think, and feel in relation to those problems.

EXTERNAL ADAPTATION ISSUES (PROBLEMS)

Cultural elements derive from consensus on:

1) CORE MISSION, MANIFEST AND LATENT FUNCTIONS, PRIMARY TASK
2) GOALS DERIVED FROM MISSION
3) MEANS TO BE USED TO ACHIEVE GOALS
4) CRITERIA FOR MEASURING RESULTS
5) REMEDIAL OR REPAIR STRATEGIES

INTERNAL INTEGRATION ISSUES (PROBLEMS)

Cultural elements derive from consensus on:

1) COMMON LANGUAGE AND CONCEPTUAL SYSTEM - TIME AND SPACE CONCEPTS
2) GROUP BOUNDARIES, CRITERIA FOR INCLUSION
3) STRATIFICATION: CRITERIA FOR ALLOCATION OF INFLUENCE, POWER, AND

AUTHORITY
4) PEER RELATIONSHIPS: CRITERIA FOR INTIMACY, FRIENDSHIP, LOVE
5) ALLOCATION OF REWARDS & PUNISHMENTS
6) RELIGION AND IDEOLOGY: HOW TO MANAGE THE UNMANAGEABLE

BASIC UNDERLYING ASSUMPTIONS

The essence of the culture will be the PATTERN of underlying assumptions
dealing with the following core areas:

1) MAN'S RELATIONSHIP TO NATURE: ORGANIZATION TO ENVIRONMENT
2) THE NATURE OF REALITY AND TRUTH
3) THE NATURE OF HUMAN NATURE
4) THE NATURE OF HUMAN ACTIVITY
5) THE NATURE OF HUMAN RELATIONSHIPS

Different basic assumptions evolve to deal with the external and internal
issues. Their inter-relationships and patterning makes up the cultural paradiam
for a given group.

0 193



CHART 2

THE LEVELS'DF CULTURE AND THEIR INTERACTION

LEVELS OF CULTURE

ARTIFACTS, CREATIONS

Tgc.mowsy VISIBLE BLr OFTEN
ART NOT DECIPIEALE
VISIBLE AND AuDiaLE

BEHAVIOR PATTERNSI

VALUES 6 REATER LEVEL OF
AWARENESS

BASIC ASSIWTIONS

RELATIONSHIP TO -TAKENI FOR GRANTE
ENVIRONMENT - INVISIBLE

NIATURE OF REALITY, - PRE-CONSCIOUS
* Tim, AnS SPACE

lArva of HUMAN hBANmE

NATUE OF HUMAN
kTIVI TV

NATURtE OF mUMA

G Schein, 1983



CHART 3

ORGANIZATION GROWTH STAGES AND CULTURE ISSUES

GROWTH STAGE CULTURE ISSUE, CHANGE MECHANISMS

Birth, early growth, 1) Culture is the "glue" which holds

founder domination, succession the organization together;

to "professional management" 2) Culture is source of identity and
a distinctive competence;

3) Drive to integrate and clarify culture
4) Heavy emphasis on careful selection

and socialization;
5) Potential successors judged on

whether they will preserve culture;
6) Self-insight into culture critical.

CHANGE MECHANISMS: 1) Natural evolution
2) Self-guided evolution through org.
therapy; 3) Evolution through hybrids;
4) Evolution through key outsiders.

Diversification and 1) Cultural integration declines as new
Organizational Midlife sub-cultures are spawned;
1) New products/markets 2) Crisis of identity, loss of key
2) Geographic expansion goals, values, and assumptions;
3) Acquisitions, mergers 3) Opportunity to manage direction
4) Vertical integration of cultural change;

4) Decision for cultural uniformity or
diversity;

5) Cultural self-insight important.

, !CHANGE MECHANISMS: 1) Planned change
and OD; 2) Technological seduction;
3) Change through scandal, myth
explosion; 4) Logical incrementalism.

.4

Organizational maturity, 1) Culture becomes a constraint on
stagnation, decline innovation;
1) Maturity of markets 2) Culture preserves the glories of the
2) Stabilization of internal past, hence is valued as a source of

relationships self-esteem, becomes a defense.
3) Culture change necessary and

inevitable; but not all elements of
culture can or must change;

4) Self-insight important in order to
preserve essential elements of
culture, avoid destruction of core.

CHANGE MECHANISMS: 1) Turnarounds;

2) Reorganizations, mergers,
takeovers: Massive replacement of

people.

- A.b*



It-

* I

IP . us

W M .0 00 -

-6 .2 CW 4,n on* 4 Ior5. -W b
* ~ u - . -.

m13 -u .a a m a La lp i awa
U.~~~. m L A4U 4U 4 h

66 LA Li 404 41 v a P i S
U 8 2p z s 16- z0 Vi U!! LI. a.. u

.8 4C DW04,A aiJ -I Cli i bgu lii CS CY n ,m.-. C
0 a A- 3'IA a. 3. . 4p C2 LO, ZCDCU 4 4 *L 4 8 1 4 9 -31 3 .1 ;0 

. 4 .40~ U3- -Am x3- WII 2~ ,A .s- .1 C' 'ow p Y*~~~~~~~~~ "A.P . a..& .. 3 - 
P s . -p y . *h T 4 -iLSa -~ ~ -a, b ii 5 0. L -~ IS2 L-. . .9 la~- .i Ug . ..na~~~s~~..a~&2r Ja.1 -L . 0 . 3Q 1

0.C 5 C * .

alp

IV4

aa a

on C- 0-) I.- ) lo-I.P.If m -A M C4- .U 0 " ) -
,l

V3 32 .9 Uf -0 C2 Li C0 2i , a 4
45 (. U u5 . Ls 4 55 eIW C'S ff u W' 44 M

169 So WI a -k~ W4a W 0 t0 IZ a- 6. w .i0P.c*~: PCw I .. :: --~ ,. s =C ) u .w3i 'A.4U
a - : :( z. 3 1 .T n0 . 5 a l I ~ i s.n atA i 4 5 i 4 . 4 i ~ t 4 93.
S.C~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~6 Ii Z: - z . i P3 . I .1I P 4 I ~

O 0- -1 0 . 3 - 3 .&a- W v 22 .u... ..j5. 0-0 la orl X.6-W3,2Cle1.C1.I AL 0 AL u da -A $- W- la L $ -1-
6; *-* Lh0.. ) -, A L 9 - , w C- .I4)C

I-*.A3 0 - 0 3 i 4' . @s4 C~ * j ~ 4 C 2. Lj jU. ' .C *&~~g & **I .J ( 43. .
a

*~~~ t' P 4 J L 33.h3 
1 

L ~ J k ~ C. 3 . h 5 ~ J
OU e-IO3A L k3 j - a U a.j.Z 5 1L . 3 pJ uW~ .Oa.

GO 8a IL0 P 4eqW CM - IL oe
pi 4m 4v t K

A. $- =v 
C4I bo 1A"SoaI!" 4"494 U' U. '4 U.6 h -4 .a 4 4i C3 4 6Aa LiaA u** ~~~~ ~ M de u 2 C C W h.a Cm IL .. 4 -aI - . 3 WP -333 0~~a ca 103 s ~ i I ~ 0 I

do3 4134 dg 00~ 
4m O

Vi * IU a-4 .U w~* lei3- .4i 2 4h .9,~~ s ~h~ gfl *lri.g- ,u a .ya A

49 Go3- 3-~ zU3 . 3 E #U. -. :- s 
0 

a- - h " - I I ,z .A

0 as at a * 0 30 *2, in p
V ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ; LO i *k t -1d f nAr "" pa:.M..dCa Il*-~ Ws-~* .a a r



I.-

hic

*c W
9L~ ~ ~ as aw 6

ZAi1~ se a i r- az
.aeIL &&onzB "ausz 1

a 61 06- v O 04. WU

Lw n 4~ . 1 ,Ww(

a.2L WiIIE 11. L J 4
w~wm ;i 0~ 19 .~ It. z33 LJ-Sdi

-*C a 5X - . wj~ 0 1 20,lu
I C3, e 0 1 OL a, I.,~~ff It I. C

W ~ * fSon1 -. f4 1 e%2 C. ff C5 v-IN, &LZ 0 *0 2
C. 's e ul Ai. 1- It L, r, I. I- C, -A t . a IS ~ i - el 0.1

I 3. A C1 .. . U- "O Cc,1 I dC 1 A. j0 -

C L. n C,- 9n I 9: t W9 03 2. U.I Y- 1-.AT r

-9 U. C3, CD or I 2-L jWc r49wwu f
n 3 Jho a, 93 w1 us J, t0 'r I I w 7 id G .1 "'

m 34 cc md~ W0 0

4 aCOOW0- ~ SL 0-c Wi

IfP~ In21 Uj -J n 0 w.Li3
-9 CC 430 m C 46, w0

ui0- w YII ~C 4,

41, u*-Z W -1 s 2
-o 0. 40 0 U.f a &a40

IN;.4U W ' UZ P.- x .- U a. 0 -- on 4; g fC(A
I- I- A Z4 1, 0- AU 2! In I- 145 0. S eR5w

's_ __ _ __ _ IS CW w3 . C 80 .0: .

inS . L = ) . - CC."



0 - - - - - - - - - - - -ac-

It 0. deJ A ICwI

=- #.A 0 'a u a -

- ai 40a w - 4 wI INSC .
C0.0A 3 t.4 .K. 4jzC ELit t4

8.134e 4A -4s8AU. 0 to IsW 3 X ,

I" as -A. em f- on 1.6 la- dr a EA . Vl u t i s- ,

LW U Li 4 4@1 880 8.43

0 M E) VC ( 0- * LA La 38813 t*330
'A 4n~ 2p .1 .86 Xlfl1 0 h8.i- Q. a A s14L 0- l ge-

W J. 0 43 C., 0 . .,..* 2 8* 6A w0 i W 11142.15-.9w-8!
04,84C .4.s zK C4 e1 0, @21- 0.1 4 34 0 4 4.5

CA C-2- CAbl~3 2~al& .I V 4 .V7 !1 so . I
or8J~J CD.44. S.4 .O m8 -4LI zS, nhJ =J us CA &.

.Pw " 0 4 O &A V... nP ZP Ir04 IV Ir -4 0 334 .9KS ui M I

a, 4 w

z Li C. fA 0 31 0 40

3.4 M 0. him 33 8.1 4p
0 Z UA *U 445

3c la1 hi n .0 -13U hi4 LS go 440 III

In ft.8 A u I 0 0 W s-C I. IL. 80 0880

4J44 ff 4a U *o 4U u0- r%4W aU La=0
307 0 -I .13 - 4r 2-.1103 :18 rb t C .1

0 19 Is 3- :t 1 I*& - 4,Ph Vd . If .9 0-

cc~h La4049LA 0 c.0.CL Oa C e0 C C4 0 S3.3K 410- 92 c cc L C
4v z.C 0i I U I. . .i1 C' W$U z 0lj 'a ww

= *La 0f 6w4 0 h 401 040 -. c -62- o-- 4 -9g .44e0c.Lc C 4 .. 0

44 0

C, L
C., a3A 4 o A w

.0 61 01- 12O
'm hi - Uo

" :: .M "' =4o
CA 0 "' *a w 4p IA

Is a~ w l Aca0 .. 0 hi a. w -P ot
AL A 4p Ja .4 me U0

I A-i. 4zd WI C. Ct 4 4 hi S i 30 w
3t4 .A uw- -A .. a -- I a88.8a:

9 .4 64 .2XwWi
doILV00 sP an to 0% 9 . J C w f% ft PP00.8. 91164 .

Z. ul C . .: 44 as p z,"4 CI GA r6- s-0016 3 w~ A .a&a m0 .0' x:w 0
3.0 9.. 08 .. 8 *6 C. 4 4.8 P .. siRL M U La 0 o

0 .8 S0.8 r-1b so n vow to% 0.8000 14 .ah44f

OdIEf I"31. 01048. M6VM 0



0 %

0-j 0-L.1-
f= 31..

Cd 0 a

e,. : 3w wt
.c I. w 1 C2

ad z 02 .JU
es 3 0- I.:, as 1: 1 o- 6

0' O C la -. 4,v.t crL

40 54 611 92 ar ; a Or 4L a

Go3 0-.2.# - "0 4A8de 0 9 8.1 n. -

-, "-f ar It 4 6 C;C,'
S.699 .). wIiV meI~ -1'* C2 a U. Dc .4

:LU * ZU1 .40 .40 .6 Ub Li 61M ac 6Cto MS4 t ID z ) 4 .1 *Y A-f -4 3nU. X4
a .~ 4.i 3 1 4Z61 0 Lie400

LA n W &L C3~ . .. a La k. 8. uo At

I-6 z-94-4 -f

cam 3. ~ 'A1. 1001)013'-q0
cJP 111 CP 6. L .1-L . 40 a j130 0

8JT9P UTI. C*LJ~. 3. 1)43 PU- z

S-a Z .
04 w ,nzx1 .(

$-- Lb 'ft3
1=1 zI -9 La- a . ILa..

42f2.vn 3 aI Ii Is w- G-S . 0.0 U

a 1 9Og-

4.1 0- 1% cw0-. LC.0 4
ALZ 0 40C n - M 0bU

0nn a zoa aind 4 -

Lp u

z 8.-0 z)110 1w 10 I -4 1. 0. 4
"41P 0:.4 6)0 *2 490 lo a l 0 dot .10

it 0 6 .4 -3 z. 2 w4 'a. " 1*.
sr "I P.0 0~ La- .1 .9 a j MW 4i

all. 4 j4 .54 0~1 0.9 * z --.. it
0.90-- 61515CA 61.0 cc o- u-- N w .a 004

ago G.. *-s 0w It 3. at a ..0ai/9O
*ea- Co o0 *s '-oc da,( ~

dci . . 1



II. 6C

be I ts0 mmC

e c." "W t. - 4& 3 AL
US We 61 &1 4m mg U 2 o

4 % s "U % -de WI. a- tv s. e

1, Zo 16, LI UO .. 64 68 '4) 6 4 beds-s S
O 4" 4 f i n $1 4 6- 4.1 m. 4 .3w 9.h K

,w , as Go ft us . rP an e ll If- . ,

C3. 4j s-.80 _j .0.85 IL -ra~ . -eg ~

4. 2 ,- .s' die c ).54 I es W Ii 43w 5 i c u n o o
fi *12b w4 e-1 j Z w. . xU "5- J4 J- of

ce" . 1u 0 w &I be -zso %c 6am 0 2 z m sA-"ub w j I,

--J

-use ,.I W 3 0e -6 . (.. N WUE.W" I a a.

"~c c4 -9 "

-4 1WIWZC C 5 I5-2 L.,U 0.JWO t.

.,*'-4 e5,co o8I.e U *T.

,~ ~ 4r ,1o 11 8 I*.11, 1 .

"w Lj -4 W.j m - = cc an
(= Ce) Z.IWi m U - ap W 0 a vil mcaw1.

*1o

b0 " urU, 0 a - u W 0 A W ,
v- e u 0 - _ . W , 0 L W 0

2- tI U J e- c3, K.) to 41 Lo o u
1. U uC 2: W.65. 40 hi - 61 b.J 63 0 - m 4.1w6

OW s 1. W. . t 0. t - zW 4 IL -4 m #_U h. t-4
e- o- 1)1 UIUij .a *rn 1-J 1 j 0.2 mj 4- 2 A

.P4. 4K m.J..C. -a Z~ a4 1u 4
cOt L.u a- v . - b b~e 0 60 4A- 0 W "1 cw 434 L

c~ 0 .. JP IL : %.UI M 0. .m
2 1. 4j I~. "A 4. a Wi l ft0.X
* Co 2 usm a-a W6-Z ca-m,...sj m~s

w*e i6~- 5 34..9 1 4 5 6*. O4 .4

*4,

44 3 9m tr .1 C I0 . (A U aI-e-1 J t= .$

lOa. 0 Wd rd w U 486J o .0 .
aK a a 16 c 1 z_ e"W. ad .

ov e 3,W w 3o .0 10 to t Ab
0-4 Io hi oo K . a ae Z Am.

U~~# 48. i0- J VI S.P ago
t W f%#0o ~ t0 42h Me' beW-hiCo e- 4tb m 411 W4 Or

48 i"W Ai-U. e .4 e-; Os
b# be O&e UU O.. a WW f Lo- -4 WK. c .e3, dt -4

I eve I. v. P% 4o Gno 00' La te- 'a vI"

~~Se - UtoU~iC e- Z.Zt a *el.e

-40lg4 008 ee-,J.- *!LCp * 1



So.

4

ca =0 4v "o*.C

A in t- GA. 3 a 2Gos
-. x oo lo6a we-a

tote so 6-0 r,, .

4e 40% u

X LaIB 0, 0

gr wt Go 1" U IL I j u 0L -13. It a dig pp0 6l -1A .. I41 A 0 a.

W M LD iw Ls 42c L@ %4
0 w r !2 9. 1. I -L . 0 o t I l 4 I

c) . haS w " jV A_ .d - Am1P- =. w4 or1

h.; z .6 .L 0 In.4 - .. 30ML --
a- ab ItL ;a. c z -9 -a 9. a

-A fi w0 -1 40 fA 4 IL -we 4p La W1 6- 4 wx
C, 1 .6 6. o j ri a mm 0w 31 i-C .. 4~u 1 x

T 'd - t) I) 4 . f 9 . 4C VV 4 -
UK 24 ha ~ aa Li14 &4 a-

ff.1 hW4 hha 9M. MU0 3 1 0*. .

4 3 3 O . 1 J 3 3o. 0 C4 4
hJO 9. 4 4 - 0 It. I 7. 4.J

0 m .= 7 ha4 >iu. :; MO9 0

*. ws G la 1- 03. 404 IiUs, u4 c.Z x 1.0
w)w ' UK or% doM t0.U Z W C . a~

ew hI.j ., T0 C, v. *II. -0J P4.hTC -AJ00

L i WI ar .9 -6 us4IOC ~4(4 U 3- 1 .- 0. a .I Ja- 4 2 3--.a2
'1 11 C u i U 0j f-0 4 Goo1.4 40f af. -V)LL 0 f L w.11. on -. 1 17

Z~4 :3.~ CL Mff . e ) ma orF 9 -, L ; D

9D m

0 co biz 0 4aL .0 )0,o
C, 43Ia -0f 1 * 0 2Du

c 1.1 , m1 UUd.. L1 r . ha I
GO4 I. .4 u - naaui

ha a. at U .

0-h -a P0 3: -i4h Li 4-

a h 31 3~.I N6f az M. 'a l C, -
tv 40-3 -.14 A. . N a me 0 rcC

aB' 0JiA ('4 4.0- Los2
w 9. w S. al a.$ .404 4z M.-ii -f 49 -

hi a40 W4 GoC 49 U a MU I-a I.g

.I 'L 3-Ia.sp
latdr 4UP a n4 0 4 0i 43

1&&. 49 3- GO 2n o47 Lfi 0 j jAl -

.4i u . ea *14 z 4 .4 n
as 46 IL 2 9 "a@0 ah ho. toC oPll-

A a - at co to mlai Wm 04aI ai 4 9 1C.&
". nt oc, F8V Afo V6 6 .' m.



.16

0- j a 9i

4 9 .6 62- 9 ;4 .
= 1. Ab..0m n A -MW

ca Z3 in i -UwCm4 I L-., C

W UR I2ew2 u- 0 W44 2
CSza .0 in 19 .1 .l. 0 6, OW 1C

1*0 *s.9.0me hi hi 41 a i 6-6 me eJ c a. u C
= 2 - = -. 11 &ft ;; u.~ CA 3-3 .2 %D N: I-a-u "5(",IP

'%r a, CI -t -7 I1 3- CU.2 C. 1. ?A X:P ofw W a dw.1 r1
U, a: - VO. U J 4A* -3 - 3U. as w.~. -1.. 1144

a W Co .u L 13 3 441. k i 2w~ 006.543-1 hinT inlwu 4no .

MW S. , *M Is Or5h US CA P- 3 43S ~ A404. 2p M 0s4.1Vt
UJ SI .6 . r w 4 40. h 40 0 ILb 4.be-W 444e: IS J 6j-0 a2 x C 0 0 a z3 ;3- ~w 4- 4 j 49 a . 0 Iia 4 *

CO a-Aw" mu @11 dm Ohi.. -W to * ~~4. Dl n 0 - on 4 -hi Us 4.4 P' .
Ln .J 24 A C0~ z3l- a7. a. z03* 40 ~ w cca z 40 1-
0z .. g-Z 00-4 o- 0 a 1 hi 8, 84 .4 . 4a. ap 30- 4 4-

vM so - U 6-M U W CAUP up .. V 044.5i6- 90 IL n t 4 4 400- OM45 a n6

Us

,a us -A 4

aj 40 us ki c

* A 49 -A P. cc uiI
A 0 W '

-  
U4 ff 0 1

-c a1349 20 - .2 4 t:..P 0 #- 49
43-42 (1 13 2 .9f 4 49 9 do

g o , 0 0 0 0 - 1 6 . * . - v i & A ( A M 0 V P z 7 Q z 9 1
UIP PA I . 06.. 0 v2 i5 -" I-.. or 4i 0.- WC3 42 c 0- 00 04 1 46 .1 n5 4 I2 n 2 4i -A44o 1

* 0 Z3 21.U3 15 4. W-Ul-14J-O 3-A2*ato o v s.- 00 CA J*. 3- v W.JC 3-A a-. - . 2.
0~ ~~ cm 44@3h -I L 0 m !4.i. &0.

3-0 =li U Go-3 a 43 41 4 -c- &D6A Lp.J.. uj~ CA

L; x'~.~ts MW4E m~3 4 CUOW 49 VA wm04.4 02 5IiIO
0 3- - vo aW Cd x-I a .1. 3 Iwo .1. (441 43 'A j. 0-A I&

31.3 -A 43 u3-42 10 to23 Co3W - . 3-3 I a-P. 4 15-
= :% w4.M 0 @443 I- *0.gI 00 0a- 4 6 I . @10-

* ~ ~ ~ C CWP PO Cell.5 04404 11i,~~ .04050 Io.4 0I.P
O zo0 a,0 W44U 41 USw4

lo$ W i3

6.V3 F. 0 44 e

*~~~~z cmA*a -. 44

464 2. 0S0- a- 043-wlt w3 AL 60 l
33-I 1143 02- ;0 43a4 W3a 4. C, oo-hV 6 C

&.8c02 I- j v In WW 40 0 ft. 4.C V n
4U4~ I'd cM 3-432

24L .Li4. 9 Z3la=I-.4 a s .c
02a ; 00%@42.-4 .a 4.1 4 31

01dJ4 04.56.5S 0-p 19@.0.-. 0 @.@.

10 a .4,. -

11 w I



co- u I. Ulo
K0 e. us CT

p 0 . ', o 0 WK
h iO W V - 0 0 - 45 R0 ca ats a cs I. ub n46 . . m~l W.J ~ in

m. 'a a A ff #Nf#A 0 1" P. .1C Kj Ole .1 o

F.- 0- 1-. .u*I0 0 , 520 - U. ff 0 i w
-WIA U%. j Z.W. - 19 aU 2(13 CA2 Li I x,

.-O-u0 .0 500W Ix 2 1 0 a 10 w I4 K. C,~~7Z~I W.I P2 U =a W4C I 04C",5-W .* O

- n 0 U ~ C, 0--e P 4 IV0 in gd 49-ii) a-KI . I 2 0

.1 C%4a 005.,I C S)La 0 #A 304n W, 6 or!3

6- 3.1. L U(LP 0- hij
w -4 L) AL

4.0 hi 4P1.
or 2. C3VLi u10

Li at 0- tJ O.(5-An 0- Ai KhL4 &50 A&K
CD0- Kb 64. L; Ix w -P1 . 0 h~ la w .Li w'
fr. up aj 6- FJ ) nA 4 0. e. .4 C' cy

0 I I .. or Kj 094-O. .. 0 .4 4
-, L 0 LaP 4i CA 2-I0 -mT CC W- ,- * . 40

IL C20 -W 1 0- u 3 93 614*. 1.0-Ph KI. 0e P0 210 " U. W13£.~~2 6: "r* UM W52-C I.J.O K0 - fr S *r%0.- a*I.I 6.0* 0 .6. 020-. .L: - on CL 01 . 1 00- lr, 01.0a K-. .50 30 2 ILia La , Q w.f 0 W. I- a:.0 0or i *iI1 3- U 4 &L K0 s. 616104 20 4c I-.;n M.OK 042 I90 0 z.O (* 0 0- 02 0 X'. '%U0 z

QC 0.... S.:~g W) La 1. L tv &.xL5 4 Z d, - =IJ-to-. vd .4. 4.2jW *tD C4 a,-I -a .4 4 La IA *2 0A 5*ft *I .4 C 0- 3. C, L.* r K. C3 .*fL ::.IA. C .IAII~~~~~~~~ 0*x IL4 0)2600 cWS,.. 0*r0 INe.i toav 04016.C3w vn jC - Z w V ., Aw i bw41 6 . OU L -!

2L W
cm I I-

g 
IA

2 -- aa-m xVdcw UV Kv UI.
* r 0- f& 46* hi J0 As. IA 40- 4

9 (A 20a0140 Lc cK 0- 00 9 c w -K0 a c
K 0.4-e 6*4 UU. * *0 P... 4 -64 0 Pta04. 31, P0-J Kh420 . a - o 4.4 0IL~~SI c 00i2 M .09 4.M... Pq 0-0 a .P dgLQ.

- 4 c 4 aa 0. 4 x 0- z 96. :: 6. i
j ~ ~ ~ . 6.. 446..e 5k In 0lp. anton e0%FC3 n s

or mebS~ Ou94 on 9. KG a. hi Z4 O4 fte O'.i.KJ ~ or wl

a4. to *04U a. *0.4 as a.6 0L . 46. : * O.J WI U.4Gw@w~ue 4K9e @ 4i050 ro0.p La 61' Co w..u C0%..0a i
-% top .*1 -19,



a " 'aC

3. Ia 1 a9Ia u

W W0 1. a a

a* a~ Li0

so -Ia a

on z a m In "a

ILA ev f V V a 'a

'(hi)a ap a 0 jAni -0

aa- 4 0 1W aa
WI C44.J .(aata-
e*.. a-m a~a a~l .

W L W aw 0 C. 1"-r 9.0 1. 1. Utz

aC aa-

IN .0 aa a 41

la a a av
.0 a. a -6 .- A 11

MW 0% r - n - Z- W, 0. j *-
A . W % S

a-f a S. - aa

gm &awo j 4 a aII &
0% to 04 0%C a a a

*~~~ hi2S0 YME ~ V


